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Preface

n the late 1960s Geert accidentally became interested in national

cultural differences—and got access to rich data for studying them.
His research resulted in the publication in 1980 of a book called Cul-
ture’s Consequences. It was written for a scholarly readership; it had to be,
because it cast doubts on the universal validity of established theories
in psychology, organization sociology, and management theory: so it
should show the theoretical reasoning, base data, and statistical treat-
ments used to arrive at the conclusions. A 1984 paperback edition of the
book left out the base data and the statistics but was otherwise identical
to the 1980 hardcover version.

Culture’s Consequences appeared at a time when the interest in cultural
differences, both between nations and between organizations, was sharply
rising, and there was a dearth of empirically supported information on the
subject. The book provided such information, but maybe too much of it at

once. Many readers evidently got only parts of the message. For example,

Xi
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Geert lost count of the number of people who claimed that Geert had
studied the values of IBM (or “Hermes”) managers. The data used actually
were from IBM employees, and that, as the book itself showed, makes quite
a difference.

In 1991, after having taught the subject to many different audiences
and tested his text on various helpful readers, Geert published a book
for an intelligent lay readership—the first edition of Cultures and Orga-
nizations: Software of the Mind. The theme of cultural differences is, of
course, not only—and even not primarily—of interest to social scientists
or international business students. It pertains to anyone who meets people
from outside his or her own narrow circle, and in the modern world this
is virtually everybody. The new book addressed itself to any interested
reader. It avoided social scientific jargon where possible and explained it
where necessary; a Glossary was added for this purpose. Slightly updated
paperback editions appeared in 1994 and 1997.

In the meantime the worlds of politics, of business, and of ideas kept
changing fast. In 2001 Geert published a rewritten and updated version of
Culture’s Consequences that included a discussion of the many replications by
other researchers that had appeared since 1980. Anybody whose purpose
is research or academic scrutiny is referred to this source.

In 2005 Geert issued a rewritten and updated version of Cultures and
Organizations: Software of the Mind. Gert Jan Hofstede joined him as a
coauthor. After having majored in biology and taught information systems
at Wageningen agricultural university, Gert Jan had started to use his
father’s work in his own teaching and research. In 2002 he had already
published his own book, Exploring Culture: Exercises, Stories and Synthetic
Cultures, which included contributions from Paul B. Pedersen and from
Geert. Gert Jan contributed experience with the role of culture in inter-
national networks, hands-on experience in teaching the subject through
simulation games, and insight into the biological origins of culture.

Ever since his first cross-cultural research studies, Geert has contin-
ued exploring alternative sources of data, to validate and supplement his
original, accidental IBM employee data set. In the past three decades the
volume of available cross-cultural data on self-scored values has increased
enormously. Geert used to say that if he had to start his research again, he
would use a choice from these new databases. About ten years ago, Geert
got into e-mail contact with a researcher in Sofia, Bulgaria, who seemed
to be engaged in exactly that: scanning available databases and look-
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ing for structure in their combined results. The name of this researcher
was Michael Minkov, and we learned to call him Misho. In 2007 Misho
published his analyses in a book, #What Makes Us Different and Similar:
A New Interpretation of the World Values Survey and Other Cross-Cultural
Data, bringing the kind of progress in insight we had been hoping for. In
addition, Misho, as an East European, brought insider knowledge about a
group of nations missing in Geert’s original database and of great impor-
tance in the future of the continent.

For this new, 2010, third edition of Cultures and Organizations: Soft-
ware of the Mind, Misho has joined Gert Jan and Geert as a third coauthor.
The division of labor in our team is that Gert Jan has substantially contrib-
uted to Chapter 1 and entirely written Chapter 12. Misho has contributed
to Chapters 2, 4, and especially 7 and has entirely written Chapter 8. In
addition, each of us has commented on the work of his colleagues. Geert
takes responsibility for the final text.

On a trip around the world several years ago, Geert bought three
world maps. All three are of the flat kind, projecting the surface of the
globe on a plane. The first shows Europe and Africa in the middle, the
Americas to the west, and Asia to the east. The terms the West and the East
were products of a Euro-centered worldview. The second map, bought in
Hawaii, shows the Pacific Ocean in the center, Asia and Africa on the left
(and Europe, tiny, in the far upper left-hand corner), and the Americas to
the right. From Hawaii, the East lies west and the West lies east! The third
map, bought in New Zealand, was like the second but upside down: south
on top and north at the bottom. Now Europe is in the far lower right-hand
corner. Which of these maps is right? All three, of course; Earth is round,
and any place on the surface is as much the center as any other. All peoples
have considered their country the center of the world; the Chinese call
China the “Middle Kingdom” (zhongguo), and the ancient Scandinavians
called their country by a similar name (midgardr). We believe that even
today most citizens, politicians, and academics in any country feel in their
hearts that their country is the middle one, and they act correspondingly.

These feelings are so powerful that it is almost always possible, when
reading a book, to determine the nationality of the author from the content
alone. The same, of course, applies to our own work—Geert and Gert Jan
are from Holland, and even when we write in English, the Dutch soft-
ware of our minds will remain evident to the careful reader. Misho’s East
European mind-set can also be detected. This makes reading the book by
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others than our compatriots a cross-cultural experience in itself, maybe
even a culture shock. That is OK. Studying culture without experiencing
culture shock is like practicing swimming without water. In Asteriz, the
famous French cartoon, the oldest villager expresses his dislike of visiting
foreigners as follows: “I don’t have anything against foreigners. Some of
my best friends are foreigners. But these foreigners are not from here!”

In the booming market for cross-cultural training, there are courses
and books that show only the sunny side: cultural synergy, no cultural
conflict. Maybe that is the message some business-minded people like to
hear, but it is false. Studying culture without culture shock is like listening
only to the foreigners who are from here.

Geert in 1991 dedicated the first edition of this book to his first grand-
children, the generation to whom the future belongs. For the second edition
Gert Jan’s eldest daughter, Liesbeth, acted as our documentation assistant,
typing among other things the Bibliography. This time her sister Katy
Hofstede was our indispensable help, especially in preparing the tables and
figures.

From our academic contacts we thank in particular Marieke de Mooij,
who was our guide in the worlds of marketing, advertising, and consumer
behavior, where culture plays a decisive role. References to her work are
found at many places in the book. For Chapter 12, which was an entirely
new venture, Gert Jan was inspired by David Sloan Wilson, and he ben-
efited very much from comments by his proofreaders Duur Aanen, Jose-
phie Brefeld, Arie Oskam, Inge van Stokkom, Arjan de Visser and Wim
Wiersinga.

The first edition appeared in seventeen languages (English with trans-
lations into Bulgarian, Chinese, Czech, Danish, Dutch, Finnish, French,
German, Japanese, Korean, Norwegian, Polish, Portuguese, Romanian,
Spanish, and Swedish). The second edition has appeared so far in Chinese,
Czech, Danish, Dutch, German, Hungarian, Polish, and Swedish. We hope
that this new edition will again reach many readers through their native

language.
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The Rules of the
Social Game

14th juror: (rising) “l beg pardon, in discussing . ..”

10th juror: (interrupting and mimicking) “l beg pardon. What are you so goddam

polite about?”

14th juror: (looking straight at the 10th juror) “For the same reason you're not.

It's the way | was brought up.”

—Reginald Rose, Twelve Angry Men

welve Angry Menis an American theater piece that became a famous

motion picture, starring Henry Fonda. The play was published in
1955. The scene consists of the jury room of a New York court of law.
Twelve jury members who never met before have to decide unani-
mously on the guilt or innocence of a boy from a slum area, accused of
murder. The quote cited is from the second and final act when emotions
have reached the boiling point. It is a confrontation between the tenth

juror, a garage owner, and the eleventh juror, a European-born,
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probably Austrian, watchmaker. The tenth juror is irritated by what he sees
as the excessively polite manners of the other man. But the watchmaker
cannot behave otherwise. Even after many years in his new home country,
he still behaves the way he was raised. He carries within himself an indel-
ible pattern of behavior.

Different Minds but Common Problems

The world is full of confrontations between people, groups, and nations who
think, feel, and act differently. At the same time these people, groups, and
nations, just as with our twelve angry men, are exposed to common prob-
lems that demand cooperation for their solution. Ecological, economical,
political, military, hygienic, and meteorological developments do not stop
at national or regional borders. Coping with the threats of nuclear war-
fare, global warming, organized crime, poverty, terrorism, ocean pollution,
extinction of animals, AIDS, or a worldwide recession demands cooperation
of opinion leaders from many countries. They in their turn need the support
of broad groups of followers in order to implement the decisions taken.

Understanding the differences in the ways these leaders and their fol-
lowers think, feel, and act is a condition for bringing about worldwide
solutions that work. Questions of economic, technological, medical, or
biological cooperation have too often been considered as merely techni-
cal. One of the reasons why so many solutions do not work or cannot be
implemented is that differences in thinking among the partners have been
ignored.

The objective of this book is to help in dealing with the differences in
thinking, feeling, and acting of people around the globe. It will show that
although the variety in people’s minds is enormous, there is a structure in

this variety that can serve as a basis for mutual understanding.

Culture as Mental Programming

Every person carries within him- or herself patterns of thinking, feeling,
and potential acting that were learned throughout the person’s lifetime.
Much of it was acquired in early childhood, because at that time a person
is most susceptible to learning and assimilating. As soon as certain pat-
terns of thinking, feeling, and acting have established themselves within a
person’s mind, he or she must unlearn these patterns before being able to
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learn something different, and unlearning is more difficult than learning
for the first time.

Using the analogy of the way computers are programmed, this book
will call such patterns of thinking, feeling, and acting mental programs,
or, as per the book’s subtitle, software of the mind. This does not mean, of
course, that people are programmed the way computers are. A person’s
behavior is only partially predetermined by his or her mental programs:
he or she has a basic ability to deviate from them and to react in ways that
are new, creative, destructive, or unexpected. The software of the mind that
this book is about only indicates what reactions are likely and understand-
able, given one’s past.

The sources of one’s mental programs lie within the social environ-
ments in which one grew up and collected one’s life experiences. The pro-
gramming starts within the family; it continues within the neighborhood,
at school, in youth groups, at the workplace, and in the living community.
The European watchmaker from the quote at the beginning of this chapter
came from a country and a social class in which polite behavior is still at a
premium today. Most people in that environment would have reacted as he
did. The American garage owner, who worked himself up from the slums,
acquired quite different mental programs. Mental programs vary as much
as the social environments in which they were acquired.

A customary term for such mental software is culture. This word has
several meanings, all derived from its Latin source, which refers to the
tilling of the soil. In most Western languages culture commonly means
“civilization” or “refinement of the mind” and in particular the results of
such refinement, such as education, art, and literature. This is culture in the
narrow sense. Culture as mental software, however, corresponds to a much
broader use of the word that is common among sociologists and, especially,
anthropologists:' this is the meaning that will be used throughout this
book.

Social (or cultural) anthropology is the science of human societies—
in particular (although not only) traditional or “primitive” ones. In social
anthropology, cultureis a catchword for all those patterns of thinking, feel-
ing, and acting referred to in the previous paragraphs. Not only activities
supposed to refine the mind are included, but also the ordinary and menial
things in life: greeting, eating, showing or not showing feelings, keeping a
certain physical distance from others, making love, and maintaining body

hygiene.
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Culture is always a collective phenomenon, because it is at least partly
shared with people who live or lived within the same social environment,
which is where it was learned. Culture consists of the unwritten rules of
the social game. It is the collective programming of the mind that distinguishes
the members of one group or category of people from others.”

Culture is learned, not innate. It derives from one’s social environment
rather than from one’s genes.’ Culture should be distinguished from human
nature on one side and from an individual’s personality on the other (see
Figure 1.1), although exactly where the borders lie between nature and cul-
ture, and between culture and personality, is a matter of discussion among
social scientists.*

Human nature is what all human beings, from the Russian professor
to the Australian aborigine, have in common: it represents the universal
level in one’s mental software. It is inherited within our genes; within the
computer analogy it is the “operating system” that determines our physical
and basic psychological functioning. The human ability to feel fear, anger,
love, joy, sadness, and shame; the need to associate with others and to play
and exercise oneself; and the facility to observe the environment and to

talk about it with other humans all belong to this level of mental program-

FIGURE 1.1 Three Levels of Uniqueness in Mental Programming

Inherited
and learned

Specific to
individual

PERSONALITY

Specific
to group CULTURE Learned
or category

Universal HUMAN NATURE Inherited
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ming. However, what one does with these feelings, how one expresses fear,
joy, observations, and so on, is modified by culture.

The personality of an individual, on the other hand, is his or her unique
personal set of mental programs that needn’t be shared with any other
human being. It is based on traits that are partly inherited within the indi-
vidual’s unique set of genes and partly learned. Learned means modified
by the influence of collective programming (culture) as well as by unique
personal experiences.

Cultural traits have often been attributed to heredity, because philoso-
phers and other scholars in the past did not know how to otherwise explain
the remarkable stability of differences in culture patterns among human
groups. They underestimated the impact of learning from previous genera-
tions and of teaching to a future generation what one has learned oneself.
The role of heredity is exaggerated in pseudotheories of race, which have
been responsible, among other things, for the holocaust organized by the
Nazis during World War II. Ethnic strife is often justified by unfounded
arguments of cultural superiority and inferiority.

In the United States there have been periodic scientific discussions
on whether certain ethnic groups, in particular blacks, could be geneti-
cally less intelligent than others, in particular whites.” The arguments
used for genetic differences, by the way, make Asians in the United States
on average more intelligent than whites. However, it is extremely difficult,
if not impossible, to find tests of intelligence that are culture free. Such
tests should reflect only innate abilities and be insensitive to differences in
the social environment. In the United States a larger share of blacks than
of whites has grown up in socially disadvantaged circumstances, which
is a cultural influence no test known to us can circumvent. The same
logic applies to differences in intelligence between ethnic groups in other

countries.

Symbols, Heroes, Rituals, and Values

Cultural differences manifest themselves in several ways. From the many
terms used to describe manifestations of culture, the following four together
cover the total concept rather neatly: symbols, heroes, rituals, and values.
In Figure 1.2 these have been pictured as the skins of an onion, indicating
that symbols represent the most superficial and values the deepest mani-
festations of culture, with heroes and rituals in between.



8 THE CONCEPT OF CULTURE

FIGURE 1.2 The “Onion”: Manifestations of Culture at Different
Levels of Depth

Symbols are words, gestures, pictures, or objects that carry a particular
meaning that is recognized as such only by those who share the culture.
The words in a language or jargon belong to this category, as do dress,
hairstyles, flags, and status symbols. New symbols are easily developed
and old ones disappear; symbols from one cultural group are regularly
copied by others. This is why symbols have been put into the outer, most
superficial layer of Figure 1.2.

Heroes are persons, alive or dead, real or imaginary, who possess char-
acteristics that are highly prized in a culture and thus serve as models for
behavior. Even Barbie, Batman, or, as a contrast, Snoopy in the United
States, Asterix in France, or Ollie B. Bommel (Mr. Bumble) in the Neth-
erlands have served as cultural heroes. In this age of television, outward
appearances have become more important in the choice of heroes than they
were before.
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Rituals are collective activities that are technically superfluous to reach
desired ends but that, within a culture, are considered socially essential.
They are therefore carried out for their own sake. Examples include ways
of greeting and paying respect to others, as well as social and religious
ceremonies. Business and political meetings organized for seemingly ratio-
nal reasons often serve mainly ritual purposes, such as reinforcing group
cohesion or allowing the leaders to assert themselves. Rituals include dzs-
course, the way language is used in text and talk, in daily interaction, and
in communicating beliefs.®

In Figure 1.2 symbols, heroes, and rituals have been subsumed under
the term practices. As such they are visible to an outside observer; their
cultural meaning, however, is invisible and lies precisely and only in the
way these practices are interpreted by the insiders.

The core of culture according to Figure 1.2 is formed by values. Values
are broad tendencies to prefer certain states of affairs over others. Values
are feelings with an added arrow indicating a plus and a minus side. They
deal with pairings such as the following:

Evil versus good

Dirty versus clean
Dangerous versus safe
Forbidden versus permitted
Decent versus indecent
Moral versus immoral
Ugly versus beautiful
Unnatural versus natural
Abnormal versus normal
Paradoxical versus logical

Irrational versus rational

Figure 1.8 pictures when and where we acquire our values and prac-
tices. Our values are acquired early in our lives. Compared with most other
creatures, humans at birth are very incompletely equipped for survival.
Fortunately, our human physiology provides us with a receptive period
of some ten to twelve years, a span in which we can quickly and largely
unconsciously absorb necessary information from our environment. This
includes symbols (such as language), heroes (such as our parents), and
rituals (such as toilet training), and, most important, it includes our basic
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FIGURE 1.3 The Learning of Values and Practices

Age
0 Family

Values

——————————— School

Practices

Work

values. At the end of this period, we gradually switch to a different, con-

scious way of learning, focusing primarily on new practices.

Culture Reproduces ltself

Remember being a small child? How did you acquire your values? The
first years are likely gone from your memory, but they are influential. Did
you move about on your mother’s hip or on her back all day? Did you sleep
with her, or with your siblings, or were you kept in your own cot or pram?
Did both your parents handle you, or only your mother, or other persons?
Was there noise or silence around you? Did you see tacit people, laughing
ones, playing ones, working ones, tender or violent ones? What happened
when you cried?

Then, memories begin. Who were your models, and what was your
aim in life? Quite probably, your parents or elder siblings were your heroes,
and you tried to imitate them. You learned which things were dirty and bad
and how to be clean and good. For instance, you learned rules about what is
clean and dirty in regard to bodily functions such as spitting, eating with
your left hand, blowing your nose, defecating, or belching in public, along
with gestures such as touching various parts of your body or exposing
them while sitting or standing. You learned how bad it was to break rules.
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You learned how much initiative you were supposed to take and how close
you were supposed to be to people, and you learned whether you were a
boy or a girl, who else was also a boy or a girl, and what that implied.

Then when you were a child of perhaps six to twelve, schoolteach-
ers and classmates, sports and TV idols, and national or religious heroes
entered your world as new models. You imitated now one, then another.
Parents, teachers, and others rewarded or punished you for your behavior.
You learned whether it was good or bad to ask questions, to speak up, to
fight, to cry, to work hard, to lie, to be impolite. You learned when to be
proud and when to be ashamed. You also exercised politics, especially with
your age-mates: How does one make friends? Is it possible to rise in the
hierarchy? How? Who owes what to whom?

In your teenage years, your attention shifted to others your age. You
were intensely concerned with your gender identity and with forming rela-
tionships with peers. Depending on the society in which you lived, you
spent your time mainly with your own sex or with mixed sexes. You may
have intensely admired some of your peers.

Later you may have chosen a partner, probably using criteria similar to
that of other young people in your country. You may have had children—
and then the cycle starts again.

There is a powerful stabilizing force in this cycle that biologists call
homeostasis. Parents tend to reproduce the education that they received,
whether they want to or not. And there is only a modest role for tech-
nology. The most salient learning in your tender years is all about the
body and about relationships with people. Not coincidentally, these are also
sources of intense taboos.

Because they were acquired so early in our lives, many values remain
unconscious to those who hold them. Therefore, they cannot be discussed,
nor can they be directly observed by outsiders. They can only be inferred
from the way people act under various circumstances. If one asks people
why they act as they do, they may say they just “know” or “feel” how to do
the right thing. Their heart or their conscience tells them.

No Group Can Escape Culture

There normally is continuity in culture. But if you were caught in a gale at
sea and found yourself stranded on an uninhabited island with twenty-nine
unknown others, what would you do?” If you and your fellow passengers
were from different parts of the world, you would lack a common lan-
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guage and shared habits. Your first task would be to develop an embryonic
common language and some shared rules for behavior, cooperation, and
leadership. Role divisions would emerge between young and old, men and
women. Conflicts would arise and somehow be handled. Whose responsi-
bility would it be whether two people mate? Who would take care of the
sick, the dead, and the children born on the island?

The point of this example is to show that no group can escape culture.
Creating shared rules, even if they are never written down, is a precon-
dition for group survival. This pioneer group of thirty people united at
random will have to create a new culture. The particulars of that culture
will largely depend on chance, inheriting from existing values, particularly
those of the most prominent group members. However, once the culture
is set, and supposing children are born into the group, that culture will
reproduce itself.

Values and the Moral Circle

From 1940 to 1945, during World War II, Germany occupied the Neth-
erlands. In April 1945, German troops withdrew in disorder, confiscating
many bicycles from the Dutch population. In April 2009, the Parish Coun-
cil of the Saint-Catharina church in the Dutch town of Nijkerk received a
letter from a former German soldier who, on his flight to Germany from
the advancing Canadians, had taken a bike that was parked in front of the
church. The letter’s author wished to make amends and asked the Parish
Council to trace the owner or his heirs, in order to refund the injured party
for the damage.*

It is perplexing that human beings possess magnificent skills of reflec-
tion, empathy, and communication but are nonetheless capable of waging
intergroup conflicts on massive scales over just about anything. Why is
intergroup conflict still with us if it is so obviously destructive? Appar-
ently, we do not use the same moral rules for members of our group as we
do for others. But who is “our group”? This turns out to be a key question
for any group, and from childhood on we learn who are members of our
group and who are not, as well as what that means. People draw a mental
line around those whom they consider to be their group. Only members of
the moral circle thus delineated have full rights and full obligations.”

The German soldier in our story has probably spent long years revisit-
ing his war experiences. In his old age he has redefined himself as belong-
ing to the same moral circle as the churchgoer whose bicycle he took
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sixty-four years before, and he has come to see his confiscation of the bike
as a theft for which he wants to make amends.

Our mental programs are adapted to life in a moral circle. We take
pride in the achievements of our children; we are happy when our favorite
sports team wins; many of us sing patriotic or religious songs with feeling
and pledge allegiance to our national flag. We are ashamed of the failures
of members of our group, and we feel guilty about our crimes. There are
differences among groups in the fine-tuning of these emotions: in some
societies a woman can get killed by male family members based on rumors
that she slept with the wrong man, and in others a man can be punished
by law for having paid sex. Nevertheless, moral, group-related emotions
are universal. We have these emotions even about frivolous things such as
sports, song festivals, and TV quiz shows. The moral circle affects not only
our symbols, heroes, and rituals but also our values.

There may be dissent in societies regarding who within the group is
good and who is bad. Politics serves to sort out the difference. In societ-
ies that are politically pluralistic, right-wing parties typically protect the
strong members, left-wing parties protect the weak members, green parties
protect the environment, and populist parties brand parts of the population
as bad guys. Leaders such as former U.S. president George W. Bush try to
promote internal group cohesion by creating enemies: they make the moral
circle smaller, in the same way that populists and dictators often do. The
perception of a threat makes people close ranks behind their current leader.
Leaders such as U.S. president Barack Obama strive to enlarge the moral
circle by creating friends, in the same way that diplomats and negotiators
do. In doing so, however, they risk achieving fission in their own moral
circle. President Anwar el-Sadat, of Egypt (1918-81), and Prime Minister
Yitzhak Rabin, of Israel (1922-95), were both assassinated by one of their
own people after reconciling with the traditional enemy.

The moral circle, in many guises and on scales from a single marriage
to humanity as a whole, is the key determinant of our social lives, and it

both creates and carries our culture.

Boundaries of the Moral Circle:
Religion and Philosophy
Philosophy, spirituality, and religion are ways of sorting out the difference

between good and bad. For 2,500 years, philosophers in the East and West
have taught the Golden Rule: “Do to others as you would wish them to do
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to you™—which reads like an affirmation of the moral circle.'” Religious
prescriptions such as “Love thy neighbor as thyself” serve the same pur-
pose. Religious sects tend to draw their moral circle around members of
their own community. Moral rights and duties, as well as rewards in the
afterlife, are granted only to members of the faith. Religion, in essence and
whatever the specific beliefs of a particular one, plays an important role in
creating and delineating moral circles.

Nations and religions can come into competition if they both attempt
to delineate a society-level moral circle in the same country. This has fre-
quently happened during our history, and it is still happening today. The
violence of these conflicts testifies to the importance of belonging to a
moral circle. It also shows how great a prerogative it is to be the one who
defines its boundaries. Through visits and speeches, new leaders typically
take action to redefine the boundaries of the moral circle that they lead.

Some societies and religions have a tendency to expand the moral
circle and to consider all humans as belonging to a single moral commu-
nity. Hence the Universal Declaration of Human Rights," and hence calls
for development aid. Indeed, animals can be drawn into the moral circle:
people form associations or even political parties to protect animal rights,
and pet animals are solemnly buried. However, in such a vast moral circle,
rights and duties are necessarily diluted. Historically, religions that were
tolerant of religious diversity have lost out against those that were more
closed on themselves. Most empires have disintegrated from the inside.

Rules for dealing with bad people and with would-be newcomers also
differ across societies, of which we shall see examples in subsequent chap-
ters. We humans are continually negotiating the boundaries of our moral
circles, and we do it in ways that differ across cultures. Culture is about
how to be a good member of the moral circle, depending on one’s personal
or ascribed properties, about what to do if people are bad, and about whom

to consider for admission.

Beyond Race and Family

Gert Jan once took a night train from Vienna to Amsterdam. An elderly
Austrian lady shared his compartment and offered him some delicious
homegrown apricots. Then a good-looking young black man entered. The
lady seemed terrified to find herself within touching distance of a black
man, and Gert Jan set to work trying to reestablish a pleasant atmosphere.
The young man turned out to be a classical ballet dancer from the Dutch
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National Ballet, with Surinamese origins, who had performed in Vienna.
But the lady continued to be out of her wits with fear—xenophobia, in
a literal sense. She could not get beyond the idea that when the dancer
and Gert Jan talked music, they must mean African tam-tam. Luckily, the
dancer was well traveled and did not take offense. The three arrived in
Amsterdam safely after some polite chitchatting in English.

Humans whose ancestors came from different parts of the world look
different. Some of our genetic differences are visible from the outside, even
though our genetic variation as a species is small-—smaller, for instance,
than that of chimpanzees. Biologists call the human genome well mixed.
‘We certainly are one single species, and it is becoming morally preferable
to say that we are one human race.”” Still, biologically speaking, there
are races in our species that can be identified through visual and genetic
means. However, genetic differences are not the main basis for group
boundaries. There is continuity in our genomes, but there is discontinuity
in our group affiliations. Millions of migrants live in other continents than
their ancestors. It takes an expert observer to guess both ethnic origin
and adoptive nationality just by looking at somebody. And yet recognizing
group identity matters a lot. Religion, language, and other symbolic group
boundaries are important to humans, and we spend much of our time estab-
lishing, negotiating, and changing them. People can unite or fight over just
about any symbolic matter, from good-old family feuds to territorial fights,
defense of honor in response to an insult, or the meaning of a book.

The historical expansion of human societies to millions of individuals
has changed the nature of relatedness. Today, many people feel related to
people with whom they share a symbolic group membership, not neces-
sarily a genetic one. We fight and die for our country, sometimes even for
our soccer team. We form ecstatic crowds of millions that feel united in
admiration of a pop star, a gripping politician, or a charismatic preacher.
We are active on computer-mediated social networks with people all across
the world, and these relationships can be meaningful even with people
whom we have never met face-to-face. We have laws that allocate rights
and duties to people regardless of family ties, except in special cases such
as birth and inheritance. Family loyalty is still important and will no doubt
continue to be so, but it is part of a larger societal framework. We live in
societies that are so large that blood ties cannot be the only, or even the
most important, way to determine moral rights and duties. That said, there
1s no doubt that blood is still thicker than water, and this is more so in some

socleties than in others, as we shall see in Chapter 4.



16 THE CONCEPT OF CULTURE

We and They

Social scientists use the terms in-group and out-group. In-group refers
to what we intuitively feel to be “we,” while out-group refers to “they.”
Humans really function in this simple way: we have a persistent need to
classify others in either group. The definition of in-group is quite variable
in some societies, but it is always noticeable. We use it for family versus
in-laws (“the cold side of the family™), for our team versus the opponents,
for people looking like us versus another race. In one experiment, U.S.
researchers tested affective reactions of African-American and European-
American participants to pictures of members of their own and of the
opposite ethnic group.”” Both African-American and European-American
participants showed more emotional and physiological reactions when
viewing pictures of people of their own race than when viewing people of
the other race. They were more emotionally involved with in-group mem-
bers. While the experiment supported in-group empathy, it did not find a
general out-group antipathy.

Gender also plays a role in we-they dynamics, as we might expect in a
species in which gender roles have historically been very different regarding
crossing group boundaries. Women have usually come into other groups
as young adults, to live as loyal members of the new group. Men have fre-
quently come to new groups to dominate or to fight them. Both males and
females can easily learn to overcome fear of an unfamiliar-looking female,
but they tend to remain scared of faces of out-group males.'"* Of course,
this depends on which faces are thought of as out-group, and that in turn
depends on exposure in infancy.

In we-versus-they experiments, physiological measurements can be
used alongside questionnaires to measure fear. People’s bodies can tell sto-
ries that their minds feel as taboo. These results confirm that family in a
very wide sense is linked to human social biology and that ethnic charac-
teristics are important as a quick aid in determining who belongs. People
are we-versus-they creatures. In infancy they can learn to consider anyone,
or any kind of face, as “we,” but after a few months their recognition is
fixed. Later in life it becomes hard for people to change intuitive we-they
responses to racial characteristics. Physiological reactions to a we-they
situation can be based on any distinction among groups—even that among

students from different university departments.'’
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Ideologies as Group Markers

If you could make three statements about yourself, what would you say?
Would you mention individual characteristics such as the color of your
eyes, your favorite sports or food, or the like? More likely, you would men-
tion group membership attributes such as gender, profession, nationality,
religion, which sports team you favor, and which role you fulfill in society.
Even if you mention only personal attributes, they are probably attributes
that are esteemed among people who matter to you. Much of people’s social
activity is spent explicitly maintaining symbolic group ties. Most people
most of the time are busy being good members of the groups to which they
belong. They show it in their clothes, their movements, their way of speak-
ing, their possessions, and their jobs. They spend time with these groups in
rituals that strengthen them: talking, laughing, playing, touching, singing,
fighting playfully, eating, drinking, and so forth. These activities all aim at
reinforcing the moral circle. On a conscious level, however, few would look
at their daily lives that way. Instead, people describe what they do in terms
of its ritual justification. They go to work, they make strategic plans, they
do team building, they attend church services, they serve their country,
they celebrate a special occasion.

So, most people see differences where an anthropologist or a biologist
sees similarities. These differences are important because we are continu-
ally defining and redefining who belongs to what group and in what role.
Creating groups and changing membership is one of people’s core activi-
ties in life. Every society has different rules about how bad it is to leave
one group and to join another. It is not surprising that many groups have
strong prohibitions against leaving, sometimes backed up by severe penal-
ties. It is never easy to be of a minority religion, for instance, whatever the
country one lives in. The degree to which groups penalize deviant sym-
bolic identities and behaviors differs enormously across societies, as shall

be discussed in subsequent chapters.

Layers of Culture

In the course of our lives, each of us has to find his or her place in many
moral circles. Every group or category of people carries a set of com-

mon mental programs that constitutes its culture. As almost everyone
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belongs to a number of different groups and categories at the same time, we
unavoidably carry several layers of mental programming within ourselves,

corresponding to different levels of culture. In particular:

A national level according to one’s country (or countries, for people
who migrated during their lifetimes)

A regional and/or ethnic and/or religious and/or linguistic affiliation
level

A gender level, according to whether one was born as a girl or as a
boy

A generation level, separating grandparents from parents from
children

A social class level, associated with educational opportunities and
with a person’s occupation or profession

For those who are employed, organizational, departmental, and/or
corporate levels according to the way employees have been socialized

by their work organization

The mental programs from these various levels are not necessarily in har-
mony. In modern society they are often partly conflicting: for example,
religious values may conflict with generation values; gender values may
conflict with organizational practices. Conflicting mental programs within
people make it difficult to anticipate their behavior in a new situation.

Culture Change: Changing Practices, Stable Values

If you could step into a time machine and travel back sixty years to the time
of your parents or grandparents, you would find the world much changed.
There would be no computers, and television sets would rarely be seen. The
cities would appear small and provincial, with only the occasional car and
no big retail chain outlets. Travel back another sixty years and cars would
disappear from the streets as well, as would telephones, washing machines,
and vacuum cleaners from our houses and airplanes from the air.

Our world is changing. Technology invented by people surrounds us.
The World Wide Web has made our world appear smaller, so that the
notion of a “global village” seems appropriate. Business companies operate
worldwide. They innovate rapidly; many do not know today what products
they will manufacture and sell next year or what new job types they will
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need in five years. Mergers and stock market fluctuations shake the busi-
ness landscape.

So, on the surface, change is all-powerful. But how deep are these
changes? Can human societies be likened to ships that are rocked about
aimlessly on turbulent seas of change? Or to shores, covered and then
bared again by new waves washing in, altered ever so slowly with each
successive tide?

A book by a Frenchman about his visit to the United States contains
the following text:

The American ministers of the Gospel do not attempt to draw or to fix all
the thoughts of man upon the life to come; they are willing to surrender
a portion of his heart to the cares of the present. . . . If they take no part
themselves in productive labor, they are at least interested in its progress,
and they applaud its results.

The author, we might think, refers to U.S. TV evangelists. In fact, he was
a French visitor, Alexis de Tocqueville, and his book appeared in 1835.'

Recorded comments by visitors from one country to another are a rich
source of information on how national culture differences were perceived
in the past, and they often look strikingly modern, even if they date from
centuries ago.

There are many things in societies that technology and its products
do not change. If young Turks drink Coca-Cola, this does not necessarily
affect their attitudes toward authority. In some respects, young Turks differ
from old Turks, just as young Americans differ from old Americans. In the
“onion” model of Figure 1.2, such differences mostly involve the relatively
superficial spheres of symbols and heroes, of fashion and consumption. In
the sphere of values—that is, fundamental feelings about life and about
other people—young Turks differ from young Americans just as much as
old Turks differ from old Americans. There is no evidence that the values
of present-day generations from different countries are converging.

Culture change can be fast for the outer layers of the onion diagram,
labeled practices. Practices are the visible part of cultures. New practices
can be learned throughout one’s lifetime; people older than seventy happily
learn to surf the Web on their first personal computer, acquiring new sym-
bols, meeting new heroes, and communicating through new rituals. Cul-

ture change is slow for the onion’s core, labeled values. As already argued,
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these were learned when we were children, from parents who acquired
them when they were children. This makes for considerable stability in the
basic values of a society, in spite of sweeping changes in practices.

These basic values affect primarily the gender, the national, and maybe
the regional layer of culture. Never believe politicians, religious leaders, or
business chiefs who claim they will reform national values. National value
systems should be considered given facts, as hard as a country’s geographi-
cal position or its weather. Layers of culture acquired later in life tend to be
more changeable. This is the case, in particular, for organizational cultures,
which the organization’s members joined as adults. It doesn’t mean that
changing organizational cultures is easy—as will be shown in Chapter
10—but at least it is feasible.

There is no doubt that dazzling technological changes are taking place
that affect all but the poorest or remotest of people, but people put these
new technologies to familiar uses. Many of them are used to do much the
same things as our grandparents did: to make money, to impress other
people, to make life easier, to coerce others, or to seduce potential partners.
All these activities are part of the social game. We are attentive to how
other people use technology, what clothes they wear, what jokes they make,
what food they eat, and how they spend their vacations. And we have a fine
antenna that tells us what choices to make ourselves if we wish to belong
to a particular social circle.

The social game itself is not deeply changed by the changes in today’s
society. The unwritten rules for success, failure, belonging, and other key
attributes of our lives remain similar. We need to fit in, to behave in ways
that are acceptable to the groups to which we belong. Most changes con-
cern the toys we use in playing the game.

More about cultural change, including its origins and dynamics, will
be found in Chapter 12.

National Culture Differences

The invention of nations, political units into which the entire world is
divided and to one of which every human being is supposed to belong—
as manifested by his or her passport—is a recent phenomenon in human
history. Earlier, there were states, but not everybody belonged to one of
these or identified with one. The nation system was introduced world-
wide only in the mid-twentieth century. It followed the colonial system
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that had developed during the preceding three centuries. In this colonial
period the technologically advanced countries of Western Europe divided
among themselves virtually all territories of the globe that were not held
by another strong political power. The borders between the former colo-
nial nations still reflect the colonial legacy. In Africa in particular, most
national borders correspond to the logic of the colonial powers rather than
to the cultural dividing lines of the local populations.

Nations, therefore, should not be equated to societies. Societies are
historically, organically developed forms of social organization. Strictly
speaking, the concept of a common culture applies to societies, not to
nations. Nevertheless, many nations do form historically developed wholes
even if they consist of clearly different groups and even if they contain less
integrated minorities.

Within nations that have existed for some time there are strong forces
toward further integration: (usually) one dominant national language, com-
mon mass media, a national education system, a national army, a national
political system, national representation in sports events with a strong
symbolic and emotional appeal, a national market for certain skills, prod-
ucts, and services. Today’s nations do not attain the degree of internal
homogeneity of the isolated, usually nonliterate societies studied by field
anthropologists, but they are the source of a considerable amount of com-
mon mental programming of their citizens."”

On the other hand, there remains a tendency for ethnic, linguistic,
and religious groups to fight for recognition of their own identity, if not
for national independence; this tendency has been increasing rather than
decreasing since the 1960s. EExamples are the Ulster Roman Catholics; the
Belgian Flemish; the Basques in Spain and France; the Kurds in Iran, Iraq,
Syria, and Turkey; the ethnic groups of former Yugoslavia; the Hutu and
Tutsi tribes in Rwanda; and the Chechens in Russia.

In research on cultural differences, nationality—the passport one
holds—should therefore be used with care. Yet it is often the only fea-
sible criterion for classification. Rightly or wrongly, collective properties
are ascribed to the citizens of certain countries: people refer to “typically

» o«

American,” “typically German,” and “typically Japanese” behavior. Using
nationality as a criterion is a matter of expediency, because it is immensely
easier to obtain data for nations than for organic homogeneous societies.
Nations as political bodies supply all kinds of statistics about their popula-

tions. Survey data (that is, the answers people give on paper-and-pencil
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questionnaires related to their culture) are also mostly collected through
national networks. Where it 7s possible to separate results by regional,
ethnic, or linguistic group, this is useful.

A strong reason for collecting data at the level of nations is that one of
the purposes of cross-cultural research is to promote cooperation among
nations. As argued at the beginning of this chapter, the (more than two
hundred) nations that exist today populate one single world, and we either
survive or perish together. So, it makes practical sense to focus on cultural

factors separating or uniting nations.

National Identities, Values, and Institutions

Countries and regions differ in more than their cultures. Figure 1.4 distin-
guishes three kinds of differences between countries: identity, values, and
institutions, all three rooted in history. Identity answers the question “To
which group do I belong?” It is often rooted in language and/or religious
affiliation, and it is visible and felt both by the holders of the identity and
by the environment that does not share it. Identity, however, is not a core
part of national cultures; in the terminology of Figure 1.2, identity dif-
ferences are rooted in practices (shared symbols, heroes, and rituals), not
necessarily in values.

Identities can shift over a person’s lifetime, as happens among many
successful migrants. A common experience for second-generation immi-
grants is to identify with their country of origin while they live in the

FIGURE 1.4 Sources of Differences Between Countries and Groups
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adoptive country of their parents but, in contrast, to feel that they belong
to their new country when they visit their parents’ country of origin. This
is because they are likely to live by a mix of cultural (hidden) rules from
both societies while emotionally needing a primary group with which to
identify. To no surprise, they often seek comfort with one another.
Identity is explicit: it can be expressed in words, such as “a woman,”

»

“a bicultural individual,” “an American citizen.” In fact, the same person
could report being any of these three things, depending on the setting in
which you asked. The degree to which identities can be multiple depends
on culture. It relates to the individualism-collectivism distinction, which
we will meet in Chapter 4. Individualistic environments such as modern
cities, academia, and modern business allow people to have several identi-
ties and to easily change their identity portfolios. In collectivistic societies,
in which most of the world’s population still lives, one conceives as oneself
much more as belonging to a community, whether this be ethnic, regional,
or national, and one’s sense of identity derives mainly from that group
affiliation.

Values are implicit: they belong to the invisible software of our minds.
Talking about our own values is difficult, because it implies questioning
our motives, emotions, and taboos. Our own culture is to us like the air
we breathe, while another culture is like water—and it takes special skills
to be able to survive in both elements. Intercultural encounters are about
that, and Chapter 11 will be devoted to them.

In popular parlance and in the press, identity and culture are often
confused. Some sources refer to cultural identity to describe what we would
call group identity. Groups within or across countries that fight each other
on the basis of their different identities may very well share basic cultural
values; this was or is the case in many parts of the Balkans, for the Catho-
lics and Protestants in Northern Ireland, and for the Flemish and French
speakers in Belgium. On the other hand, persons with different cultural
backgrounds may form a single group with a single identity, as in intercul-
tural teams—in business, in academia, or in professional soccer.

Countries also obviously differ in their historically grown institutions,
which comprise the rules, laws, and organizations dealing with family life,
schools, health care, business, government, sports, media, art, and sciences.
Some people, including quite a few sociologists and economists, believe
these are the true reasons for differences in thinking, feeling, and acting

among countries. If we can explain such differences by institutions that are
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clearly visible, do we really need to speculate about cultures as invisible
mental programs?

The answer to this question was given more than two centuries ago
by a French nobleman, Charles-Louis de Montesquieu (1689—-1755), in De
Uesprit des lots (The Spirit of the Laws).

Montesquieu argued that there is such a thing as “the general spirit of a
nation” (what we now would call its culture), and that “the legislator should
follow the spirit of the nation . . . for we do nothing better than what we
do freely and by following our natural genius.”® Thus, institutions follow
mental programs, and in the way they function they adapt to local culture.
Similar laws work out differently in different countries, as the European
Union has experienced on many occasions. In their turn, institutions that
have grown within a culture perpetuate the mental programming on which
they were founded. Institutions cannot be understood without consider-
ing culture, and understanding culture presumes insight into institutions.
Reducing explanations to either one or the other is sterile.

A country’s values are strongly related to the structure and function-
ing of'its institutions and much less to differences in identity; therefore, in
Figure 1.4 the horizontal arrows appear only between the “values” and the
“Institutions” blocks.

An important consequence of this fact is that we cannot change the
way people in a country think, feel, and act by simply importing foreign
institutions. After the demise of communism in the former Soviet Union
and other parts of Eastern Europe, some economists thought that all that
the former communist countries needed was capitalist institutions, U.S.
style, in order to find the road to wealth. Things did not work out that way.
Each country has to struggle through its own type of reforms, adapted to
the software of its people’s minds. Globalization by multinational corpora-
tions and supranational institutions such as the World Bank meets fierce

local resistance because economic systems are not culture free.

What About National Management Cultures?

The business and business school literature often refers to national “man-
agement” or “leadership” cultures. Management and leadership, however,
cannot be isolated from other parts of society. U.S. anthropologist Marvin
Harris has warned that “one point anthropologists have always made is
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that aspects of social life which do not seem to be related to one another,
actually are related.”’

Managers and leaders, as well as the people they work with, are part
of national societies. If we want to understand their behavior, we have to
understand their societies. For example, we need to know what types of
personalities are common in their country; how families function and what
this means for the way children are brought up; how the school system
works, and who goes to what type of school; how the government and the
political system affect the lives of the citizens; and what historical events
their generation has experienced. We may also need to know something
about their behavior as consumers and their beliefs about health and sick-
ness, crime and punishment, and religious matters. We may learn a lot
from their countries’ literature, arts, and sciences. The following chapters
will at times pay attention to all of these fields, and most of them will prove
relevant for understanding a country’s management as well. In culture
there is no shortcut to the business world.

Cultural Relativism

In daily conversations, in political discourse, and in the media that feed
them, alien cultures are often pictured in moral terms, as better or worse.
Yet there are no scientific standards for considering the ways of thinking,
feeling, and acting of one group as intrinsically superior or inferior to those
of another.

Studying differences in culture among groups and societies presup-
poses a neutral vantage point, a position of cultural relativism. A great
French anthropologist, Claude Lévi-Strauss (1908-2009), has expressed

it as follows:

Cultural relatrvism affirms that one culture has no absolute criteria for
Judging the activities of another culture as “low” or “noble.” However,
every culture can and should apply such judgment to its own activities,

because its members are actors as well as observers.*®

Cultural relativism does not imply a lack of norms for oneself, nor
for one’s society. It does call for suspending judgment when dealing with
groups or societies different from one’s own. One should think twice before
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applying the norms of one person, group, or society to another. Information
about the nature of the cultural differences between societies, their roots,
and their consequences should precede judgment and action.

Even after having been informed, the foreign observer is still likely to
deplore certain ways of the other society. If professionally involved in the
other society, for example as an expatriate manager or development coop-
eration expert, he or she may very well want to induce changes. In colo-
nial days foreigners often wielded absolute power in other societies, and
they could impose their rules on it. In these postcolonial days, in contrast,
foreigners who want to change something in another society will have to
negotiate their interventions. Negotiation again is more likely to succeed
when the parties concerned understand the reasons for the differences in

viewpoints.

Culture as a Phoenix

During a person’s life, new body cells continually replace old ones. The
twenty-year-old does not retain a single cell of the newborn. In a restricted
physical sense, therefore, one could say we exist only as a sequence of cell
assemblies. Yet we exist as ourselves. This is because all these cells share
the same genes.

At the level of societies, an analogous phenomenon occurs. Our soci-
eties have a remarkable capacity for conserving their distinctive culture
through generations of successive members and despite varied and numer-
ous forces of change. While change sweeps the surface, the deeper layers
remain stable, and the culture rises from its ashes like a phoenix.

But what do these deeper layers consist of? Although our genes give us
the capacity to create and maintain culture, the evidence that is available so
far suggests that culture is influenced far more by our experiences than by
our genes. Culture is the unwritten book with rules of the social game that
is passed on to newcomers by its members, nesting itself in their minds. In
the following chapters we will describe the main themes that these unwrit-
ten rules cover. They deal with the basic issues of human social life.
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At the start a new candidate for paradigm may have few supporters, and on
occasions the supporters’ motives may be suspect. Nevertheless, if they are
competent, they will improve it, explore its possibilities, and show what it
would be like to belong to the community guided by it. And if that goes on,

if the paradigm is one destined to win its fight, the number and strength of

the persuasive arguments in its favor will increase. More scientists will then

be converted, and the exploration of the new paradigm will go on. Gradually

the number of experiments, instruments, articles, and books based upon the
paradigm will multiply. Still more men, convinced of the new view’s fruitfulness,
will adopt the new mode of practicing normal science, until at last a few elderly

holdouts remain. And even they, we cannot say, are wrong.

—Thomas S. Kuhn, The Structure of Scientific Revolutions

homas Kuhn (1922-96) was an American philosopher and histo-
rian of science. The citation here is from his well-known book in
which he describes, with examples from various sciences, how scien-

tific innovation is brought about. In a given period certain assumptions

27
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called paradigms dominate a scientific field and constrain the thinking
of the scientists in that field. Kuhn called the work done within these
paradigms normal science. Every now and then, normal science runs into
limits: it is unable to explain new facts or unable to meet new challenges.
Then, a paradigm change is initiated. As gradually more and more people
move to the new paradigm, this then becomes a new type of normal
science.

In this chapter we will describe the research process on which this
book was based. It is based on a paradigm introduced by Geert in the 1980
edition of his book Culture’s Consequences, the dimensions approach, which

since has acquired normal science status.

Measuring Values

As values, more than practices, are the stable element in culture, compara-
tive research on culture starts from the measurement of values. Inferring
values from people’s actions only is cumbersome and ambiguous. Various
paper-and-pencil questionnaires have been developed that ask for people’s
preferences among alternatives. The answers should not be taken too liter-
ally: in reality people will not always act as they have scored on the ques-
tionnaire. Still, questionnaires provide useful information, because they
show differences in answers between groups or categories of respondents.
For example, suppose a question asks for one’s preference for time oftf from
work versus more pay. An individual employee who states that he or she
prefers time off may in fact opt for the money if presented with the actual
choice, but if in group A more people claim to prefer time off than in group
B, this does indicate a cultural difference between these groups in the rela-
tive value of free time versus money.

In interpreting people’s statements about their values, it is important
to distinguish between the desirable and the desired: how people think the
world ought to be versus what people want for themselves. Questions about
the desirable refer to people in general and are worded in terms of right/
wrong, should/should not, agree/disagree, important/unimportant, or
something similar. In the abstract, everybody is in favor of virtue and
opposed to sin, and answers about the desirable express people’s views
about what represents virtue and what corresponds to sin. The desired,
on the contrary, is worded in terms of “you” or “me” and what we want for

ourselves, including our less virtuous desires. The desirable bears only a
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faint resemblance to actual behavior, but even statements about the desired,
although closer to actual behavior, do not necessarily correspond to the
way people really behave when they have to choose.

The desirable differs from the desired in the nature of the norms
involved. Norms are standards for behavior that exist within a group or
category of people.' In the case of the desirable, the norm is absolute, per-
taining to what is ethically right. In the case of the desired, the norm
is statistical: it indicates the choices made by the majority. The desirable
relates more to ideology, the desired to practical matters.

Interpretations of value studies that neglect the difference between
the desirable and the desired may lead to paradoxical results. A case in
which the two produced diametrically opposed answers was found in the
IBM studies, to be described later on in this chapter. Employees in dif-
ferent countries were asked for their agreement or disagreement with the
statement “Employees in industry should participate more in the decisions
made by management.” This is a statement about the desirable. In another
question people were asked whether they personally preferred a manager
who “usually consults with subordinates before reaching a decision.” This
1s a statement about the desired. A comparison of the answers to these two
questions revealed that in countries in which the consulting manager was
less popular, people agreed more with the general statement that employ-
ees should participate in decisions, and vice versa; the ideology was the
mirror image of the day-to-day relationship with the boss.*

Dimensions of National Cultures

In the first half of the twentieth century, social anthropology developed
the conviction that all societies, modern or traditional, face the same basic
problems; only the answers differ. American anthropologists, in particu-
lar Ruth Benedict (1887-1948) and Margaret Mead (1901-78), played an
important role in popularizing this message for a wide audience.

The logical next step was that social scientists attempted to identify
what problems were common to all societies, through conceptual reasoning
and reflection on field experiences as well as through statistical studies.
In 1954 two Americans, the sociologist Alex Inkeles and the psychologist
Daniel Levinson, published a broad survey of the English-language litera-
ture on national culture. They suggested that the following issues qualify

as common basic problems worldwide, with consequences for the function-
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ing of societies, of groups within those societies, and of individuals within

those groups:

Relation to authority
Conception of self—in particular:
The relationship between individual and society
The individual’s concept of masculinity and femininity
Ways of dealing with conflicts, including the control of aggression

and the expression of feelings’

Twenty years later Geert was given the opportunity to study a large body
of survey data about the values of people in more than fifty countries around
the world. These people worked in the local subsidiaries of one large mul-
tinational corporation: International Business Machines (IBM). At first
it may seem surprising that employees of a multinational corporation—
a very special kind of people—could serve for identifying differences in
national value systems. However, from one country to another they repre-
sented almost perfectly matched samples: they were similar in all respects
except nationality, which made the effect of nationality differences in their
answers stand out unusually clearly.

A statistical analysis* of the country averages of the answers to ques-
tions about the values of similar IBM employees in different countries
revealed common problems, but with solutions differing from country to
country, in the following areas:

Social inequality, including the relationship with authority

The relationship between the individual and the group

Concepts of masculinity and femininity: the social and emotional
implications of having been born as a boy or a girl

Ways of dealing with uncertainty and ambiguity, which turned out to
be related to the control of aggression and the expression of emotions

These empirical results covered amazingly well the areas predicted by
Inkeles and Levinson twenty years before. The discovery of their predic-
tion provided strong support for the theoretical importance of the empirical
findings. Problems that are basic to all human societies should be reflected
in different studies, regardless of their methods. The Inkeles and Levinson
study had strikingly predicted what Geert found twenty years later.
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The four basic problem areas defined by Inkeles and Levinson and
empirically found in the IBM data represent dimensions of cultures. A dimen-
sion is an aspect of a culture that can be measured relative to other cultures.
The four dimensions found will be described in Chapters 3 through 6. They
have been named power distance (from small to large), collectivism versus
individualism, femininity versus masculinity, and uncertainty avoidance (from
weak to strong). Each of these terms existed already in some part of the
social sciences, and they seemed to apply reasonably well to the basic prob-
lem area each dimension stands for. Together they form a four-dimensional
model of differences among national cultures. Each country in the model
is characterized by a score on each of the four dimensions.

A dimension groups together a number of phenomena in a society
that were empirically found to occur in combination, regardless of whether
there seems to be a logical necessity for their going together. The logic
of societies is not the same as the logic of individuals looking at them.
The grouping of the different aspects of a dimension is always based on
statistical relationships—that is, on Zrends for these phenomena to occur
in combination, not on iron links. Some aspects in some societies may go
against a general trend found across most other societies. Because they are
found with the help of statistical methods, dimensions can be detected only
on the basis of comparative information from a number of countries—say,
at least ten. In the case of the IBM research, Geert was fortunate to obtain
comparable data about culturally determined values from (initially) forty
countries, which made the dimensions within their differences stand out
clearly.

The scores for each country on one dimension can be pictured as points
along a line. For two dimensions at a time, they become points in a dia-
gram. For three dimensions, they could, with some imagination, be seen
as points in space. For four or more dimensions, they become difficult to
imagine. This is a disadvantage of dimensional models. Another way of
picturing differences among countries (or other social systems) is through
typologies. A typology describes a set of ideal types, each of them easy to
imagine. A common typology of countries in the second half of the twen-
tieth century was dividing them into a first, second, and third world (a
capitalist, communist, and former colonial bloc).

Whereas typologies are easier to grasp than dimensions, they are
problematic in empirical research. Real cases seldom fully correspond to
one single ideal type. Most cases are hybrids, and arbitrary rules have to
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be made for classifying them as belonging to one type or another. With a
dimensional model, on the contrary, cases can always be scored unambigu-
ously. On the basis of their dimension scores, cases can afterward empiri-
cally be sorted into clusters with similar scores. These clusters then form
an empirical typology. More than fifty countries in the IBM study could,
on the basis of their scores on the four dimensions, be sorted into twelve
such clusters.’

In practice, typologies and dimensional models are complementary.
Dimensional models are preferable for research, and typologies are use-
ful for teaching purposes. This book will use a kind of typology approach
for explaining each of the dimensions. For every separate dimension, it
describes the two opposite extremes as pure types. Later on, some dimen-
sions are plotted two by two, every plot creating four types. The country
scores on the dimensions will show that most real cases are somewhere in
between the extremes.

Using Correlations

Dimensions are based on correlations. Two measures (called variables) are
said to be correlated if they vary together. For example, if we were to
measure the height and weight of a hundred people randomly picked from
the street, we would find the height and weight measures to be correlated:
taller people would also usually be heavier, and shorter ones would also
tend to be lighter. Because some people are tall and skinny and some are
short and fat, the correlation would not be perfect.

The coefficient of correlation® expresses the strength of the relationship.
If the correlation is perfect, so that one measure follows entirely from the
other, the coefficient takes the value 1.00. If the correlation is nonexis-
tent—the two measures are completely unrelated—the coefficient is 0.00.
The coefficient can become negative if the two measures are each other’s
opposite—for example, a person’s height and the number of times he or she
would meet someone who is still taller. The lowest possible value is —1.00;
in this case the two measures are again perfectly correlated, only the one
is positive when the other is negative, and vice versa. In the example of the
height and weight of people, one could expect a coefficient of about 0.80
if the sample included only adults—and even higher if both children and
adults were included in the sample, because children are extremely small

and light compared with adults.
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A correlation coefficient is said to be (statistically) significant if it is
sufficiently different from zero (to the positive or to the negative side) to
rule out the possibility that the similarity between the two measures is
due to pure chance. The significance level, usually 0.05, 0.01, or 0.001, is
the remaining risk that the similarity is still accidental. If the significance
level is 0.05, the odds against an association by chance are 19 to one; if it
18 0.001, the odds are 999 to one.”

If the correlation coefficient between two variables is 1.00 or —1.00, we
can obviously completely predict one if we know the other. If their correla-
tion coefficient is 20.90, we can predict 81 percent of the differences (called
the variance) in one if we know the other; if it is Z0.80, we can predict 64
percent of the variance, and so on. The predictive power decreases with
the square of the correlation coefficient. If we have a lot of data, a correla-
tion coefficient of 0.40 may still be significant, although the first variable
predicts only 0.40 X 0.40 = 16 percent of the variance in the second. The
reason we are interested in such relatively weak correlations is that often,
phenomena in the social world are the result of many factors working at
the same time: they are multicausal. Correlation analysis helps us to isolate
possible causes.

In the case of three or more measures, we can choose one as our depen-
dent variable and calculate the combined effect of the remaining, independent
variables on this dependent variable. For example, we could measure not
only the height but also the shoulder width of our hundred randomly picked
test persons, and these two “independent” variables together would correlate
with our “dependent” weight measure even more strongly than height alone.
A statistical technique called regression allows us to measure the contribution
of each of the independent variables separately. In our analysis we often use
stepwise regression, a method to sort the independent variables step-by-step
in order of their contribution to the dependent variable. This contribution is
usually expressed as a percent of the variance in the independent variable.
In a stepwise regression of the body measures of our imaginary hundred
persons, we might find, for example, that height contributed 64 percent to the
variance in weight, and height plus shoulder width contributed 83 percent.

For readability reasons, correlation coefficients and regression results
in this book are given in the endnotes; the text refers to the conclusions
drawn from them and sometimes to percentages of variance explained.
Readers interested in additional statistical proof are referred to Geert’s
book Culture’s Consequences, 2001.



34 THE CONCEPT OF CULTURE

Replications of the IBM Research

In the 1970s, while IBM survey data continued to come in, Geert admin-
istered some of the same questions to an international population of non-
IBM managers. These people, who came from different companies in fifteen
countries, attended courses at a business school in Switzerland where Geert
was a visiting lecturer.® At that time, he did not yet have a clear concept
of dimensions in the data, but the replication showed that on a key ques-
tion about power (later part of the power distance dimension), the countries
ranked almost exactly the same as in IBM. Other questions indicated coun-
try differences in what we now call individualism versus collectivism, again
very similar to those in IBM. This was Geert’s first indication that the
country differences found inside IBM existed elsewhere as well.

In later years many people administered the IBM questionnaire—or
parts of it, or its later, improved versions, called Values Survey Modules
(VSMs)—to other groups of respondents.” The usefulness of replications
increases with the number of countries included. The more countries, the
easier it becomes to use statistical tests for verifying the degree of similar-
ity in the results. As of this writing, along with many smaller studies, we
count six major replication studies, each covering fourteen or more coun-
tries from the IBM database. Those six are listed in Table 2.1.

Four of the six replications in Table 2.1 confirm only three out of the
four dimensions—and each time the one missing is different. For example,
data obtained from consumers did not replicate the power distance dimen-
sion. We assume this is because the respondents included people in differ-
ent jobs with different relationships to power or people without paid jobs
at all, such as students and housewives.

Most of the smaller studies compared two or three countries at a time.
It would seem too idealistic to expect confirmation of the IBM results in
all these cases, but a review of nineteen small replications by the Danish
researcher Mikael Sondergaard found that together they did statistically
confirm all four dimensions."® The strongest confirmation was for individu-
alism. Most small replications start from the United States, which in the
IBM studies was the highest scorer on individualism, and any comparison
with the United States is likely to show a clear individualism difference.

The success of the replications does not necessarily mean that the coun-
tries” cultures did not change since the IBM research, but if they changed,
they changed together, so that their relative position remained intact.
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TABLE 2.1 Six Major Replications of the IBM Research

DIMENSIONS REPLICATED

Year No. of

Author Publ Sample Ctrs Power Indiv Mascu Uncer
Hoppe 1990  Elitest 18 X X X X
Shane 1995 Employees? 28 X X X
Merritt 1998  Pilots® 19 X X X X
de Mooij 2001  Consumers* 15 X X X
Mouritzen 2002  Municipal® 14 X X X
van Nimwegen 2002 Bank empl® 19 X X X

1 Members of government, parliamentarians, labor and employers’ leaders, academics, and artists. These
people were surveyed in 1984 via the Salzburg Seminar in American Studies. On the basis of the formulas
inthe VSM 82, their answers confirmed power distance, uncertainty avoidance, and individualism (Hoppe,
1990); using the VSM 94 they also confirmed masculinity (Hoppe, 1998).

2 Employees of six international corporations (but not IBM) from between 28 and 32 countries: Shane
(1995); Shane & Venkataraman (1996). This study confirmed power distance, uncertainty avoidance, and
individualism. It did not include questions about masculinity, which was judged politically incorrect(!).

3 Commercial airline pilots from 19 countries: Helmreich & Merritt (1998). Using the VSM 82 this study
confirmed power distance and individualism; including other IBM questions judged more relevant to the
pilot’s situation, it confirmed all four dimensions (Merritt, 2000).

4 Consumers from 15 European countries: de Mooij (2004); Culture’s Consequences (2001), pp. 187,
262, 336. Using the VSM 94 this study confirmed uncertainty avoidance, individualism, and masculinity.
It did not confirm power distance, probably because the consumers were not selected on the basis of the
jobs they did (or whether they had a paid job at all).

5 Top municipal civil servants from 14 countries: Sgndergaard (2002); Mouritzen & Svara (2002). Using
the VSM 94 they confirmed power distance, uncertainty avoidance, and masculinity and related the first
two to the forms of local government in the countries.

6 Employees of an international bank in 19 countries: van Nimwegen (2002). This study confirmed power
distance and individualism and also, but with a somewhat lesser fit, masculinity and long-term orientation,

but not uncertainty avoidance.

Table 2.2 lists in alphabetical order all countries and regions for which
dimension scores are presented in this book. Chapters 8 through 6, based
on the IBM research and its replications, give scores for seventy-six coun-
tries and regions; Chapters 7 and 8, based on World Values Survey data,

list scores for ninety-three cases each.
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TABLE 2.2 Countries and Regions for Which

Dimension Scores Are Available

Arabic-speaking
countries (Egypt,
Iraq, Kuwait,
Lebanon, Libya,
Saudi Arabia,
United Arab
Emirates)

Argentina

Australia

Austria

Bangladesh

Belgium Flemish
(Dutch speaking)

Belgium Walloon
(French speaking)

Brazil

Bulgaria

Canada Quebec

Canada total

Chile

China

Colombia

Costa Rica

Croatia

Czech Republic

Denmark

East Africa
(Ethiopia, Kenya,

Tanzania, Zambia)

1 The data were from whites only.

Ecuador
El Salvador
Estonia
Finland
France
Germany
Great Britain
Greece
Guatemala
Hong Kong
(China)
Hungary
India
Indonesia
Iran
Ireland
Israel
Italy
Jamaica
Japan
Korea (South)
Luxembourg
Malaysia
Malta
Mexico
Morocco
Netherlands
New Zealand

Norway

Pakistan

Panama

Peru

Philippines

Poland

Portugal

Romania

Russia

Serbia

Singapore

Slovakia

Slovenia

South Africat

Spain

Suriname

Sweden

Switzerland French

Switzerland German

Taiwan

Thailand

Trinidad

Turkey

United States

Uruguay

Venezuela

Vietnam

West Africa
(Ghana, Nigeria,

Sierra Leone)
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Extending the IBM Model:
The Chinese Value Survey

In late 1980, just after Culture’s Consequences had been published, Geert
met Michael Harris Bond, from the Chinese University of Hong Kong.
Bond and a number of his colleagues from the Asia-Pacific region had
just finished a comparison of the values of female and male psychology
students from each of ten national or ethnic groups in their region." They
had used an adapted version of the Rokeach Value Survey (RVS), devel-
oped by U.S. psychologist Milton Rokeach on the basis of an inventory of
values in U.S. society around 1970. When Bond analyzed the RVS data in
the same way that Geert had analyzed the IBM data, he also found four
meaningful dimensions. Across the six countries that were part of both
studies, each RVS dimension was significantly correlated with one of the
IBM dimensions."

The discovery of similar dimensions in completely different material
represented strong support for the basic nature of what was found. With
another questionnaire, using other respondents (students instead of IBM
employees), at another point in time (data collected around 1979 instead
of 1970) and in a restricted group of countries, four similar dimensions
emerged. Both Michael and Geert were not just pleased but also puzzled.
The survey results themselves demonstrated that people’s ways of thinking
are culturally constrained. As the researchers were human, they were also
children of their cultures; both the IBM questionnaire and the RVS were
products of Western minds. In both cases, respondents in non-Western
countries had answered Western questions. To what extent had this cir-
cumstance been responsible for the correlation between the results of the
two studies? To what extent had irrelevant questions been asked and rel-
evant questions been omitted?

Michael Bond, a Canadian having lived and worked in the Far East
since 1971, found a creative solution to the Western bias problem. He asked
a number of his Chinese colleagues from Hong Kong and Taiwan to help
him compose a list of basic values for Chinese people. The new question-
naire was called the Chinese Value Survey (CVS). It was administered in
translation to one hundred students, fifty men and fifty women, in each of
twenty-three countries around the world. A statistical analysis of the CVS

results yielded again four dimensions. Across twenty overlapping coun-
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tries, three dimensions of the CVS replicated dimensions earlier found in
the IBM surveys, but the fourth CVS dimension was not correlated with
the fourth IBM dimension: uncertainty avoidance had no equivalent in the
CVS. The fourth CVS dimension instead combined values opposing an
orientation on the future to an orientation on the past and present."” Geert
labeled it long-term versus short-term orientation (LTO) and adopted it as
a fifth universal dimension. Twenty years later Misho Minkov unraveled
from the World Values Survey a dimension that was correlated with LTO
and helped us to redefine it and extend it to many more countries. The full

story will be told in Chapter 7.

Validation of the Country Culture Scores
Against Other Measures

The next step was showing the practical implications of the dimension
scores for the countries concerned. This was done quantitatively by cor-
relating the dimension scores with other measures that could be logically
expected to reflect the same culture differences. These quantitative checks
were supplemented with qualitative, descriptive information about the
countries. This entire process is called validation.

Examples, which will be elaborated upon in Chapters 3 through 8, are
that power distance was correlated with the use of violence in domestic
politics and with income inequality in a country. Individualism was cor-
related with national wealth (GNI per capita) and with mobility between
social classes from one generation to the next. Masculinity was correlated
negatively with the share of the gross national income that governments
of wealthy countries spent on development assistance to the third world.
Uncertainty avoidance was associated with Roman Catholicism and with
the legal obligation of citizens in developed countries to carry identity
cards. Long-term orientation was correlated with national savings rates.

Relationships between measurable phenomena in the world can be
complex. The dimensions of national cultures described in the following
chapters are meant to improve our understanding by reducing this com-
plexity, but they cannot eliminate it. For each dimension, we describe with
which phenomena it is most strongly correlated. Sometimes we need two,
or rarely three, dimensions for our explanation, but our goal is to keep it
as simple as our data permit.

Altogether, the 2001 edition of Culture’s Consequences lists more than

four hundred significant correlations of the IBM dimension scores with
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other measures; in one out of six cases, we need two dimensions, and in one
out of fifty, we need three."* A striking fact of the various validations is that
correlations do not tend to become weaker over time. The IBM national
dimension scores (or at least their relative positions) have remained as valid
in the year 2010 as they were around 1970, indicating that they describe
relatively enduring aspects of these countries’ societies.

Culture Scores and Personality Scores:
No Reason for Stereotyping

American social anthropologists in the first half of the twentieth century
saw a close relationship between cultures and the personalities of the people
in them. What we now call national culture was then called national char-
acter or modal personality; American pioneer anthropologist Ruth Benedict
saw human cultures as “personality writ large.”"

A criticism of this viewpoint was that it led to the stereotyping of indi-
viduals. Stereotypes are literally printing plates; figuratively they are con-
ventional notions that are usually associated uncritically with a person on
the basis of his or her background. The accusation of stereotyping indi-
viduals has sometimes also been raised against the national culture dimen-
sions paradigm.

The relationship between national culture and personality received
new attention at the end of the twentieth century, due to the availability of
better data. On the culture side, these came from our values research; on
the personality side, from developments in personality testing. In a per-
sonality test an individual answers a number of questions about him- or
herself. In the mid-twentieth century there used to be a confusing variety
of competing personality tests, but in the 1990s a consensus was grow-
ing that a useful common denominator of most personality tests in most
countries is a set of five dimensions of personality variation (the so-called
Big Five):

O: Openness to experience versus rigidity
C: Conscientiousness versus undependability
E: Extraversion versus introversion

A: Agreeableness versus ill-temperedness

N: Neuroticism versus emotional stability
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U.S. psychologists Paul T. Costa and Robert R. McCrae developed
a self-scored personality test based on the Big Five, the Revised NEO
Personality Inventory (NEO-PI-R). By the end of the century, it had been
translated from American English into a number of other languages and
used on samples of the same kind of people in many countries.

In a joint article, McCrae and Hofstede explored the relationship
between personality dimension scores and national culture dimension
scores. Mean scores on the five NEO-PI-R dimensions for comparative
samples from thirty-three countries correlated significantly with all four
IBM culture dimensions.'® We will meet some of these correlations in the
following chapters. Our joint study showed that culture and personality
are not independent. Refer again to Figure 1.1: while there is a wide range
of different personalities within every country, the way these individuals
describe themselves in personality tests is partly influenced by the national
culture of the country.

The association between personality and culture, however, is statisti-
cal, not absolute. It does not justify the use of national culture scores as
stereotypes for individuals from these nations. The range of personalities
within each country is far too wide for that. National culture scores are not

about individuals, but about national societies.

Other Classifications of National Cultures

The basic innovation of Culture’s Consequences, when it appeared in 1980,
was classifying national cultures along a number of dimensions. As we
argued at the beginning of this chapter, this represented a new paradigm
in the study of culture—that is, a radically new approach. A paradigm is
not a theory, but one step before a theory: a way of thinking that leads to
developing theories. New paradigms invariably lead to controversy, as they
reverse cherished truths but also open new perspectives. Since Culture’s
Consequences, several other theories of national cultures have used the same
paradigm, each suggesting its own way of classifying them.

An elaborate and widely known application of the dimensions para-
digm was by the Israeli psychologist Shalom H. Schwartz. From a sur-
vey of the literature, he selected a list of fifty-six value items. A major
inspiration for his list was the work of the American psychologist Milton
Rokeach (1973), who compared different groups in the American popula-

tion on eighteen “terminal values” (nouns describing desirable end states,
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such as equality) and eighteen “instrumental values” (adjectives describing
ways to get there, such as honest). Respondents were asked to score the
extent to which each item is important as “a guiding principle in your life,”
on a nine-point scale from —1 = “opposed to values” and 0 = “not impor-
tant” to 7 = “supreme importance.” In terms of the distinction cited in the
section on measuring values earlier in this chapter, Schwartz’s value items
are closer to the desirable than to the desired."”

Through a network of colleagues, Schwartz collected scores from sam-
ples of college students and elementary school teachers in more than sixty
countries.” He initially compared individuals and, through a statistical
procedure (smallest space analysis), divided his values into ten dimensions.
As with Geert before him, Schwartz went through a learning experience
when he moved his analysis to the country level: contrary to his initial
expectations, he found that at this level he needed a different set of dimen-
sions. His seven country-level dimensions were labeled conservatism, hierar-
chy, mastery, affective autonomy, intellectual autonomy, egalitarian commitment,
and harmony. There are significant correlations between Schwartz’s coun-
try scores and our scores, but mainly with individualism/collectivism; one
reason may be that Schwartz’s country scores do not control for national
wealth (see Chapter 4)."

Another large-scale application of the dimensions paradigm is the
GLOBE (Global Leadership and Organizational Behavior Effectiveness)
project, conceived by U.S. management scholar Robert J. House in 1991.
At first House focused on leadership, but soon the study branched out
into other aspects of national and organizational cultures. In the period
1994—97 some 170 voluntary collaborators collected data from about sev-
enteen thousand managers in nearly one thousand local (nonmultinational)
organizations belonging to one of three industries—food processing,
financial services, and telecommunication services—in some sixty societies
throughout the world. In the preface to the book describing the project,*
House writes, “We have a very adequate data set to replicate Hofstede’s
(1980) landmark study and extend that study to test hypotheses relevant
to relationships among societal-level variables, organizational practices,
and leader attributes and behavior.”

For conceptual reasons GLOBE expanded the five Hofstede dimensions
to nine. It maintained the labels power distance and uncertainty avoidance. It
split collectivism into institutional collectivism and in-group collectrvism, and
masculinity-femininity into assertiveness and gender egalitarianism. Long-
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term orientation became future orientation. It added two more dimensions,
also inspired by our masculinity-femininity distinction: humane orientation
and performance orientation. The nine dimensions were covered by seventy-
eight survey questions, half of them asking respondents to describe their
culture (“as it is”) and the other half asking them to judge it (“as it should
be”). GLOBE thus produced 9 X 2 = 18 culture scores for each country:
nine “as 1s” dimensions and nine “as should be” dimensions. Also, GLOBE
used two versions of the questionnaire: half of the respondents were asked
about the culture “in this society” and the other half about the culture “in
this organization.”

In an evaluation of the GLOBE project,?! Geert criticized GLOBE
for having formulated the questions in researchers’ jargon, not reflective
of the problems on the responding (mainly first-line) managers’ minds.
GLOBE asked for the respondents’ descriptions and evaluations of their
fellow citizens’ traits and behaviors, as well as for generalized descriptions
and evaluations of their country’s cultures. This method yields meaningful
results only when the issue is simple, such as family relations. For more
abstract issues, it is difficult to know what the answers mean.”” An example
is the following GLOBE item: “In this society, most people lead highly
structured lives with few unexpected events.” How are managers supposed
to answer such a question, which even expert social scientists would find
difficult?

GLOBET’s “as is” questions are supposed to be descriptive, but many of
them just produce national (character) stereotypes.”” GLOBE’s “as should
be” questions, in terms of the distinction made earlier in this chapter, deal
with the desirable. Unlike in the Hofstede research, none of the GLOBE
questions deals with the personally desired.

Across countries, some GLOBE dimensions were strongly correlated
among each other; “as is” and “as should be” dimensions often correlated
negatively. In a reanalysis, Geert found that the eighteen dimensions on
the basis of their country scores sorted themselves into five clusters. The
strongest, grouping seven GLOBE dimensions, was highly significantly
correlated with national wealth, and next with the Hofstede power distance,
individualism, and uncertainty avoidance dimensions, in this order. Three
more clusters were each significantly correlated with only one Hofstede
dimension: respectively, uncertainty avoidance, individualism, and long-
term orientation dimensions. The GLOBE questionnaire contained very
few items covering masculinity in the Hofstede sense, but whatever there
was belonged to the fifth cluster. In spite of the very different approach
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taken, the massive body of GLOBE data still reflected the structure of the
original Hofstede model.

A complication in the comparison of GLOBE’s conclusions with ours is
that the GLOBE report often uses the same terms we used but with quite
different meanings. This is evident in the names of the dimensions; owing
to the entirely different way of formulating the questions, GLOBE dimen-
sions with the names “power distance” and “uncertainty avoidance” cannot
even be expected to measure the same things as the Hofstede dimensions.
‘We will show this in Chapters 3 through 7. Further, GLOBE uses the terms
practices for answers about culture “as it is” and values for answers about
culture “as it should be.” In Figure 1.2, as previously discussed, we used
“practices” for symbols, heroes, and rituals visible to the outside observer,
and we used “values” for what a respondent prefers for him- or herself, often
unconsciously. Finally, GLOBE assumed that questions starting with “In
this society” would reflect national culture and that the same questions
starting with “In this organization” would yield organizational culture.
GLOBE reports that in practice both types of answers were virtually the
same, so the two sets of data were later combined. Geert and colleagues,
in a large research project focusing solely on organizational cultures, to be
introduced at the end of this chapter and extensively described in Chapter
10, found that organizational and national culture are very different phe-
nomena and cannot even be measured with the same questions.

An author sometimes cited as having researched dimensions of natio-
nal culture is the Dutch management consultant Fons Trompenaars. He
distinguishes seven dimensions: universalism versus particularism, individu-
alism versus collectivism, affectivity versus neutrality, specificity versus diffuse-
ness, achievement versus ascription, time orientation, and relation to nature.**
However, these are not based on empirical research but rather are borrowed
from conceptual distinctions made by American sociologists in the 1950s
and 1960s,”” not specifically for describing countries. Trompenaars col-
lected a database of survey items, also found in American mid-twentieth-

century sociology literature,*

among his audiences and business contacts
in a number of countries; on the Web he claimed it contained data from
fifty-five thousand “managers.” Unfortunately, Trompenaars has no peer-
reviewed academic publications, and he nowhere specifies what exactly
his database contains; it is unclear what it contributes to his conceptual
distinctions. The only peer-reviewed statistical analysis of Trompenaars’s
data so far was done in the 1990s by British psychologists Peter Smith and

Shaun Dugan. In the scores of some nine thousand respondents (managers
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and nonmanagers) from forty-three countries, they found two independent
dimensions, one correlated with our individualism-collectivism dimension
and the other primarily with our power distance dimension and secondar-
ily again with individualism-collectivism.”” Trompenaars’s questionnaire
did not cover other aspects of national cultures.

A Second Expansion of the Hofstede
Dimensional Model: Minkov’s Exploration
of the World Values Survey

In the early 1980s departments of divinity at six European universities,
concerned with a loss of Christian faith, jointly surveyed the values of their
countries’ populations through public-opinion survey methods. In the fol-
lowing years their “European Values Survey” expanded and changed focus:
led by U.S. sociologist Ronald Inglehart, it grew into a periodic World
Values Survey (WVS). Subsequent data-collection rounds took place in
ten-year intervals; as of this writing, a fourth round is in process. The
survey now covers more than one hundred countries worldwide with a
questionnaire including more than 360 forced-choice items. Areas covered
are ecology, economy, education, emotions, family, gender and sexuality,
government and politics, happiness, health, leisure and friends, morality,
religion, society and nation, and work. The entire WVS data bank, includ-
ing previous rounds and down to the individual respondent scores, is freely
accessible on the Web.?®

Along with the WVS, many other rich value data sources have become
accessible to anyone who has the courage to search the Web, including
the European Social Survey and the Economic and Social Survey of Asia
and the Pacific. When Geert started his values research in the 1970s, the
IBM employee survey data comprised the largest cross-national collection
of comparative value statements anywhere in the world. If he had to start
again now, he would do it from the World Values Survey.

WYVS coordinator Ronald Inglehart, in an initial analysis of his data-
base, announced two main factors, which he called well-being versus survival
and secular-rational versus traditional authority. As the following chapters will
show, both correlate with our dimension scores. However, it was evident from
the start that the enormous data mine of the WVS hid more treasures.

The challenge was taken up by Misho Minkov. In a courageous expe-
dition into the WVS jungle—and adding recent data from other relevant
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sources—he extracted three dimensions, which he labeled exclusionism
versus universalism, indulgence versus restraint, and monumentalism versus
Sfexhumality.>

As aresult, Misho has joined our authors’ team, and we have integrated
our research results.’® From the three Minkov dimensions, exclusionism
versus universalism was strongly correlated with collectivism versus
individualism, and references to it will be included in Chapter 4. Monu-
mentalism versus flexhumility correlated significantly with short- versus
long-term orientation. This led to another search of the WVS database,
which has produced a new measurement of the LTO dimension, enriching
our understanding of its implications and drastically increasing the num-
ber of countries for which reliable scores are available. All of this will be
described in Chapter 7. Indulgence versus restraint (IVR) has been added
as an entirely new, sixth dimension in Chapter 8.

Cultural Differences According to Region, Ethnicity,
Religion, Gender, Generation, and Class

Regional, ethnic, and religious cultures account for differences within coun-
tries; ethnic and religious groups often transcend political country bor-
ders. Such groups form minorities at the crossroads between the dominant
culture of the nation and their own traditional group culture. Some assimi-
late into the mainstream, although this process may take a generation or
more; others continue to stick to their own ways. The United States, as
the world’s most prominent example of a people composed of immigrants,
shows examples of both assimilation (the melting pot) and retention of
group identities over generations (for example, the Pennsylvania Dutch).
Discrimination according to ethnic origin delays assimilation and repre-
sents a problem in many countries. Regional, ethnic, and religious cultures,
in so far as they are learned from birth onward, can be described in the
same terms as national cultures: basically the same dimensions that were
found to differentiate among national cultures apply to these differences
within countries.

Gender differences are not usually described in terms of cultures. It
can be revealing to do so. If we recognize that within each society there is
a men’s culture that differs from a women’s culture, this recognition helps
to explain why it is so difficult to change traditional gender roles. Women
are not considered suitable for jobs traditionally filled by men, not because
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they are technically unable to perform these jobs, but because women do
not carry the symbols, do not correspond to the hero images, do not par-
ticipate in the rituals, or are not supposed to foster the values dominant
in the men’s culture, and vice versa. Feelings and fears about behaviors by
the opposite sex can be of the same order of intensity as reactions of people
exposed to foreign cultures. The subject of gender cultures will return in
Chapter 5.

Generation differences in symbols, heroes, rituals, and values are
evident to most people. They are often overestimated. Complaints about
youths” having lost respect for the values of their elders have been found
on Egyptian papyrus scrolls dating from 2000 s.c. and in the writings of
Hesiod, a Greek author from the end of the eighth century B.c. Many dif-
ferences in practices and values between generations are normal attributes
of age that repeat themselves for each successive pair of generations. His-
torical events, however, do affect some generations in a special way. The
Chinese who were of student age during the 1966—76 Cultural Revolution
stand witness to this. Chinese young people who in this period would nor-
mally have become students were sent to the countryside as laborers and
missed their education. The Chinese speak of “the lost generation.” The
development of technology may also lead to a difference between genera-
tions. An example is the spread of television, which showed people life in
other parts of the world previously outside their perspective.

Soctal classes carry different class cultures. Social class is associated
with educational opportunities and with a person’s occupation or profes-
sion. Education and occupation are in themselves powerful sources of cul-
tural learning. There is no standard definition of social class that applies
across all countries, and people in different countries distinguish different
types and numbers of classes. The criteria for allocating a person to a
class are often cultural: symbols play an important role, such as manners,
accents in speaking the national language, and the use and nonuse of cer-
tain words. The confrontation between the two jurors in Twelve Angry Men
(Chapter 1) clearly contains a class component.

Gender, generation, and class cultures can only partly be classified
by the dimensions found for national cultures. This is because they are
categories of people within social systems, not integrated social systems
such as countries or ethnic groups. Gender, generation, and class cultures
should be described in their own terms, based on special studies of such

cultures.
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Organizational Cultures

Organizational, or corporate, cultures have been a fashionable topic in the
management literature since the early 1980s. At that time, authors began
to popularize the claim that the “excellence” of an organization is contained
in the common ways by which its members have learned to think, feel, and
act. Corporate culture is a soft, holistic concept with, however, presumed
hard consequences.

Organization sociologists have stressed the role of the soft factor in
organizations for more than half a century. Using the label culture for the
shared mental software of the people in an organization is a convenient
way of repopularizing these sociological views. However, organizational
cultures are a phenomenon by themselves, different in many respects from
national cultures. An organization is a social system of a different nature
from that of a nation, if only because the organization’s members usually
did not grow up in it. On the contrary, they had a certain influence in their
decision to join it, are involved in it only during working hours, and will
one day leave it.

Research results regarding national cultures and their dimensions
proved to be only partly useful for the understanding of organizational
cultures. The part of this book that deals with organizational culture dif-
ferences (Chapter 10) is based not on the IBM studies but rather on a spe-
cial research project carried out in the 1980s within twenty organizational
units in Denmark and the Netherlands.

Reading Mental Programs: Suggestions
for Researchers

The manner in which animals learn has been much studied in recent years,
with a great deal of patient observation and experiment. Certain results
have been obtained as regards the kinds of problems that have been investi-
gated, but on general principles there is still much controversy. One may say
broadly that all the animals that have been carefully observed have behaved
50 as to confirm the philosophy in which the observer believed before his
observations began. Nay, more, they have all displayed the national charac-
teristics of the observer. Animals studied by Americans rush about franti-
cally, with an incredible display of hustle and pep, and at last achieve the

desired result by chance. Animals observed by Germans sit still and think,
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and at last evolve the solution out of their inner consciousness. To the plain
man, such as the present writer, this situation is discouraging. I observe,
however, that the type of problem which a man naturally sets to an animal
depends upon his own philosophy, and this probably accounts for the dif-
Jerences in the results. The animal responds to one type of problem in one
way and to another in another; therefore the results obtained by different
investigators, though different, are not incompatible. But it remains neces-
sary to remember that no one investigator is to be trusted to give a survey
of the whole field.

—Bertrand Russell, Outline of Philosophy, 1927°"

This quote from an eminent British philosopher, written three genera-
tions ago, is a warning that results of scientific research depend on the
researcher in ways that may not even be conscious to him or her. The same
theme returns in a different way in the work of Thomas Kuhn, whom we
quoted at the beginning of this chapter. Scientists are caught in the para-
digms of their contemporaries.

Intercultural comparative studies often belong to a new normal science
in the Kuhn sense. A common approach is for a master’s or doctoral student
to take an instrument (mostly a paper-and-pencil questionnaire) developed
in one country, usually in the United States by a U.S. scholar who tested it
on U.S. respondents, and to have it administered to respondents in one or
more other countries. Unfortunately, such instruments cover only issues
considered relevant in the society in which they were developed, and they
exclude questions unrecognized by the designer because they do not occur
in his or her society. Such questions are precisely the ones most interest-
ing from a cultural point of view. The hidden ethnocentrism in this type
of research leads to trivial results.

Prospective cross-cultural researchers who feel inspired by this book
and who want to use parts of its approach in their own project are referred
to the 2001 edition of Geert’s scholarly volume Culture’s Consequences, espe-
cially its Chapter 10. This will caution them against many pitfalls that
continue to await novice and even experienced researchers.

One strong piece of advice we offer is to think twice before collecting
one’s own culture scores. Research is about interpreting data, not necessar-
ily about collecting them. A search of the literature and the Internet will

show that for almost any application, relevant and professionally collected
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databases lie waiting to be consulted, interpreted, compared, and applied.
Misho’s use of the World Values Survey is an example. A single researcher’s
attempts to measure culture are usually a waste of time, a source of confu-
sion, and at best a reinvention of the wheel. This also applies to using the
Values Survey Module® that evolved from the IBM research, unless one
has access to at least ten countries. It is far better to familiarize yourself
with the literature, select from the available databases, and apply them
critically to your specific topic.
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More Equal than Others

In a peaceful revolution—the last revolution in Swedish history—the
nobles of Sweden in 1809 deposed King Gustav IV, whom they con-
sidered incompetent, and surprisingly invited Jean Baptiste Bernadotte,
a French general who served under their enemy Napoleon, to become
king of Sweden. Bernadotte accepted and became King Charles XIV
John; his descendants have occupied the Swedish throne to this day.
When the new king was installed, he addressed the Swedish parliament
in their language. His broken Swedish amused the Swedes, and they
roared with laughter. The Frenchman who had become king was so
upset that he never tried to speak Swedish again.

In this incident Bernadotte was a victim of culture shock: never in
his French upbringing and military career had he experienced subordi-
nates who laughed at the mistakes of their superior. Historians tell us he
had more problems adapting to the egalitarian Swedish and Norwegian

53
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mentality (he later became king of Norway as well) and to his subordi-
nates’ constitutional rights. He was a good learner, however (except for
language), and he ruled the country as a highly respected constitutional
monarch until 1844.

Inequality in Society

One of the aspects in which Sweden differs from I'rance is the way society
handles inequality. There is inequality in any society. Even in the sim-
plest hunter-gatherer band, some people are bigger, stronger, or smarter
than others. Further, some people have more power than others: they are
more able to determine the behavior of others than vice versa. Some people
acquire more wealth than others. Some people are given more status and
respect than others.

Physical and intellectual capacities, power, wealth, and status may
or may not go together. Successful athletes, artists, and scientists usu-
ally enjoy status, but only in some societies do they enjoy wealth as well,
and rarely do they have political power. Politicians in some countries can
enjoy status and power without wealth; businesspeople can have wealth
and power without status. Such inconsistencies among the various areas
of inequality are often felt to be problematic. In some societies people try
to resolve them by making the areas more consistent. Athletes turn profes-
sional to become wealthy; politicians exploit their power and/or move on to
attractive business positions in order to do the same; successful business-
people enter public office in order to acquire status. This trend obviously
increases the overall inequalities in these societies.

In other societies the dominant feeling is that it is a good thing, rather
than a problem, if a person’s rank in one area does not match his or her rank
in another. A high rank in one area should partly be offset by a low rank
in another. This process increases the size of the middle class in between
those who are on top in all respects and those who lack any kind of oppor-
tunity. The laws in many countries have been conceived to serve this ideal
of equality by treating everybody as equal regardless of status, wealth, or
power, but there are few societies in which reality matches the ideal. The
praise of poverty in the Christian Bible can be seen as a manifestation of a
desire for equality; the same is true for Karl Marx’s plea for a “dictatorship
of the proletariat.”
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Measuring the Degree of Inequality in Society:
The Power Distance Index

Not only Sweden and France but other nations as well can be distinguished
by the way they tend to deal with inequalities. The research among IBM
employees in similar positions but in different countries has allowed us
to assign to each of these countries a score indicating its level of power
distance. Power distance is one of the dimensions of national cultures intro-
duced in Chapter 2. It reflects the range of answers found in the various
countries to the basic question of how to handle the fact that people are
unequal. It derives its name from research by a Dutch experimental social
psychologist, Mauk Mulder, into the emotional distance that separates sub-
ordinates from their bosses.'

Scores on power distance for fifty countries and three multicountry
regions have been calculated from the answers by IBM employees in the
same kind of positions on the same survey questions. All questions were of
the precoded-answer type so that answers could be represented by a score
number: usually 1, 2, 3, 4, or 5. Standard samples composed of respondents
from the same mix of jobs were taken from each country. A mean score
was computed for each sample (say, 2.53 as the mean score for country X
and 3.43 for country Y), or the percentage of people choosing particular
answers was computed (say, 45 percent of the sample choosing answer 1 or
2 in country X and 33 percent in country Y). From that data, a table was
composed presenting mean scores or percentages for each question and for
all countries.

A statistical procedure (factor analysis) was used to sort the survey
questions into groups, called factors or clusters, for which the mean scores
or percentages varied together.” This meant that if a country scored high
on one of the questions from the cluster, it also could be expected to score
high on the others; likewise, it could be expected to score not high but low
for questions carrying the opposite meaning. If, on the other hand, a coun-
try scored low on one question from the cluster, it also would most likely
score low on the others and score /igh on questions formulated the other
way around. If a country scored average on one question from the cluster,
it probably would score average on all of them.

One of the clusters found was composed of questions that all seemed to

have something to do with power and (in)equality. From the questions in
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this cluster, we selected the three that were most strongly related.” From
the mean scores of the standard sample of IBM employees in a country on
these three questions, a power distance index (PDI) for the country was cal-
culated. The formula developed for this purpose uses simple mathematics
(adding or subtracting the three scores after multiplying each by a fixed
number, and finally adding another fixed number). The purpose of the for-
mula was (1) to ensure that each of the three questions would carry equal
weight in arriving at the final index and (2) to get index values ranging
from about 0 for a small-power-distance country to about 100 for a large-
power-distance country. Two countries that were added later score above
100.

The three survey items used for composing the power distance index

were as follows:

1. Answers by nonmanagerial employees to the question “How fre-
quently, in your experience, does the following problem occur:
employees being afraid to express disagreement with their manag-
ers?” (mean score on a 1-5 scale from “very frequently” to “very
seldom”)

2. Subordinates’ perception of the boss’s actual decision-making style
(percentage choosing the description of either an autocratic style or
a paternalistic style, out of four possible styles plus a “none of these”
alternative)*

3. Subordinates’ preference for their boss’s decision-making style (per-
centage preferring an autocratic or a paternalistic style, or, on the

contrary, a style based on majority vote, but not a consultative style)

Country PDI scores are shown in Table 3.1. For fifty-seven of the coun-
tries or regions (see Table 2.2) the scores were calculated directly from the
IBM data set. The remaining cases were calculated from replications or
based on informed estimates.” Because of the way the scores were calcu-
lated, they represent relative, not absolute, positions of countries: they are
measures of differences only. The scores that were based on answers by IBM
employees paradoxically contain no information about the corporate culture
of IBM: they show only to what extent people from the subsidiary in country
X answered the same questions differently from similar people in country Y.
The conclusion that the score differences reflect different national cultures
is confirmed by the fact that we found the same differences in populations
outside IBM (the validation process as described in Chapter 2).
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Three Items in the IBM Database Plus Extensions
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TABLE 3.1 Power Distance Index (PDI) Values for 76 Countries and Regions Based on

Three Items in the IBM Database Plus Extensions, continued
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For the multilingual countries Belgium and Switzerland, Table 3.1
gives the scores by the two largest language areas. For Canada there is
an IBM score for the whole country and a replication-based score for the
French-speaking part. The IBM sample for what was once Yugoslavia has
been split into Croatia, Serbia, and Slovenia. The other countries in Table
3.1 all have a single score. This does not mean that they are necessarily
culturally homogeneous; it means only that the available data did not allow
a splitting up into subcultures.

Table 3.1 shows high power distance values for most Asian countries
(such as Malaysia and the Philippines), for Eastern European countries
(such as Slovakia and Russia), for Latin countries (Latin America, such as
Panama and Mexico, and to a somewhat lesser extent Latin Europe, such
as France and Wallonia, the French-speaking part of Belgium), for Arabic-
speaking countries, and for African countries. The table shows low values
for German-speaking countries, such as Austria, the German-speaking
part of Switzerland, and Germany; for Israel; for the Nordic countries
(Denmark, Finland, Norway, and Sweden) and the Baltic States (Estonia,
Latvia, and Lithuania); for the United States; for Great Britain and the
white parts of its former empire (New Zealand, Ireland, Australia, Canada);
and for the Netherlands (but not for Flanders, the Dutch-speaking part of
Belgium, which scored quite similar to Wallonia). Sweden scored 31 and
France 68. If such a difference existed already two hundred years ago—for
which, as will be argued, there is a good case—this explains Bernadotte’s
culture shock.

Power Distance Defined

Looking at the three questions used to compose the PDI, you may notice
something surprising: questions 1 (employees afraid) and 2 (boss autocratic
or paternalistic) indicate the way the respondents perceive their daily work
environment. Question 3, however, indicates what the respondents express
as their preference: how they would like their work environment to be.
The fact that the three questions are part of the same cluster shows
that from one country to another there is a close relationship between the
reality one perceives and the reality one desires.® In countries in which
employees are not seen as very afraid and bosses as not often autocratic or

paternalistic, employees express a preference for a consultative style of deci-
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sion making: a boss who, as the questionnaire expressed, “usually consults
with subordinates before reaching a decision.”

In countries on the opposite side of the power distance scale, where
employees are seen as frequently afraid of disagreeing with their bosses
and where bosses are seen as autocratic or paternalistic, employees in simi-
lar jobs are less likely to prefer a consultative boss. Instead, many among
them express a preference for a boss who decides autocratically or pater-
nalistically; however, some switch to the other extreme—that is, preferring
a boss who governs by majority vote, which means that he or she does
not actually make the decision at all. In the real-world practices of most
organizations, majority vote is difficult to handle, and few people actually
perceived their bosses as using this style (bosses who pretend to do so are
often accused of manipulation).

In summary, PDI scores inform us about dependence relationships in
a country. In small-power-distance countries, there is limited dependence
of subordinates on bosses, and there is a preference for consultation (that
is, interdependence among boss and subordinate). The emotional distance
between them is relatively small: subordinates will rather easily approach
and contradict their bosses. In large-power-distance countries, there is
considerable dependence of subordinates on bosses. Subordinates respond
by either preferring such dependence (in the form of an autocratic or pater-
nalistic boss) or rejecting it entirely, which in psychology is known as
counterdependence—that is, dependence but with a negative sign. Large-
power-distance countries thus show a pattern of polarization between
dependence and counterdependence. In these cases the emotional distance
between subordinates and their bosses is large: subordinates are unlikely
to approach and contradict their bosses directly.

Power distance can therefore be defined as the extent to which the less
powerful members of institutions and organizations within a country expect and
accept that power is distributed unequally. Institutions are the basic elements
of society, such as the family, the school, and the community; organizations
are the places where people work.

Power distance is thus described based on the value system of the /ess
powerful members. The way power is distributed is usually explained from
the behavior of the more powerful members, the leaders rather than those
led. The popular management literature on leadership often forgets that
leadership can exist only as a complement to “subordinateship.” Author-
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ity survives only where it is matched by obedience. Bernadotte’s problem
was not a lack of leadership on his side; rather, the Swedes had a different
conception of the deference due to a ruler from that of the French—and
Bernadotte was a Frenchman.

Comparative research projects studying leadership values from one
country to another show that the differences observed exist in the minds of
both the leaders and those led, but often the statements obtained from those
who are led are a better reflection of the differences than those obtained
from the leaders. This is because we are all better observers of the leader-
ship behavior of our bosses than we are of ourselves. Besides the questions
on perceived and preferred leadership style of the boss—questions 2 and 3
in the PDI—the IBM surveys also asked managers to rate their own style.
It appeared that self-ratings by managers resembled closely the styles these
managers preferred in their own bosses—but not at all the styles their
subordinates perceived them to have. In fact, the subordinates saw their
managers in just about the same way as the managers saw thezr bosses. The
moral for managers is: if you want to know how your subordinates see you,
don’t try to look in the mirror—that just produces wishful thinking. Turn

around 180 degrees and face your own boss.’

Power Distance in Replication Studies

In Chapter 2, Table 2.1, six studies were listed, published between 1990
and 2002, that used the IBM questions or later versions of them with
other cross-national populations. Five of these, covering between fourteen
and twenty-eight countries from the IBM set, produced PDI scores highly
significantly correlated with the original IBM scores.® The sixth got its
data from consumers who were not selected on the basis of their relation-
ships to power, who were in very different jobs, or, as in the case of stu-
dents and housewives, who did not have paid jobs at all. We investigated
whether the new scores would justify correcting some of the original IBM
scores, and we concluded that the new scores were not consistent enough
for this purpose.’ None of the new populations covered as many countries
or represented such well-matched samples as the original IBM set. Also,
correlations of the original IBM scores with other data, such as consumer
purchases, have not become weaker over time.'” One should remember that
the scores measured differences between country cultures, not cultures in an
absolute sense. The cultures may have shifted, but as long as they shifted
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together under the influence of the same global forces, the scores remain
valid.

Bond’s Chinese Value Survey study among students in twenty-three
countries, described in Chapter 2, produced a moral discipline dimension on
which the countries positioned themselves largely in the same way as they
had done in the IBM studies on power distance (in statistical terms, moral
discipline was significantly correlated with PDI)."" Students in countries
scoring high on power distance answered that the following were particu-

larly important:

Having few desires
Moderation, following the middle way
Keeping oneself disinterested and pure

In unequal societies, ordinary people such as students felt they should not
have aspirations beyond their rank.

Students in countries scoring low on power distance, on the other
hand, answered that the following were particularly important:

Adaptability
Prudence (carefulness)

In more egalitarian societies, where problems cannot be resolved by some-
one’s show of power, students stressed the importance of being flexible in
order to get somewhere.

The GLOBE study, also described in Chapter 2, included items
intended to measure a power distance dimension. As we argued, GLOBE’s
questions were formulated very differently from ours. Rather than the
respondents’ daily terminology, they used researchers’ jargon, making it
often difficult for the respondents to guess what the answers meant. From
GLOBE’s eighteen dimensions (nine asking respondents to describe their
culture “as it is” and nine “as it should be”), no fewer than nine were sig-
nificantly correlated with our PDI. The strongest correlation of PDI was
with the GLOBE dimension in-group collectivism “as is.” There was only a
weakly significant correlation between PDI and GLOBE’s power distance
“as is,” and there was none at all between PDI and GLOBE’s power distance
“should be.”" In fact, GLOBE’s power distance “as is” and “should be” both
correlated more strongly with our uncertainty avoidance index (Chapter
6)."” GLOBE'’s power distance presents no alternative for our PDI.
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Power Distance Differences Within Countries:
Social Class, Education Level, and Occupation

Inequality within a society is visible in the existence of different social
classes: upper, middle, and lower, or however one wants to divide them—
this varies by country. Classes differ in their access to and their oppor-
tunities for benefiting from the advantages of society, one of them being
education. A higher education automatically makes one at least middle class.
Education, in turn, is one of the main determinants of the occupations to
which one can aspire, so that in practice in most societies, social class, edu-
cation level, and occupation are closely linked. In Chapter 1 all three have
been listed as sources of our mental software: there are class, education,
and occupation levels in our culture, but they are mutually dependent.

The data used for the computation of the PDI in IBM were from
employees in various occupations and, therefore, from different education
levels and social classes. However, the mix of occupations studied was kept
constant for all countries. Comparisons of countries or regions should
always be based on people in the same set of occupations. One should not
compare Spanish engineers with Swedish secretaries. The mix of occupa-
tions to be compared across all the subsidiaries was taken from the sales
and service offices: these were the only activities that could be found in all
countries. IBM’s product development laboratories were located in only ten
of the larger subsidiaries, and its manufacturing plants in thirteen.

The IBM sales and service people had all completed secondary or
higher education and could be considered largely middle class. The same
applies to the people in the replication studies. The PDI scores in Table 3.1,
therefore, are really expressing differences among middle-class persons in
these countries. Middle-class values affect the institutions of a country,
such as governments and education systems, more than do lower-class val-
ues. This is because the people who control the institutions usually belong
to the middle class. Even representatives of lower-class groups, such as
union leaders, tend to be better educated or self-educated, and by this fact
alone they have adopted some middle-class values. Lower-class parents
often have middle-class ambitions for their children.

For three large countries (France, Germany, and Great Britain) in
which the IBM subsidiaries contained the fullest possible range of indus-
trial activities, PDI scores were computed for all the different occupations

in the corporation, including those demanding only a lower level of educa-
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tion and therefore usually taken by lower- or “working”-class persons.'*
Altogether, thirty-eight different occupations within these three countries
could be compared.

The three questions used for calculating the PDI across countries were
also correlated across occupations; it was therefore possible to compute
occupational PDI values as well."”

The result of the comparison across thirty-eight occupations is sum-
marized in Table 3.2. It demonstrates that the occupations with the lowest
status and education level (unskilled and semiskilled workers) showed the
highest PDI values, and those with the highest status and education level
(managers of professional workers, such as engineers and scientists) pro-
duced the lowest PDI values. Between the extremes in terms of occupation,
the range of PDI scores was about 100 score points—which is of the same
order of magnitude as across seventy-six countries and regions (see Table
3.1; but the country differences were based on samples of people with equal
jobs and equal levels of education!).

TABLE 3.2 PDI Values for Six Categories of Occupations
(Based on IBM Data from Great Britain, France, and Germany)

PDI RANGE

NUMBER OF

OCCUPATIONS

IN THIS
CATEGORY OF OCCUPATIONS CATEGORY FROM TO MEAN
Unskilled and semiskilled workers S 85 97 90
Clerical workers and nonprofessional 8 57 84 71

salespeople

Skilled workers and technicians 6 85 90 65
Managers of the previous categories 8 22 62 42
Professional workers 8 —22t 36 22
Managers of professional workers 5) —19* 21 8
Total 38 =29 97 47

1 Negative values exceed the O to 100 range established for countries.
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The next question is whether the differences in power distance between
occupations were equally strong within all countries. In order to test this,
a comparison was done of four occupations of widely different status, from
each of eleven country subsidiaries of widely different power distance lev-
els. It turned out that the occupation differences were largest in the coun-
tries with the lowest PDI scores and were relatively small in the countries
with high PDI scores.’” In other words, if the country as a whole scored
larger power distance in Table 3.1, this applied to all employees, those in
high-status occupations as well as those in low-status occupations. If the
country scored smaller power distance, this applied most to the employ-
ees of middle or higher status: the lower-status, lower-educated employ-
ees produced power distance scores nearly as high as their colleagues in
the large-PDI countries. The values of high-status employees with regard
to inequality seem to depend strongly on nationality; those of low-status
employees much less.”

The fact that less-educated, low-status employees in various Western
countries hold more “authoritarian” values than their higher-status com-
patriots had already been described by sociologists. These authoritarian
values not only are manifested at work but also are found in their home
situations. A study in the United States and Italy in the 1960s showed that
working-class parents demanded more obedience from their children than
middle-class parents but that the difference was larger in the United States
than in Italy.”

Measures Associated with Power Distance: The
Structure in This and Following Chapters

In the next part of this chapter, the differences in power distance scores
for countries will be associated with differences in family, school, work-
place, state, and ideas prevailing within the countries. Chapters 4 through
8, which deal with the other dimensions, will also be mostly structured
in this way. Most of the associations described are based on the results of
statistical analyses, in which the country scores have been correlated with
the results of other quantitative studies, in the way described in Chapter
2. In addition, use has been made of qualitative information about families,

schools, workplaces, and so on, in various countries. In this book the sta-
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tistical proof will be omitted; interested readers are referred to Culture’s

Consequences.

Power Distance Difference Among Countries:
Roots in the Family

Most people in the world are born into a family. All people started acquir-
ing their mental software immediately after birth, from the elders in whose
presence they grew up, modeling themselves after the examples set by
these elders.

In the large-power-distance situation, children are expected to be obe-
dient toward their parents. Sometimes there is even an order of authority
among the children themselves, with younger children being expected to
yield to older children. Independent behavior on the part of a child is not
encouraged. Respect for parents and other elders is considered a basic vir-
tue; children see others showing such respect and soon acquire it them-
selves. There is often considerable warmth and care in the way parents and
older children treat younger ones, especially those who are very young.
They are looked after and are not expected to experiment for themselves.
Respect for parents and older relatives lasts through adulthood: parental
authority continues to play a role in a person’s life as long as the parents
are alive. Parents and grandparents are treated with formal deference even
after their children have actually taken control of their own lives. There
is a pattern of dependence on seniors that pervades all human contacts,
and the mental software that people carry contains a strong need for such
dependence. When parents reach old age or if they become otherwise
infirm, children are expected to support them financially and practically;
grandparents often live with their children’s families.

In the small-power-distance situation, children are more or less treated
as equals as soon as they are able to act, and this may already be visible in
the way a baby is handled in its bath.”” The goal of parental education is
to let children take control of their own affairs as soon as they can. Active
experimentation by the child is encouraged; being allowed to contradict
their parents, children learn to say “no” very early. Behavior toward others
is not dependent on the other’s age or status; formal respect and deference

are seldom shown. FFamily relations in such societies often strike people
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from other societies as lacking intensity. When children grow up, they
start relating to their parents as friends, or at least as equals, and a grown-
up person is not apt to ask his or her parents’ permission or even advice
regarding an important decision. In the ideal family, adult members are
mutually independent. A need for independence is supposed to be a major
component of the mental software of adults. Parents should make their own
provisions for when they become old or infirm; they cannot count on their
children to support them, nor can they expect to live with them.

The pictures in the two preceding paragraphs have deliberately been
polarized. Reality in a given situation will most likely be in between the
opposite ends of the power distance continuum: countries score somewhere
along the continuum. We saw that the social class and education levels
of the parents, especially in the small-power-distance countries, play an
important role. Families develop their own family cultures that may be at
variance with the norms of their society, and the personalities of individual
parents and children can lead to nontypical behavior. Nevertheless, the two
pictures indicate the ends of the line along which solutions to the human
inequality dilemma in the family vary.

The Eurobarometer, a periodic survey of representative samples of
the population in member countries and candidate member countries of
the European Union, collected data in 2008 on the sharing of full-time
and part-time work between parents in a family. In countries with larger
power distances, more often both parents worked full-time; in countries
with smaller power distances, more often only one of the parents worked
full-time, while the other worked as well but part-time. Except in the
poorest countries, these differences were independent of the countries’
national wealth. They imply a closer contact between parent and children
in smaller-power-distance cultures.”®

As the family is the source of our very first social mental program-
ming, its impact is extremely strong, and programs set at this stage are
difficult to change. Psychiatrists and psychoanalysts are aware of this
importance of one’s family history but not always of its cultural context.
Psychiatry tries to help individuals whose behavior deviates from soci-
etal norms. This book describes how the norms themselves vary from one
society to another. Different norms mean that psychiatric help to a person
from another society or even from a different sector of the same society is a
risky affair. It demands that the helper be aware of his or her own cultural
differences with and biases toward the client.”
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Power Distance at School

In most societies today, children go to school for at least some years. In
the more affluent societies, the school period may cover more than twenty
years of a young person’s life. In school the child further develops his or her
mental programming. Teachers and classmates inculcate additional values,
being part of a culture that honors these values. It is an unanswered ques-
tion as to what extent an education system can contribute to changing a
soclety. Can a school create values that were not yet there, or will it unwit-
tingly only be able to reinforce what already exists in a given society? In a
comparison of schools across societies, the same patterns of differences that
were found within families resurge. The role pair parent-child is replaced
by the role pair teacher-student, but basic values and behaviors are carried
forward from one sphere into the other. And of course, most schoolchildren
continue to spend most of their time within their families.

In the large-power-distance situation, the parent-child inequality is
perpetuated by a teacher-student inequality that caters to the need for
dependence well established in the student’s mind. Teachers are treated
with respect or even fear (and older teachers even more so than younger
ones); students may have to stand when they enter. The educational process
18 teacher centered; teachers outline the intellectual paths to be followed. In
the classroom there is supposed to be a strict order, with the teacher initi-
ating all communication. Students in class speak up only when invited to;
teachers are never publicly contradicted or criticized and are treated with
deference even outside school. When a child misbehaves, teachers involve
the parents and expect them to help set the child straight. The educat-
ional process is highly personalized: especially in more advanced subjects
at universities, what is transferred is seen not as an impersonal “truth,”
but as the personal wisdom of the teacher. The teacher is a guru, a term
derived from the Sanskrit word for “weighty” or “honorable,” and in India
and Indonesia this is, in fact, what a teacher is called. The French term is
a maitre @ penser, a “teacher for thinking.” In such a system the quality of
one’s learning is highly dependent on the excellence of one’s teachers.

In the small-power-distance situation, teachers are supposed to treat
the students as basic equals and expect to be treated as equals by the stu-
dents. Younger teachers are more equal and are therefore usually more
liked than older ones. The educational process is student centered, with

a premium on student initiative; students are expected to find their own
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intellectual paths. Students make uninvited interventions in class; they
are supposed to ask questions when they do not understand something,.
They argue with teachers, express disagreement and criticisms in front
of the teachers, and show no particular respect to teachers outside school.
When a child misbehaves, parents often side with the child against the
teacher. The educational process is rather impersonal; what is transferred
are “truths” or “facts” that exist independently of this particular teacher.
Effective learning in such a system depends very much on whether the
supposed two-way communication between students and teacher is, indeed,
established. The entire system is based on the students’ well-developed
need for independence; the quality of learning is to a considerable extent
determined by the excellence of the students.

Earlier in this chapter it was shown that power distance scores are
lower for occupations needing a higher education, at least in countries that
as a whole score relatively low on power distance. This means that in these
countries, students will become more independent from teachers as they
proceed in their studies: their need for dependence decreases. In large-
power-distance countries, however, students remain dependent on teachers
even after reaching high education levels.

Small-power-distance countries spend a relatively larger part of
their education budget on secondary schools for everybody, contribut-
ing to the development of middle strata in society. Large-power-distance
countries spend relatively more on university-level education and less on
secondary schools, maintaining a polarization between the elites and the
uneducated.

Corporal punishment at school, at least for children of prepuberty age,
is more acceptable in a large-power-distance culture than in its opposite.
It accentuates and symbolizes the inequality between teacher and student
and is often considered good for the development of the child’s character.
In a small-power-distance society, it will readily be classified as child abuse
and may be a reason for parents to complain to the police. There are excep-
tions, which relate to the dimension of masculinity (versus femininity) to be
described in Chapter 5: in some masculine, small-power-distance cultures,
such as Great Britain, corporal punishment at school is not considered
objectionable by everybody.

As in the case of the family as discussed in the previous section, real-
ity is somewhere in between these extremes. An important conditioning
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factor is the ability of the students: less gifted children and children with
disabilities in small-power-distance situations will not develop the cul-
turally expected sense of independence and will be handled more in the
large-power-distance way. Able children from working-class families in
small-power-distance societies are at a disadvantage in educational insti-
tutions such as universities that assume a small-power-distance norm: as
shown in the previous section, working-class families often have a large-
power-distance subculture.

Power Distance and Health Care

Comparative studies of the functioning of health-care systems in European
Union member countries have shown that, not surprisingly, the level of
power distance in a society is also reflected in the relationship between
doctors and patients. In countries with larger-power-distance cultures,
consultations take less time, and there is less room for unexpected informa-
tion exchanges.*

These differences also affect the use of medication. In countries with
large-power-distance cultures, doctors more frequently prescribe antibiot-
ics, which are seen as a quick general solution; in these countries antibiot-
ics are also more frequently used in self-medication.”” These findings are
important in view of the danger of germs’ becoming resistant to antibiotics
if these treatments are used too frequently.

Another study compared blood transfusion practice across twenty-five
European countries. Blood transfusion tends to be a within-nation pro-
cess; there is little international trade in blood products. Countries with
smaller-power-distance cultures have more blood donors, more blood col-
lections, and more blood supplied to hospitals; in the latter two cases also,
the average education level of the population plays a role. The differences
are considerable: among the countries studied, the number of donors per
thousand inhabitants in 2004 ranged from two to fifty-one. In all cases
blood donation was an unpaid, voluntary act. Its negative correlation with
PDI shows that such an act was much more likely in cultures in which
people depend less on the authority of more powerful persons and are bet-
ter educated. National wealth had no influence whatsoever.**

Table 3.3 summarizes the key differences between small- and large-
power-distance societies discussed so far.
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TABLE 3.3 Key Differences Between Small- and

Large-Power-Distance Societies

I: General Norm, Family, School, and Health Care

SMALL POWER DISTANCE

Inequalities among people should be
minimized.

Social relationships should be
handled with care.

Less powerful people and more
powerful people should be
interdependent.

Less powerful people are emotionally
comfortable with interdependence.

Parents treat children as equals.
Children treat parents and older
relatives as equals.

Children play no role in old-age
security of parents.

Students treat teachers as equals.

Teachers expect initiatives from
students in class.

Teachers are experts who transfer
impersonal truths.

Quality of learning depends on two-
way communication and excellence
of students.

Less educated persons hold more
authoritarian values than more
educated persons.

Educational policy focuses on
secondary schools.

Patients treat doctors as equals and
actively supply information.

LARGE POWER DISTANCE

Inequalities among people are
expected and desired.

Status should be balanced with
restraint.

Less powerful people should be
dependent.

Less powerful people are emotionally
polarized between dependence and
counterdependence.

Parents teach children obedience.

Respect for parents and older
relatives is a basic and lifelong virtue.
Children are a source of old-age
security to parents.

Students give teachers respect, even
outside class.

Teachers should take all initiatives in
class.

Teachers are gurus who transfer
personal wisdom.

Quality of learning depends on
excellence of the teacher.

More educated and less educated
persons show equally authoritarian
values.

Educational policy focuses on
universities.

Patients treat doctors as superiors;
consultations are shorter and
controlled by the doctor.
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Power Distance in the Workplace

Most people start their working lives as young adults, after having gone
through learning experiences in the family and at school. The role pairs
parent-child, teacher-student, and doctor-patient are now complemented
by the role pair boss-subordinate, and it should not surprise anybody when
attitudes toward parents, especially fathers, and toward teachers, which are
part of our mental programming, are transferred toward bosses.

In the large-power-distance situation, superiors and subordinates
consider each other as existentially unequal; the hierarchical system is
based on this existential inequality. Organizations centralize power as
much as possible in a few hands. Subordinates expect to be told what to
do. There is a large number of supervisory personnel, structured into tall
hierarchies of people reporting to each other. Salary systems show wide
gaps between top and bottom in the organization. Workers are relatively
uneducated, and manual work has a much lower status than office work.
Superiors are entitled to privileges (literally “private laws”), and contacts
between superiors and subordinates are supposed to be initiated by the
superiors only. The ideal boss in the subordinates’ eyes, the one they
feel most comfortable with and whom they respect most, is a benevolent
autocrat or “good father.” After some experiences with “bad fathers,” they
may ideologically reject the boss’s authority completely, while complying
in practice.

Relationships between subordinates and superiors in a large-power-
distance organization are frequently loaded with emotions. Philippe
d’Iribarne headed up a French public research center on international
management. Through extensive interviews his research team compared
manufacturing plants of the same French multinational in France (PDI
68), the United States (PDI 40), and the Netherlands (PDI 38). In his book

on this project, d’Iribarne comments:

The often strongly emotional character of hierarchical relationships in
France is intriguing. There is an extreme diversity of feelings towards
superiors: they may be either adored or despised with equal intensity. This
situation s not at all universal: we found it neither in the Netherlands nor
in the United States.*
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This quote confirms the polarization in France between dependence and
counterdependence versus authority figures, which we found to be charac-
teristic of large-power-distance countries in general.

Visible signs of status in large-power-distance countries contribute
to the authority of bosses; a subordinate may well feel proud if he can tell
his neighbor that /s boss drives a bigger car than the neighbor’s boss.
Older superiors are generally more respected than younger ones. Being
a victim of power abuse by one’s boss is just bad luck; there is no assump-
tion that there should be ways of redress in such a situation. If it gets
too bad, people may join forces for a violent revolt. Packaged leadership
methods invented in the United States, such as management by objectives
(MBO),*® will not work, because they presuppose some form of negotia-
tion between subordinate and superior, with which neither party will feel
comfortable.

In the small-power-distance situation, subordinates and superiors con-
sider each other as existentially equal; the hierarchical system is just an
inequality of roles, established for convenience, and roles may be changed,
so that someone who today is my subordinate may tomorrow be my boss.
Organizations are fairly decentralized, with flat hierarchical pyramids and
limited numbers of supervisory personnel. Salary ranges between top and
bottom jobs are relatively small; workers are highly qualified, and high-
skill manual work has a higher status than low-skill office work. According
privileges to higher-ups is basically undesirable, and everyone should use
the same parking lot, restrooms, and cafeteria. Superiors should be acces-
sible to subordinates, and the ideal boss is a resourceful (and therefore
respected) democrat. Subordinates expect to be consulted before a decision
is made that affects their work, but they accept that the boss is the one who
finally decides.

Status symbols are suspect, and subordinates will most likely comment
negatively to their neighbors if their boss spends company money on an
expensive car. Younger bosses are generally more appreciated than older
ones. Organizations are supposed to have structured ways of dealing with
employee complaints about alleged power abuse. Some packaged leader-
ship methods, such as MBO, may work if given sufficient management
attention.

Peter Smith, of the University of Sussex in the UK, through a network

of colleagues, in the 1990s collected statements from more than seven
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thousand department managers in forty-seven countries on how they han-
dled each of eight common work “events” (for example: “when some of the
equipment or machinery in your department seems to need replacement”).
For each event, eight possible sources of guidance were listed, for which
the managers had to indicate to what extent they relied on each of these
(for example: “formal rules and procedures”). For each of the forty-seven
countries, Smith computed a verticality index, combining reliance on one’s
superior and on formal rules, not on one’s own experience and zot on one’s
subordinates. Verticality index scores were strongly correlated with PDI:
in large-power-distance countries, the managers in the sample reported
relying more on their superiors and on formal rules and less on their own
experience and on their subordinates.””

There is no research evidence of a systematic difference in effectiveness
between organizations in large-power-distance versus small-power-distance
countries. They may be good at different tasks: small-power-distance cul-
tures at tasks demanding subordinate initiative, large-power-distance
cultures at tasks demanding discipline. The important thing is for manage-
ment to utilize the strengths of the local culture.

This section has again described the extremes, and most work situa-
tions will be in between and contain some elements of both large and small
power distance. Management theories have rarely recognized that these
different models exist and that their occurrence is culturally determined.
Chapter 9 will return to this issue and show how different theories of
management and organization reflect the different nationalities of their
authors.

Table 8.4 summarizes key differences in the workplace between small-

and large-power-distance societies.

Power Distance and the State

The previous sections have looked at the implications of power distance
differences among countries for the role pairs of parent-child, teacher-
student, doctor-patient, and boss-subordinate; one that is obviously equally
affected is authority-citizen. It must be immediately evident to anyone who
follows any world news at all that in some countries power differences
between authorities and citizens are not handled the same way they are in

other countries. What is not so evident, but is essential for understanding,
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TABLE 3.4 Key Differences Between Small- and

Large-Power-Distance Societies
Il: The Workplace

SMALL POWER DISTANCE

Hierarchy in organizations means an
inequality of roles, established for
convenience.

Decentralization is popular.

There are fewer supervisory
personnel.

There is a narrow salary range
between the top and the bottom of
the organization.

Managers rely on their own
experience and on subordinates.

Subordinates expect to be consulted.

The ideal boss is a resourceful
democrat.

Subordinate-superior relations are
pragmatic.

Privileges and status symbols are
frowned upon.

Manual work has the same status as
office work.

LARGE POWER DISTANCE

Hierarchy in organizations reflects
existential inequality between higher
and lower levels.

Centralization is popular.

There are more supervisory
personnel.

There is a wide salary range between
the top and the bottom of the
organization.

Managers rely on superiors and on
formal rules.

Subordinates expect to be told what
to do.

The ideal boss is a benevolent
autocrat, or “good father.”
Subordinate-superior relations are
emotional.

Privileges and status symbols are
normal and popular.
White-collar jobs are valued more
than blue-collar jobs.

is that ways of handling power in a country tend to be rooted in the beliefs
of large sectors of the population as to the proper ways for authorities to
behave.

In an analysis of data from forty-three societies, collected through
the World Values Survey (see Chapter 2), U.S. political scientist Ron-
ald Inglehart found that he could order countries on a “secular-rational
versus traditional authority” dimension. Correlation analysis showed that

this dimension corresponds closely to what we call power distance.** In
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a society in which power distances are large, authority tends to be tradi-
tional, sometimes even rooted in religion. Power is seen as a basic fact of
society that precedes the choice between good and evil. Its legitimacy is
irrelevant. Might prevails over right. This is a strong statement that may
rarely be presented in this form but is reflected in the behavior of those
in power and of ordinary people. There is an unspoken consensus that
there should be an order of inequality in this world, in which everybody
has his or her place. Such an order satisfies people’s need for dependence,
and it gives a sense of security both to those in power and to those lower
down.

At the beginning of this chapter, reference was made to the tendency
in some societies to achieve consistency in people’s positions with regard
to power, wealth, and status. A desire for status consistency is typical for
large-power-distance cultures. In such cultures the people who hold power
are entitled to privileges and are expected to use their power to increase
their wealth. Their status is enhanced by symbolic behavior that makes
them look as powerful as possible. The main sources of power are one’s
family and friends, charisma, and/or the ability to use force; the latter
explains the frequency of military dictatorships in countries on this side of
the power distance scale. Scandals involving persons in power are expected,
and so is the fact that these scandals will be covered up. If something goes
wrong, the blame goes to people lower down the hierarchy. If it gets too
bad, the way to change the system is by replacing those in power through
a revolution. Most such revolutions fail even if they succeed, because the
newly powerful people, after some time, repeat the behaviors of their pre-
decessors, in which they are supported by the prevailing values regarding
inequality.

In large-power-distance countries, people read relatively few news-
papers (but they express confidence in those they read), and they rarely
discuss politics: political disagreements soon deteriorate into violence.
The system often admits only one political party; where more parties are
allowed, the same party usually always wins. The political spectrum, if it
is allowed to be visible, is characterized by strong right and left wings with
a weak center, a political reflection of the polarization between dependence
and counterdependence described earlier. Incomes in these countries are
very unequally distributed, with a few very rich people and many very
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poor people. Moreover, taxation protects the wealthy, so that incomes after
taxes can be even more unequal than before taxes. Labor unions tend to be
government controlled; where they are not, they are ideologically based
and involved in politics.

Authority in small-power-distance societies was qualified by Inglehart
as secular-rational: being based on practical considerations rather than on
tradition. In these societies the feeling dominates that politics and religion
should be separated. The use of power should be subject to laws and to the
judgment between good and evil. Inequality is considered basically unde-
sirable; although unavoidable, it should be minimized by political means.
The law should guarantee that everybody, regardless of status, has equal
rights. Power, wealth, and status need not go together—it is even con-
sidered a good thing if they do not. Status symbols for powerful people
are suspect, and leaders may enhance their informal status by renouncing
formal symbols (for example, taking the streetcar to work). Most countries
in this category are relatively wealthy, with a large middle class. The main
sources of power are one’s formal position, one’s assumed expertise, and
one’s ability to give rewards. Scandals usually mean the end of a political
career. Revolutions are unpopular; the system is changed in evolutionary
ways, without necessarily deposing those in power. Newspapers are read
a lot, although confidence in them is not high. Political issues are often
discussed, and violence in domestic politics is rare. Countries with small-
power-distance value systems usually have pluralist governments that can
shift peacefully from one party or coalition to another on the basis of elec-
tion results. The political spectrum in such countries shows a powerful
center and weaker right and left wings. Incomes are less unequally distrib-
uted than in large-power-distance countries. Taxation serves to redistrib-
ute income, making incomes after taxes less unequal than before. Labor
unions are independent and less oriented to ideology and politics than to
pragmatic issues on behalf of their members.

The reader will easily recognize elements of both extremes in the his-
tory and the current practices of many countries. The European Union is
based on the principles of pluralist democracy, but many member states cope
with a dictatorial past. The level of power distance in their cultures helps to
explain their current struggles with democracy. The Eurobarometer sur-
veys mentioned earlier reveal, for example, that where PDI is higher, fewer
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people trust the police, fewer young people join a political party, and fewer
people have ever participated in debates with policy makers.*” Even in the
most democratic system, journalists and whistle-blowers exposing scandals
have a difficult time. In less democratic systems they risk their lives.
Institutions from small-power-distance countries are sometimes copied
in large-power-distance countries, because political ideas travel. Political
leaders who studied in other countries may try to emulate these countries’
political systems. Governments of smaller-power-distance countries often
eagerly try to export their institutional arrangements in the context of
development cooperation. However, just going through the moves of an
election will not change the political mores of a country if these mores
are deeply rooted in the mental software of a large part of the population.
In particular, underfed and uneducated masses make poor democrats, and
the ways of government that are customary in more well-off countries are
unlikely to function in poor ones. Actions by foreign governments intended
to lead other countries toward democratic ways and respect for human
rights are clearly inspired by the mental programming of the foreign help-
ers, and they are usually more effective in dealing with the opinions of the
foreign electorate than with the problems in the countries supposed to be
helped. In Chapter 11 we will come back to this dilemma and possible ways

out of it.

Power Distance and Ideas

Parents, teachers, managers, and rulers are all children of their cultures; in
a way, they are the followers of their followers, and their behavior can be
understood only if one also understands the mental software of their off-
spring, students, subordinates, and subjects. Moreover, not only the doers
in this world but also the thinkers are children of a culture. The authors of
management books and the founders of political ideologies generate their
ideas from the background of what they learned when they were grow-
ing up. Thus, differences among countries along value dimensions such
as power distance help not only in understanding differences in thinking,
feeling, and behaving by the leaders and those led but also in appreciating
the theories produced or adopted in these countries to explain or prescribe

thoughts, feelings, and behavior.
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In world history, philosophers and founders of religions have dealt
explicitly with questions of power and inequality. In China around 500 B.c.,
Kong Ze, whose name the Jesuit missionaries two thousand years later lati-
nized as Confucius (from the older name Kong-Fu Ze ), maintained that the
stability of society was based on unequal relationships between people. He
distinguished the wu lun, the five basic relationships: ruler-subject, father-
son, older brother—younger brother, husband-wife, and senior friend—junior
friend. These relationships contain mutual and complementary obligations:
for example, the junior partner owes the senior respect and obedience,
while the senior partner owes the junior protection and consideration. Con-
fucius’s ideas have survived as guidelines for proper behavior for Chinese
people to this day. In the People’s Republic of China, Mao Zedong tried to
wipe out Confucianism, but in the meantime his own rule contained strong
Confucian elements.?® Countries in the IBM study with a Chinese major-
ity or that have undergone Chinese cultural influences are, in the order
in which they appear in Table 3.1, China, Singapore, Hong Kong, South
Korea, Taiwan, and Japan; they occupy the upper-medium and medium
PDI zones. People in these countries accept and appreciate inequality but
feel that the use of power should be moderated by a sense of obligation.

In ancient Greece around 350 B.c., Plato recognized a basic need for
equality among people, but at the same time, he defended a society in which
an elite class, the guardians, would exercise leadership. He tried to resolve
the conflict between these diverging tendencies by playing on two mean-
ings of the word equality, a quantitative one and a qualitative one, but to
us, his arguments resemble the famous quote from George Orwell’s Ani-
mal Farm: “All animals are equal, but some animals are more equal than
others.” Present-day Greece in Table 3.1 is found about halfway on power
distance (rank 41-42, score 60).

The Christian New Testament, composed in the first centuries A.p.,
preaches the virtue of poverty.” Pursuing this virtue will lead to equal-
ity in society, but its practice has been reserved to members of religious
orders. It has not been popular with Christian leaders—neither of states,
nor of businesses, nor of the Church itself. The Roman Catholic Church has
maintained the hierarchical order of the Roman Empire; the same holds
for the Eastern Orthodox churches, whereas Protestant denominations to
various degrees are nonhierarchical. Traditionally Protestant nations tend

to score lower on PDI than Catholic or Orthodox nations.
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The Italian Niccoldo Machiavelli (1469-1527) is one of world litera-
ture’s greatest authorities on the use of political power. He distinguished
two models: the model of the fox and the model of the lion. The prudent
ruler, Machiavelli writes, uses both models, each at the proper time: the
cunning of the fox will avoid the snares, and the strength of the lion will
scare the wolves.”” Relating Machiavelli’s thoughts to national power dis-
tance differences, one finds small-power-distance countries to be accus-
tomed to the fox model and large-power-distance countries to the lion
model. Italy, in the twentieth-century IBM research data, scores in the
middle zone on power distance (rank 51, score 50). It is likely that, were
one to study Italy by region, the North will be more foxy and the South
more lionlike. What Machiavelli did not write but what the association
between political systems and citizens’ mental software suggests is that
which animal the ruler should impersonate depends strongly on what ani-
mals the followers are.

Karl Marx (1818—83) also dealt with power, but he wanted to give it
to people who were powerless; he never really dealt with the question of
whether the revolution he preached would actually create a new powerless
class. In fact, he seemed to assume that the exercise of power can be trans-
ferred from persons to a system, a philosophy in which we can recognize
the mental software of the small-power-distance societies to which Marx’s
mother country, Germany, today belongs. It was a tragedy for the modern
world that Marx’s ideas have been mainly exported to countries at the
large-power-distance side of the continuum, in which, as was argued ear-
lier in this chapter, the assumption that power should yield to law is absent.
This absence of a check to power has enabled government systems claim-
ing Marx’s inheritance to survive even where these systems would make
Marx himself turn in his grave. In Marx’s concept of the “dictatorship
of the proletariat,” the dictatorship has appealed to rulers in some large-
power-distance countries, but the proletariat has been forgotten. In fact, the
concept is naive: in view of what we know of the human tendency toward
inequality, a dictatorship by a proletariat is a logical contradiction.

The exportation of ideas to people in other countries without regard
for the values context in which these ideas were developed—and the impor-
tation of such ideas by gullible believers in those other countries—is not
limited to politics; it can also be observed in the domains of education

and, in particular, management and organization. The economic success of
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the United States in the decades before and after World War II has made
people in other countries believe that U.S. ideas about management must
be superior and therefore should be copied. They forgot to ask about the
kind of society in which these ideas were developed and applied—:f"they
were really applied as the books claimed. Since the late 1960s the same has
happened with Japanese ideas.

The United States in Table 3.1 scores on the low side, but not extremely
low, on power distance (rank 57—59 out of 74). U.S. leadership theories tend
to be based on subordinates with medium-level dependence needs: not too
high, not too low. A key idea is participative management—that is, a situ-
ation in which subordinates are involved by managers in decisions at the
discretion and initiative of these managers. Comparing U.S. theories of
leadership with “industrial democracy” experiments in countries such as
Sweden and Denmark (which scored extremely low on PDI), one finds that
in these Scandinavian countries initiatives to participate are often taken by
the subordinates, something U.S. managers find difficult to digest, because
it represents an infringement on their “management prerogatives.” Man-
agement prerogatives, however, are less sacred in Scandinavia. On the other
hand, U.S. theories of participative management are also unlikely to apply
in countries higher on the power distance scale. Subordinates accustomed
to larger Power Distances may feel embarrassed when the boss steps out
of his or her role by asking their opinion, or they may even lose respect for
such an ignorant superior.*

Table 3.5 summarizes key differences between small- and large-power-
distance societies from the last two sections; together with Tables 3.3 and
3.4, 1t provides an overview of the essence of power distance differences

across all spheres of life discussed in this chapter.

Origins of Power Distance Differences

European countries in which the native language is Romance (French, Ital-
ian, Portuguese, Romanian, Spanish) scored medium to high on the power
distance scale (in Table 3.1. from 50 for Italy to 90 for Romania). Euro-
pean countries in which the native language is Germanic (Danish, Dutch,
English, German, Norwegian, Swedish) scored low (from 11 in Austria to
40 in Luxembourg). There seems to be a relationship between language
area and present-day mental software regarding power distance. The fact
that a country belongs to a language area is rooted in history: Romance
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TABLE 3.5 Key Differences Between Small- and

Large-Power-Distance Societies
Ill: The State and Ideas

SMALL POWER DISTANCE

The use of power should be legitimate
and follow criteria of good and evil.
Skills, wealth, power, and status need
not go together.

Mostly wealthier countries with a
large middle class.

All should have equal rights.

Power is based on formal position,
expertise, and ability to give rewards.
The way to change a political system
is by changing the rules (evolution).

There is more dialogue and less
violence in domestic politics.

Pluralist governments based on the
outcome of majority votes.

The political spectrum shows a strong
center and weak right and left wings.

There are small income differentials
in society, further reduced by the tax
system.

Scandals end political careers of
those involved.

Participative theories of management:
Christian New Testament, Marx.

LARGE POWER DISTANCE

Might prevails over right: whoever
holds the power is right and good.

Skills, wealth, power, and status
should go together.

Mostly poorer countries with a small
middle class.

The powerful should have privileges.

Power is based on tradition or family,
charisma, and the ability to use force.

The way to change a political system
is by changing the people at the top
(revolution).

There is less dialogue and more
violence in domestic politics.
Autocratic or oligarchic governments
based on co-optation.

The political spectrum, if allowed to
exist, has a weak center and strong
right and left wings.

There are large income differentials in
society, further increased by the tax
system.

Scandals involving power holders are
usually covered up.

Power-based practice of
management: Confucius, Plato,
Machiavelli.

languages all derive from Low Latin and were adopted in countries once

part of the Roman Empire, or, in the case of Latin America, in countries

colonized by Spain and Portugal, which themselves were former colonies

of Rome. Germanic languages are spoken in countries that remained “bar-

baric” in Roman days, in areas once under Roman rule but reconquered
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by barbarians (such as England), and in former colonies of these entities.
Thus, some roots of the mental program called power distance go back at
least to Roman times—two thousand years ago. Countries with a Chinese
(Confucian) cultural inheritance also cluster on the medium to high side of
the power distance scale—and they carry a culture at least four thousand
years old.

None of us was present when culture patterns started to diverge
between peoples: the attribution of causes for these differences is a matter
of educated speculation on the basis of historical and prehistorical sources.
Both the Roman and the Chinese Empires were ruled from a single power
center, which presupposes a population prepared to take orders from the
center. The Germanic part of Europe, on the other hand, was divided into
small tribal groups under local lords who were not inclined to accept direc-
tives from anybody else. It seems a reasonable assumption that early state-
hood experiences helped to develop in these peoples the common mental
programs necessary for the survival of their political and social systems.

The question remains, of course, as to why these early statehood expe-
riences deviated. One way of supporting the guesswork for causes is to
look for quantitative data about countries that might be correlated with the
power distance scores. A number of such quantitative variables were avail-
able. Stepwise regression, described in Chapter 2, allowed us to select from
these variables the ones that successively contributed most to explaining
the differences in PDI scores in Table 3.1. The result is that a country’s PDI
score can be fairly accurately predicted from the following:

The country’s geographic latitude (higher latitudes associated with
lower PDI)

Its population size (larger size associated with higher PDI)

Its wealth (richer countries associated with lower PDI)?*

Geographic latitude (the distance from the equator of a country’s capi-
tal city) alone allows us to predict 43 percent of the differences (the vari-
ance) in PDI values among the fifty countries in the original IBM set.
Latitude and population size together predicted 51 percent of the variance;
and latitude, population size, plus national wealth (per capita gross national

income in 1970, the middle year of the survey period), predicted 58 percent.
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If one knew nothing about these countries other than those three hard to
fairly hard areas of data, one would be able to compile a list of predicted
PDI scores resembling Table 3.1 pretty closely. On average, the predicted
values deviate 11 scale points from those found in the IBM surveys.

Statistical relationships do not indicate the direction of causality: they
do not tell which is cause and which is effect or whether the related ele-
ments may both be the effects of a common third cause. However, in the
unique case of a country’s geographic position, it is difficult to consider this
factor as anything other than a cause, unless we assume that in prehistoric
times peoples migrated to climates that fit their concepts of power distance,
which is rather far-fetched.

The logic of the relationship, supported by various research studies,*
could be about as follows: First of all, the societies involved have all devel-
oped to the level of sedentary agriculture and urban industry. The more
primitive hunter-gatherer societies, for which a different logic may apply,
are not included. At lower latitudes (that is, more tropical climates), agri-
cultural societies generally meet a more abundant nature. Survival and
population growth in these climates demand a relatively limited interven-
tion of humans with nature: everything grows. In this situation the major
threat to a society is the competition of other human groups for the same
territory and resources. The better chances for survival exist for the soci-
eties that have organized themselves hierarchically and in dependence on
one central authority that keeps order and balance.

At higher latitudes (that is, moderate and colder climates), nature is
less abundant. There is more of a need for people’s intervention with nature
in order to carve out an existence. These conditions support the creation
of industry next to agriculture. Nature, rather than other humans, is the
first enemy to be resisted. Societies in which people have learned to fend
for themselves without being too dependent on more powerful others have
a better chance of survival under these circumstances than societies that
educate their children toward obedience.

The combination of climate and affluence is the subject of a highly
interesting study by Dutch social psychologist Evert van de Vliert, to
which we will refer again in Chapter 12. Van de Vliert studied the effect of
climate on culture, opposing survival (high PDI) cultures to self~expression
(low PDI) cultures. He proves that demanding cold or hot climates have led
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to survival cultures, except in affluent societies that have the means to cope
with heat and cold, where we find self-expression cultures. In temperate
climates, the role of affluence is less pronounced.*

National wealth in itself stands for a lot of other factors, each of which
could be both an effect and a cause of smaller power distances. Here we are
dealing with phenomena for which causality is almost always spiral, such
as the causality of the chicken and the egg. Factors associated with more
national wealth and less dependence on powerful others are as follows:

Less traditional agriculture
More modern technology
More urban living

More social mobility

A better educational system
A larger middle class

More former colonies than former colonizing nations show large power
distances, but having been either a colony or a colonizer at some time dur-
ing the past two centuries is also strongly related to current wealth. The
data do not allow establishing a one-way causal path among the three
factors of poverty, colonization, and large power differences. Assumptions
about causality in this respect usually depend on what one likes to prove.

Size of population, the second predictor of power distance, fosters
dependence on authority because people in a populous country will have to
accept a political power that is more distant and less accessible than people
from a small nation. On the other hand, a case can be made for a reversal
of causality here because less dependently minded peoples will fight harder

to avoid being integrated into a larger nation.

The Future of Power Distance Differences

So far, the picture of differences among countries with regard to power
distance has been static. The previous section claimed that some of the
differences have historical roots of four thousand years or more. So much
for the past, but what about the future? We live in an era of unprecedented
intensification of international communication: shouldn’t this achievement
eradicate the differences and help us to grow toward a world standard?
And if so, will this be one of large, small, or medium power distances?



More Equal than Others 87

Impressionistically at least, it seems that dependence on the power of
others in a large part of our world has been reduced over the past few gen-
erations. Many of us feel less dependent than we assume our parents and
grandparents to have been. Moreover, independence is a politically attrac-
tive topic. Liberation and emancipation movements abound. Educational
opportunities have been improved in many countries, and we have seen that
power distance scores within countries decrease with increased education
level. This does not mean, however, that the differences among countries
described in this chapter should necessarily have changed. Countries can
all have moved to lower power distance levels without changes in their
mutual ranking as shown in Table 3.1.

One may try to develop a prediction about longer-term changes in
power distance by looking at the underlying forces identified in the previ-
ous section. Of the factors shown to be most closely associated with power
distance (latitude, size, and wealth), the first is immutable. As to the sec-
ond, size of population, one could argue that in a globalizing world small
and even large countries will be less and less able to make decisions at
their own level and all will be more and more dependent on decisions made
internationally. This development should lead to a global increase in power
distances.

The third factor, wealth, increases for some countries but not for oth-
ers. Increases in wealth may reduce power distances, but only if and where
they benefit an entire population. Since the last decade of the twentieth
century, income distribution in some wealthy countries, led by the United
States, has become more and more uneven: wealth increases have benefited
disproportionally those who were very wealthy already. This has the oppo-
site effect: it increases inequality in society, not only in economic terms
but also in legal terms, as the superrich can lobby with legislators and pay
lawyers who earn a multiple of the salaries of judges. This kind of wealth
increase, therefore, also increases power distances. In countries in which
the economy stagnates or deteriorates (that is, mainly in countries that are
already poor), no reduction or even a further increase in power distance is
to be expected anyway.

Nobody, as far as we know, has offered evidence of a convergence of
countries toward smaller differences in power distance.”” We believe that
the picture of national variety presented in this chapter, with its very old
historical roots, is likely to survive at least for some centuries. A worldwide
homogenization of mental programs about power and dependence, inde-
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pendence, and interdependence under the influence of a presumed cultural
melting-pot process is still very far away, if it will ever happen.

In December 1988 the following news item appeared in the press:

Stockholm, December 23. The Swedish King Carl Gustav this week expe-
rienced considerable delay while shopping for Christmas presents for his
children, when he wanted to pay by check but could not show his check
card. The salesperson refused to accept the check without identification.
Only when helpful bystanders dug in their pockets for one-crown preces
showing the face of the king to prove his identity did the salesperson decide
to accept the check, not, however, without testing the check thoroughly for

authenticity and noting name and address of the holder.*®

This Bernadotte (a direct descendant of the French general) still met with
the same equality norm as his ancestor. How much time will have to pass
before the citizens of the United States, Russia, or Zimbabwe will treat
their presidents in this way? Or before Swedes start to venerate their king
in the same way as the Thai do theirs?



I, We, and They

Amedium—size Swedish high-technology corporation was approached
with a profitable opportunity by a compatriot, a businessman with
good contacts in Saudi Arabia. The corporation sent one of its engi-
neers—let us call him Johannesson—to Riyadh, where he was intro-
duced to a small Saudi engineering firm run by two brothers in their
mid-thirties, both with British university degrees. The request was
to assist in a development project on behalf of the Saudi government.
However, after six visits over a period of two years, nothing seemed to
happen. Johannesson’s meetings with the brothers were always held in
the presence of the Swedish businessman who had established the first
contact. This annoyed him and his superiors, because they were not at
all sure that this businessman did not have contacts with their competi-

tors as well—but the Saudis wanted the intermediary to be there. Dis-
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cussions often dwelt on issues having little to do with the business—for
instance, Shakespeare, of whom both brothers were fans.

Just when Johannesson’s superiors started to seriously doubt the wis-
dom of the corporation’s investment in these expensive trips, a fax arrived
from Riyadh inviting Johannesson for an urgent visit. A contract worth sev-
eral million dollars was ready to be signed. Back he went. From one day to
the next, the Saudis” attitude had changed: the businessman-intermediary's
presence was no longer necessary, and Johannesson for the first time saw
the Saudis smile and even make jokes.

So far, so good—Dbut the story goes on. Acquiring the remarkable order
contributed to Johannesson’s being promoted to a management position in
a different division. Thus, he was no longer in charge of the Saudi account.
A successor was nominated, another engineer with considerable interna-
tional experience, whom Johannesson personally introduced to the Saudi
brothers. A few weeks later another fax arrived from Riyadh; in this one
the Saudis threatened to cancel the contract over a detail in the delivery
conditions. Johannesson’s help was requested. When he arrived in Riyadh,
it appeared that the conflict was over a minor issue and could easily be
resolved—but only, the Saudis felt, with Johannesson as the corporation’s
representative. So, the corporation twisted its structure to allow Johannes-
son to handle the Saudi account even though his main responsibilities were

now in a completely different field.

The Individual and the Collective in Society

The Swedes and the Saudis in this true story have different concepts of
the role of personal relationships in business. For the Swedes, business
is done with a company; for the Saudis, it’s done with a person whom
one has learned to know and trust. When one does not know another
person well enough, it is best that contacts take place in the presence
of an intermediary or go-between, someone who knows and is trusted
by both parties. At the root of the difference between these cultures is a
fundamental issue in human societies: the role of the individual versus
the role of the group.

The vast majority of people in our world live in societies in which

the interest of the group prevails over the interest of the individual. We
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will call these societies collectivist, using a word that to some readers may
have political connotations, but the word is not meant here in any politi-
cal sense. It does not refer to the power of the state over the individual; it
refers to the power of the group. The first group in our lives is always the
family into which we are born. Family structures, however, differ among
societies. In most collectivist societies, the “family” within which the child
grows up consists of a number of people living closely together: not just
the parents and other children but also, for example, grandparents, uncles,
aunts, servants, or other housemates. This is known in cultural anthropol-
ogy as the extended family. When children grow up, they learn to think
of themselves as part of a “we” group, a relationship that is not voluntary
but is instead given by nature. The “we” group is distinct from other
people in society who belong to “they” groups, of which there are many.
The “we” group (or in-group) is the major source of one’s identity and the
only secure protection one has against the hardships of life. Therefore,
one owes lifelong loyalty to one’s in-group, and breaking this loyalty is
one of the worst things a person can do. Between the person and the in-
group, a mutual dependence relationship develops that is both practical
and psychological.

A minority of people in our world live in societies in which the inter-
ests of the individual prevail over the interests of the group, societies that
we will call indrvidualist. In these, most children are born into families
consisting of two parents and, possibly, other children; in some societies
there is an increasing share of one-parent families. Other relatives live
elsewhere and are rarely seen. This type is the nuclear family (from the
Latin nucleus, meaning “core”). Children from such families, as they grow
up, soon learn to think of themselves as “I.” This “I,” their personal iden-
tity, is distinct from other people’s “I”s, and these others are classified not
according to their group membership but instead according to individual
characteristics. Playmates, for example, are chosen on the basis of personal
preferences. The purpose of education is to enable children to stand on
their own feet. Children are expected to leave the parental home as soon as
this has been achieved. Not infrequently, children, after having left home,
reduce relationships with their parents to a minimum or break them off
altogether. Neither practically nor psychologically is the healthy person in
this type of society supposed to be dependent on a group.
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Measuring the Degree of Individualism in Society

Extreme collectivism and extreme individualism can be considered the
opposite poles of a second global dimension of national cultures, after
power distance (which was described in Chapter 38). All countries in the
IBM studies could be given an individualism index score that was low for
collectivist societies and high for individualist societies.

The new dimension is defined as follows: Individualism pertains to
societies 1n which the ties between individuals are loose: everyone is expected to
look after him- or herself and his or her immediate family. Collectivism as its
opposite pertains to societies in which people from birth onward are integrated
into strong, cohesive in-groups, which throughout people’s lifetime continue to
protect them in exchange for unquestioning loyalty.

Degrees of individualism obviously vary within countries as well as
among them, so it is again important to base the country scores on compa-
rable samples from one country to another. The IBM samples offered this
comparability.

The survey questions on which the individualism index is based belong
to a set of fourteen work goals. People were asked: “Iry to think of those
factors that would be important to you in an ideal job; disregard the extent
to which they are contained in your present job. How important is it to you
to ... " followed by fourteen items, each to be scored on a scale from 1 (of
utmost importance to me) to 5 (of very little or no importance). When the
answer patterns for the respondents from forty countries on the fourteen
items were analyzed, they reflected two underlying dimensions. One was
individualism versus collectivism. The other came to be labeled masculinity
versus_femininity (see Chapter 5).

The dimension to be identified with individualism versus collectivism
was most strongly associated with the relative importance attached to the

following work goal items:

For the individualist pole

1. Personal time: have a job that leaves you sufficient time for your per-
sonal or family life

2. Freedom: have considerable freedom to adopt your own approach to
the job

3. Challenge: have challenging work to do—work from which you can
get a personal sense of accomplishment
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For the opposite, collectivist pole

4. Training: have training opportunities (to improve your skills or
learn new skills)

5. Physical conditions: have good physical working conditions (good
ventilation and lighting, adequate work space, etc.)

6. Use of skills: fully use your skills and abilities on the job

If the IBM employees in a country scored work goal 1 as relatively impor-
tant, they generally also scored 2 and 3 as important but scored 4, 5, and
6 as unimportant. Such a country was considered individualist. If work
goal 1 was scored as relatively unimportant, the same generally held for 2
and 3, but 4, 5, and 6 would be scored as relatively more important. Such
a country was considered collectivist.

Obviously, these items from the IBM questionnaire do not totally
cover the distinction between individualism and collectivism in a society.
They only represent the issues in the IBM research that relate to this dis-
tinction. The correlations of the IBM individualism country scores with
non-IBM data about other characteristics of societies confirm (validate)
the claim that this dimension from the IBM data does indeed measure
individualism.

It is not difficult to identify the importance of personal time, freedom,
and (personal) challenge with individualism: they all stress the employee’s
independence from the organization. The work goals at the opposite pole—
training, physical conditions, and skills being used on the job—refer to
things the organization does for the employee and in this way stress the
employee’s dependence on the organization, which fits with collectivism.
Another link in the relationship is that, as will be shown, individualist
countries tend to be rich, while collectivist countries tend to be poor. In
rich countries, training, physical conditions, and the use of skills may be
taken for granted, which makes them relatively unimportant as work goals.
In poor countries, these things cannot at all be taken for granted: they are
essential in distinguishing a good job from a bad one, which makes them
quite important among one’s work goals.

The actual calculation of the individualism index is not, as in the case
of power distance, based on simply adding or subtracting question scores
after multiplying them by a fixed number. The statistical procedure used
to identify the individualism dimension and, in Chapter 5, the masculin-

ity dimension (a_factor analysis of the country scores for the fourteen work
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goals) produced a factor score for each dimension for each country. These
factor scores are a more accurate measure of that country’s position on
the dimension than could be obtained by adding or subtracting question
scores. The factor scores for the individualism dimension were multiplied
by 25, and a constant number of 50 points was added. This process puts the
scores in a range from close to 0 for the most collectivist country to close
to 100 for the most individualist one. This manner of calculation was used
for the countries represented in the IBM database. For the various follow-
up studies, approximation formulas were used in which the individualism
index value could be directly computed by simple mathematics from the
mean scores of four of the work goals.'

The individualism index (IDV) scores are shown in Table 4.1. As in the
case of the power distance index in Chapter 8, the scores represent relative
positions of countries. Table 4.1 confirms that nearly all wealthy countries
score high on IDV while nearly all poor countries score low. There is a
strong relationship between a country’s national wealth and the degree of
individualism in its culture; we will come back to this subject later in the
chapter.

Sweden scored 71 on IDV, and the group of Arab-speaking countries
to which Saudi Arabia belongs scored an average of 38, which demonstrates
the cultural roots of Johannesson’s dilemma. Of course, the Arab countries
differ among themselves, and the Saudis within this region seem to be even
more collectivist than some other Arabs, such as the Lebanese and the
Egyptians. In the IBM sample, the latter were more strongly represented
than the Saudis. Sweden’s rank among seventy-six countries and regions is
18—14, and the Arab countries rank 41—42, so there are still a lot of coun-
tries scoring more collectivist than the Arab average. As stated earlier,

collectivism is the rule in our world, and individualism the exception.

Individualism and Collectivism in the World Values
Survey: Universalism Versus Exclusionism

Inglehart’s overall analysis of the huge database of the World Values Sur-
vey (WVS), described in Chapter 2, produced two statistical factors. One
of these, secular-rational versus traditional authority, was associated with
small versus large power distance, and we encountered it in the previous
chapter. The other, well-being versus survival, was correlated with IDV, with
femininity (see Chapter 5), and with small power distance, in that order.”
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14 Items in the IBM Database Plus Extensions, continued
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In his 2007 book, Misho analyzed the WVS database in more detail,
including its latest additions.” He found Inglehart’s second dimension con-
ceptually diffuse. In a factor analysis, it split into two components. One
reflected, among other things, differences in happiness; it will be described
in Chapter 8 as part of the dimension indulgence versus restraint. The
other component consisted of items dealing with in-group and out-group
relationships:

At the positive pole
Rejection of people of another race as neighbors

plus a number of conservative views on family and gender issues:

Strong agreement that men make better leaders than women
Strong agreement that children must always love their parents, even
if the parents have deficiencies

Agreement that a child needs two parents to be happy

Agreement that a woman needs to have children to be fulfilled

At the negative pole
Tolerance and respect for everybody

Misho concluded that the positive pole of this dimension reflects strong
in-group cohesion and exclusion of members of other groups, whereas the
negative pole indicates acceptance of others regardless of the group(s) to
which they belong. He labeled it exclusionism versus universalism.

Exclusionism can be defined as the cultural tendency to treat people
on the basis of their group affiliation and to reserve favors, services, privi-
leges, and sacrifices for friends, relatives, and other groups with which one
identifies, while excluding outsiders from the circle of those who deserve
such privileged treatment. While exclusionist cultures strive to achieve
harmony and good relationships within one’s in-group, they may be indif-
ferent, inconsiderate, rude, and sometimes even hostile toward members of
out-groups.

Unaiversalism is the opposite cultural tendency: treating people primar-
ily on the basis of who they are as individuals and disregarding their group

affiliations.
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Geert had earlier related collectivism to the distinction between in-
groups and out-groups, and Misho’s WVS dimension of exclusionism ver-
sus universalism turned out to be strongly negatively correlated with IDV.
For forty-one countries that were part of Geert’s original IBM set, IDV
predicted 59 percent of universalism in the WVS, thirty-five years later, a
strong validation of the IBM database.*

The distinction of in-group versus out-group, previously described
in Chapter 1, is a central aspect of cultural collectivism. The correlation
between exclusionism and IDV is strong but not perfect. A comparison
of the rankings of forty-one countries from the IBM database on indi-
vidualism and on exclusionism finds six countries that score considerably
more universalist than could be predicted on the basis of their IDV scores:
Colombia, Venezuela, Peru, Slovenia, Finland, and Sweden. Their cultures
according to their WVS data are more open to out-group members than
expected. Five other countries score much more exclusionist than their
IDV scores predict: India, Italy, Turkey, Iran, and the Philippines. Their
cultures are more hostile to out-group members than expected.

Universalism implies respect for other cultures. The Eurobarometer
in 2008 asked representative samples of the population in twenty-six coun-
tries to choose “the most important values for you personally” (three out
of a list of twelve). One of these values was “respect for other cultures.”
Differences among countries in percentages of respondents choosing this
answer related primarily to IDV.?

Individualism and Collectivism in Other
Cross-National Studies

Table 2.1 listed six major replications of the IBM research, published
between 1990 and 2002. Five of these, covering between fifteen and twenty-
eight countries from the IBM set, produced IDV scores significantly cor-
related with the original IBM scores.® As in the case of PDI (Chapter 3),
the various replications did not sufficiently agree to justify changing the
score of any of the countries. The original IBM set still served as the best
common denominator for the various studies.

Bond’s Chinese Value Survey study among students in twenty-three
countries, described in Chapter 2, produced an integration dimension, on

which the countries positioned themselves largely in the same way as they
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had done on individualism-collectivism in the IBM studies. The CVS inte-
gration dimension resembles the WVS exclusionism dimension.” Students
from countries scoring individualist answered that the following values
were particularly important:

Tolerance of others

Harmony with others
Noncompetitiveness

A close, intimate friend
Trustworthiness

Contentedness with one’s position in life
Solidarity with others

Being conservative

This was the largest cluster of CVS values associated with any single IBM
dimension pole. In the individualist society, relationships with others are
not obvious and prearranged; they are voluntary and have to be carefully
fostered. The values at the individualist pole of the integration dimension
describe conditions for the ideal voluntary relationship.

Students in collectivist societies, instead, answered that the following
values were particularly important:

Filial piety (obedience to parents, respect for parents, honoring of
ancestors, financial support of parents)
Chastity in women

Patriotism

In the collectivist society, there is no need to make specific friendships:
who one’s friends are is predetermined by one’s family or group member-
ship. The family relationship is maintained by filial piety and by chastity
in women and is associated with patriotism. In some versions of the IBM
questionnaire, a work goal “serve your country” was included. This too was
found to be strongly associated with collectivism.

Chapter 2 mentioned three other cross-national values databases: those
of Schwartz, GLOBE, and Trompenaars. All three produced dimensions or
categories strongly correlated with IDV. Schwartz identified seven catego-
ries of values, from which no fewer than five were significantly correlated

with IDV.®* When Schwartz’s seven categories were simplified into three
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clusters, two of these were found to be highly significantly correlated with
IDV: autonomy versus embeddedness, and egalitarianism versus mastery.’

The GLOBE study defined and tried to measure two categories of
collectivism: znstitutional collectivism and in-group collectivism—Dboth “as
is” and “should be.” Ten out of GLOBE’s eighteen dimensions were sig-
nificantly correlated with IDV, but the dominant correlation was with
in-group collectivism “as is.” GLOBE’s questions in this case dealt with
relatively simple aspects of human behavior, which explains why its mea-
sure came closer to ours than in the case of the other dimensions. IDV
explained 58 percent of the country differences on in-group collectivism
“as 1s.”'° In Chapter 3 we saw that in-group collectivism “as is” was also the
strongest correlated GLOBE dimension for PDI, but the correlation with
IDV was slightly stronger.

From GLOBE’s other three measures of collectivism, only institu-
tional collectivism “should be” was weakly negatively correlated with IDV
but more strongly with our uncertainty avoidance index (UAI, Chapter
6). Institutional collectivism “as is” was exclusively correlated with our
UAL In-group collectivism “should be” was correlated with our long-term
orientation index (Chapter 7)."

Peter Smith’s analysis of the Trompenaars database produced two
major dimensions. Both were correlated with IDV; the second one was also,
and even more, correlated with PDI.'"* However, the correlation with PDI
was influenced by the fact that there were no Eastern European, high-PDI
countries in the IBM sample. In fact, the second dimension opposed most
Eastern European countries to East Asian countries, and the question-
naire items involved focused mainly on teamwork, which received positive
associations in China and negative associations in most Eastern European
countries.

Subsequently, an ingenious study by Smith compared not the results
of the various international studies but rather the degree of acquiescence
in their answers. Acquiescence occurs in all paper-and-pencil surveys: it
is the tendency among respondents to give positive answers regardless of
the content of the questions. Smith compared six studies that each covered
thirty-four or more countries, including studies by Geert, Schwartz, and
GLOBE. For sections of the questionnaires dealing with values, all six
studies demonstrated similar acquiescence patterns. Smith showed that the
common tendency to give positive answers in the six studies was stronger

in countries that, according to our measures, were collectivist and had
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large power distances. Smith’s study has supplied us with a nonobtrusive
measure of the degree to which respondents in a culture want to maintain

formal harmony and respect toward the researchers."

Are Individualism and Collectivism One or
Two Dimensions?

A frequently asked question is whether it is correct to treat individualism
and collectivism as opposite poles of the same dimension. Shouldn’t they be
seen as two separate dimensions? The answer is that it depends on whether
we compare entire societies (which is what our book is about) or individuals
within societies. This is known as the level of analysis issue.

Societies are composed of a wide variety of individual members, hold-
ing a variety of personal values. Tests have shown that a person can score
either high on both individualist and collectivist values, high on one kind
and low on the other, or low on both. So, when we compare the values of
individuals, individualism and collectivism should be treated as two sepa-
rate dimensions."*

When we study societies, we compare two types of data: average value
scores of the individuals within each society and characteristics of the societ-
ies as wholes, including their institutions. Research by us and by others has
shown that in societies in which people on average hold more individualist
values, they also on average hold less collectivist values. Individual persons
may differ from this pattern, but those who differ are fewer than those who
conform to it. The institutions of such societies reflect the fact that they
evolved or were designed primarily for catering to individualists. In societies
in which people on average hold more collectivist values, they also on aver-
age hold less individualist values. The institutions of such societies assume
that people are primarily collectivist. Therefore, at the society (or country)
level, individualism and collectivism appear as opposite poles of one dimen-
sion. The position of a country on this dimension shows the society’s solution
for a universal dilemma: the desirable strength of the relationships of an
adult person with the group(s) with which he or she identifies.

Collectivism Versus Power Distance

Many countries that score high on the power distance index (Table 3.1)
score low on the individualism index (Table 4.1), and vice versa. In other
words, the two dimensions tend to be negatively correlated: large-power-
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distance countries are also likely to be more collectivist, and small-power-
distance countries to be more individualist. The relationship between the
two indexes is plotted in Figure 4.1.

In the plot of Figure 4.1, the countries are grouped around a diagonal
from lower left to upper right, reflecting the correlation between power
distance and collectivism.” In cultures in which people are dependent on

FIGURE 4.1 Power Distance Versus Individualism
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in-groups, these people are usually also dependent on power figures. Most
extended families have patriarchal structures, with the head of the family
exercising strong moral authority. In cultures in which people are rela-
tively independent from in-groups, they are usually also less dependent on
powerful others.

However, there are exceptions. The Latin European countries, and in
particular France and Belgium, combined medium power distances with
strong individualism. The French sociologist Michel Crozier has described

his country’s culture as follows:

Face-to-face dependence relationships are . . . perceived as difficult to bear
in the French cultural setting. Vet the prevailing view of authority is still
that of . . . absolutism. . . . The two attitudes are contradictory. However,
they can be reconciled within a bureaucratic system since impersonal rules
and centralization make 1t possible to reconcile an absolutist conception of

authority and the elimination of most direct dependence relationships.'®

Crozier’s compatriot Philippe d’Iribarne, in his comparative study of
a French, a U.S., and a Dutch organization, describes the French principle
of organizing as “the rationale of honor” (la logique de I’honneur). This
principle, which he finds already present in the French kingdom of the
eighteenth century, prior to Napoleon, means that everybody has a rank
(large power distance) but that the implications of belonging to one’s rank
are less imposed by one’s group than determined by tradition. It is “not so
much what one owes to others as what one owes to oneself”™” We could call
it a stratified form of individualism.

The reverse pattern, small power distance combined with medium col-
lectivism, was found in Austria and Israel, and fairly small power distance
is combined with strong collectivism in Costa Rica. Costa Rica, one of the
six Central American republics, is widely recognized as an exception to the
Latin American rule of dependence on powerful leaders, which in Spanish is
called personalismo. Costa Rica does not have a formal army. It is described
as Latin America’s “most firmly rooted democracy,” in spite of its relative
poverty as compared with the industrial market economies of the world. In
a comparison between Costa Rica and its larger but much poorer neighbor

Nicaragua, U.S. development expert Lawrence E. Harrison has written:

There is ample evidence that Costa Ricans have felt a stronger bond to

their countrymen than have Nicaraguans. That bond is reflected in Costa
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Rica’s long-standing emphasis on public education and public health; in
its more vigorous cooperative movement; in a judicial system notable by
Latin American standards for its impartiality and adherence to funda-
mental concepts of due process; and above all in the resilience of its poli-
tics, its capacity to find peaceful solutions, its appreciation of the need for

compromise.'®

Cases such as France and Costa Rica justify treating power distance
and collectivism as two separate dimensions, in spite of the fact that for
most countries they go together. One reason for the correlation between
them is that both are associated with a third factor: national wealth. If
national wealth is held constant (that is, if rich countries are compared with
rich ones only and poor with poor ones only), the relationship considerably
weakens."

Comparisons between the results of the IBM study and other studies
support the distinction between power distance and collectivism. Studies
dealing with inequality show results that are more correlated with power
distance than with individualism-collectivism, and studies dealing with
the integration of individuals into groups show results more correlated

with collectivism than with power distance.*

Individualism and Collectivism
According to Occupation

One more argument in favor of distinguishing power distance from col-
lectivism is that while, as Chapter 8 showed, power distance indexes could
be computed not only for countries but also for occupations, individual-
ism indexes can be calculated only for countries, not for occupations. In a
comparison of how people in different occupations answered the fourteen
work goal questions from which the IDV was computed, their answers
could not be classified in terms of individualist or collectivist. In distin-
guishing occupations, for example, the importance of challenge and the
importance of use of skills go together, while in distinguishing countries
they are opposites. Across occupations, when personal time is rated more
important, challenge tends to be less important, while across countries the
two reinforce each other.”!

A pair of terms that can be used to distinguish occupations is ntrin-
szc versus extrinsic. These words refer to what motivates people in a job,
the work itself (intrinsically motivating jobs) or the conditions and mate-



106 DIMENSIONS OF NATIONAL CULTURES

rial rewards provided (extrinsically motivating jobs). This distinction was
popularized in the late 1950s through the research on work motivation by
the American psychologist Frederick Herzberg and his team, who argued
that the intrinsic factors are the real “motivators,” while the extrinsic
ones represent the psychological “hygiene” of the job.** People in occupa-
tions demanding more education tend to score intrinsic elements as more
important, while people in lower-status, lower- education occupations pre-
fer extrinsic elements. The intrinsic-extrinsic distinction, while useful for
distinguishing occupation cultures, in its turn is not suitable for comparing

countries.

Individualism and Collectivism in the Family

In the beginning of this chapter, individualism was associated with a
nuclear family structure and collectivism with an extended family struc-
ture, the latter leading to the distinction between in-group and out-groups.
The relationship between the individual and the group, as with other basic
elements of human culture, is first learned in the family setting. The fact
that Japan scores halfway in Table 4.1 (with a rank of 3537 and an IDV of
46) can at least partly be understood from the fact that in the traditional
Japanese family only the oldest son continued to live with the parents, thus
creating a lineal structure somewhere in between nuclear and extended.

The child who grows up among a number of elders, peers, and juniors
learns naturally to conceive of him- or herself as part of a “we,” much more
so than does the child in a nuclear family. A child of an extended family is
seldom alone, whether during the day or at night. An African student who
went to Belgium to attend university told us that this was the first time in
her life she had ever been alone in a room for any sizable length of time.
Conversely, northern European students returning from internships in Peru
or Malaysia complained that they were never left alone by their hosts.

In a situation of intense and continuous social contact, the mainten-
ance of harmony with one’s social environment becomes a key virtue that
extends to other spheres beyond the family. In most collectivist cultures,
direct confrontation of another person is considered rude and undesirable.
The word 7o is seldom used, because saying “no” zs a confrontation; “you
may be right” and “we will think about it” are examples of polite ways of

turning down a request. In the same vein, the word yes should not neces-
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sarily be inferred as an approval, since it is used to maintain the line of
communication: “yes, I heard you” is the meaning it has in Japan.

In individualist cultures, on the other hand, speaking one’s mind is a
virtue. Telling the truth about how one feels is characteristic of a sincere
and honest person. Confrontation can be salutary; a clash of opinions is
believed to lead to a higher truth. The effect of communications on other
people should be taken into account, but it does not, as a rule, justify chang-
ing the facts. Adult individuals should be able to take direct feedback con-
structively. In the family, children are instructed that one should always
tell the truth, even if it hurts. Coping with conflict is a normal part of
living together as a family.

A former Dutch missionary in Indonesia (a country with an IDV of 14
and a rank of 70-71) told about his parishioners” unexpected exegesis of the
following parable from the Bible: “A man had two sons. He went to the first
and said, ‘Son, go and work in the vineyard today’; he replied, ‘T will go, sir;
but he did not go. The man went to the second and said the same to him. He
replied, ‘T will not, but afterwards he changed his mind and did go. Which
of the two did the will of the father?”** The biblical answer is that the last
did, but the missionary’s Indonesian parishioners chose the first, for this son
observed the formal harmony and did not contradict his father. Whether he
actually went was of secondary importance. In one of Gert Jan’s classes, a
Greek student inquired, “Were others present?” If so, the first son would,
in the student’s opinion, have something going for him, for not shaming his
father in public. Greece has a culture of intermediate collectivism.

In the collectivist family, children learn to take their bearings from
others when it comes to opinions. Personal opinions do not exist: opinions
are predetermined by the group. If a new issue comes up on which there is
no established group opinion, some kind of family conference is necessary
before an opinion can be given. A child who repeatedly voices opinions
deviating from what is collectively felt is considered to have a bad charac-
ter. In the individualist family, on the contrary, children are expected and
encouraged to develop opinions of their own, and a child who always only
reflects the opinions of others is considered to have a weak character. The
behavior corresponding with a desirable character depends on the cultural
environment.

The loyalty to the group that is an essential element of the collectivist

family also means that resources are shared. If one member of an extended
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family of twenty persons has a paid job and the others do not, the earning
member is supposed to share his or her income in order to help feed the
entire family. On the basis of this principle, a family may collectively cover
the expenses for sending one member to get a higher education, expecting
that when this member subsequently gets a well-paid job, the income will
also be shared.

In individualist cultures, parents will be proud if children at an early age
take small jobs in order to earn pocket money of their own, which they alone
can decide how to spend. In the Netherlands, as in many other individual-
ist Western European countries, the government contributes substantially
to the living expenses of students. In the 1980s the system was changed
from an allowance to the parents to an allowance directly to the students
themselves, which stressed their independence. Boys and girls are treated
as independent economic actors from age eighteen onward. In the United
States it is normal for students to pay for their own studies by getting tem-
porary jobs and personal loans; without government support they, too, are
less dependent on their parents and not at all on more distant relatives.

In individualist cultures, most children expect, and are expected, to
move out of their parents” home and live on their own when they start pur-
suing higher education. In collectivist cultures, this is less the case. Euro-
barometer survey data across nineteen relatively wealthy European Union
countries show that whether young people use the argument “can’t afford
to move out” is a matter of collectivism, not of national wealth! Economic
arguments are often rationalizations of cultural values.**

Obligations to the family in a collectivist society are not only finan-
cial but also ritual. Family celebrations and observances such as baptisms,
marriages, and, especially, funerals are extremely important and should
not be missed. Expatriate managers from individualist societies are often
surprised by the family reasons given by employees from a collectivist host
society who apply for a special leave; the expatriates think they are being
fooled, but most likely the reasons are authentic.

In an individualist culture, when people meet, they feel a need to com-
municate orally. Silence is considered abnormal. Social conversations can
be depressingly banal, but they are compulsory. In a collectivist culture,
the fact of being together is emotionally sufficient; there is no compulsion
to talk unless there is information to be transferred. Raden Mas Hadjiwi-
bowo, an Indonesian businessman from a Javanese noble family, recalled

the family visits from his youth in the 1930s as follows:
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Visits among Javanese family members needed no previous appointment.
Actually that could eastly be done, for although the telephone had not come
into common use yet, one could always send a servant with a letter asking
JSor an appointment. But it was not done; it never occurred to one that a
visit would not suit the other party. It was always convenient. Unexpected
visitors did not exist. The door was (and still is) always open.

The visitors were welcomed with joyful courtesy and would be asked
to take a seat. The host and hostess hurriedly withdrew to change into
more suitable attire than their workaday clothes. Without asking, a servant
brought in coffee or tea. Cookies were offered, while in the meantime the
host and hostess had joined the party.

There we sat, but nobody spoke. We were not embarrassed by this
silence; nobody felt nervous about it. Every now and then, thoughts and
news were exchanged. But this was not really necessary. We enjoyed being
together, seeing each other again. After the first exchange of news, any other
communication was utterly redundant. If one did not have anything to say,
there was no need to recite platitudes. After an hour or so, the guests would
ask permission to leave. With mutual feelings of satisfaction, we parted. In
smaller towns on the island of Java life is still like this.*’

Eurobarometer survey data for nineteen wealthier European countries
show striking differences in the extent to which people claim to “visit a res-
taurant or bar daily”: in the more collectivist cultures, this form of social-
ization is much more normal.”*® In individualist cultures, people prefer to
meet at home, if at all: “My home is my castle” is a saying from individual-
ist Britain.

U.S. anthropologist and popular author Edward T. Hall (1914—2009)
distinguished cultures on the basis of their way of communicating along a
dimension from high-context to low-context.”” A high-context communica-
tion is one in which little has to be said or written because most of the infor-
mation is either in the physical environment or supposed to be known by the
persons involved, while very little is in the coded, explicit part of the mes-
sage. This type of communication is frequent in collectivist cultures; Had-
Jiwibowo’s family visit is a prime example. A low-context communication is
one in which the mass of information is vested in the explicit code, which is
typical for individualist cultures. Lots of things that in collectivist cultures
are self-evident must be said explicitly in individualist cultures. American

business contracts are much longer than Japanese business contracts.
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Along with harmony, another important concept in connection with
the collectivist family is shame. Individualist societies have been described
as guilt cultures: persons who infringe on the rules of society will often feel
guilty, ridden by an individually developed conscience that functions as a
private inner pilot. Collectivist societies, on the contrary, are shame cul-
tures: persons belonging to a group from which a member has infringed on
the rules of society will feel ashamed, based on a sense of collective obliga-
tion. Shame is social in nature, whereas guilt is individual; whether shame
is felt depends on whether the infringement has become known by others.
This becoming known is more of a source of shame than the infringement
itself. Such is not the case for guilt, which is felt whether or not the misdeed
is known by others.

One more concept bred in the collectivist family is_face. “Losing face,”
in the sense of being humiliated, is an expression that penetrated the Eng-
lish language from the Chinese; the English had no equivalent for it. David
Yau-Fai Ho, a Hong Kong social scientist, defined it as follows: “Face is
lost when the individual, either through his action or that of people closely
related to him, fails to meet essential requirements placed upon him by vir-
tue of the social position he occupies.” The Chinese also speak of “giving
someone face,” in the sense of honor or prestige. Basically, face describes
the proper relationship with one’s social environment, which is as essential
to a person (and that person’s family) as the front part of his or her head.
The importance of face is the consequence of living in a society that is very
conscious of social contexts. The languages of other collectivist cultures
have words with more or less similar meanings. In Greece, for example,
there is a word philotimo; Harry Triandis, a Greek American psychologist,

has written:

A person is philotimos to the extent in which he conforms to the norms and
values of his in-group. These include a variety of sacrifices that are appro-
priate for members of one’s family, friends, and others who are “concerned
with one’s welfare”; for example, for a man to delay marriage until his
sisters have married and have been provided with a proper dowry is part
of the normative expectations of traditional rural Greeks as well as rural

29

Indians (and many of the people in between).

In the individualist society, the counterpart characteristic is self-
respect, but this again is defined from the point of view of the individual,
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whereas face and philotimo are defined from the point of view of the social
environment.

Collectivist societies usually have ways of creating family-like ties with
persons who are not biological relatives but who are socially integrated
into one’s in-group. In Latin America, for example, this can be done via
the institution of compadres and comadres who are treated as relatives even
if they are not. The institution of godfathers and godmothers, which was
traditionally strong in the Catholic and Orthodox countries of Europe, is
another example. In Japan younger sons in past times became apprentices
to crafts masters through a form of adoption. Similar customs existed in
medieval central Europe.

Because people in collectivist societies have to respect the opinions of
their relatives, selection of marriage partners is a crucial event, not only
for the partners but also for both their families. The American David Buss
coordinated a survey study of criteria for selecting a potential marriage
partner.” His respondents comprised almost ten thousand young women
and men, with an average age of twenty-three, from thirty-seven coun-
tries. Universally desired characteristics of both brides and grooms were
mutual love, kindness, emotional stability, intelligence, and health. Other
characteristics varied between brides and grooms and across countries.
Country differences were primarily related to individualism. In collectivist
countries, bridegrooms preferred brides to be younger, and they put more
stress on their being wealthy, industrious, and chaste. Brides in collectivist
countries wanted their grooms to be older and wealthier, but the groom’s
industriousness to them played a smaller role, and the groom’s chastity
none at all.

The bridegrooms’ desire for chastity in their brides, however, depended
even more on the countries’ poverty than on their collectivism. Increas-
ing affluence provides women with more educational opportunities (in any
society, when education first becomes available, parents give priority to
boys, who are not needed around the house). Girls start to move around
more freely and get more opportunities for meeting boys. People have
more living space and privacy. Medical care and dissemination of informa-
tion improve, including know-how about contraception. Young people get
more opportunities for sexual exploration, and sexual norms adapt to this
situation.

The stress on the brides’ industriousness, wealth, and chastity in col-

lectivist societies is a consequence of the fact that marriage is a contract
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between families, not individuals. The bride and groom may have little say
in the choice of a partner. This does not mean that such marriages are less
happy. Research in India has shown more marital satisfaction in arranged
than in love marriages and more in Indian love marriages than in Ameri-
can marriages. While cultural individualism fosters the valuing of roman-
tic love, it can make developing intimacy problematic.” In a survey about
the role of love in marriage, answered by female and male undergraduate
students in eleven countries, one question was: “If a man (woman) had all
the other qualities you desired, would you marry this person if you were
not in love with him (her)?” The answers varied with the degree of indi-
vidualism in the eleven societies, from 4 percent “yes” and 86 percent “no”
in the United States to 50 percent “yes” and 39 percent “no” in Pakistan.*
In collectivist societies, other considerations than love weigh heavily in
marriage.

In 2005 a New York—based market research company studied the ide-
als of beauty and body image among fifteen- to seventeen-year-old girls,
through telephone interviews in cities in ten countries around the world:
Brazil, Canada, China, Germany, Great Britain, Italy, Japan, Mexico, Saudi
Arabia, and the United States. One question asked who had the most pow-
erful influence on their beauty ideals. In collectivist cultures, the respon-
dents most often referred to girlfriends—their in-group; in individualist
cultures, they most often referred to boys (in general).*

Table 4.2 summarizes the key differences between collectivist and
individualist societies described so far.

Language, Personality, and Behavior in
Individualist and Collectivist Cultures

A Japanese-Australian couple, Yoshi and Emiko Kashima, he a psycholo-
gist, she a linguist, studied the relationship between culture and language.
Among other features of languages, they studied pronoun drop, the practice of
omitting the first-person singular pronoun (“I”) from a sentence (for exam-
ple, “I love you” in Spanish: fe quiero rather than yo te quiero). They included
thirty-nine languages used in seventy-one countries and looked for correla-
tions with a number of other variables. The strongest correlation they found
was with IDV.** Languages spoken in individualist cultures tend to require
speakers to use the “I” pronoun when referring to themselves; languages
spoken in collectivist cultures allow or prescribe dropping this pronoun. The
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TABLE 4.2 Key Differences Between Collectivist and

Individualist Societies
I: General Norm and Family

COLLECTIVIST

People are born into extended
families or other in-groups that
continue protecting them in exchange
for loyalty.

Children learn to think in terms of

“ ”

we

Value standards differ for in-groups
and out-groups: exclusionism.

Harmony should always be maintained
and direct confrontations avoided.

Friendships are predetermined.

Resources should be shared with
relatives.

Adult children live with parents.

High-context communication prevails.
Frequent socialization in public
places.

Trespasses lead to shame and loss of
face for self and group.

Brides should be young, industrious,
and chaste; bridegrooms should be
older.

The most powerful influence on girls’
beauty ideals is girlfriends.

INDIVIDUALIST

Everyone grows up to look after him-
or herself and his or her immediate
(nuclear) family only.

Children learn to think in terms of “I.”

The same value standards are
supposed to apply to everyone:
universalism.

Speaking one’s mind is a
characteristic of an honest person.

Friendships are voluntary and should
be fostered.

Individual ownership of resources,
even for children.

Adult children leave the parental
home.

Low-context communication prevails.

My home is my castle.

Trespasses lead to guilt and loss of
self-respect.

Criteria for marriage partners are not
predetermined.

The most powerful influence on girls’
beauty ideals is boys in general.

English language, spoken in the most individualist countries in Table 4.1, is

the only one we know of that writes “I” with a capital letter.

Languages change over time, but only slowly. The first-person singular

pronoun was used in Western European languages in medieval poetry. An

Arab saying dating from the same period is “The satanic ‘I" be damned!™”
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The link between culture scores and language features illustrates the very
old roots of cultural differences. It is naive to expect present-day differ-
ences to disappear over anybody’s lifetime.

The Chinese-American anthropologist Francis Hsu has argued that
the Chinese language has no equivalent for personality in the Western
sense. Personality in the West is a separate entity, distinct from society
and culture: it is an attribute of the individual. The closest translation into
Chinese is ren, but this word includes not only the individual but also the
intimate societal and cultural environment that makes his or her existence
meaningful.®®

The same point was made by two U.S. psychologists, Hazel Rose
Markus and Shinobu Kitayama, the latter of Japanese descent. They argued
that many Asian cultures have conceptions of individuality that insist on
the fundamental relatedness of individuals to each other, while in America
individuals seek to maintain their independence from others by focusing
on the self and by discovering and expressing their unique inner attri-
butes. The way people experience the self differs with the culture.”” In our
interpretation, individualist cultures encourage an independent self, while
collectivist cultures encourage an interdependent self.

U.S. psychologist Solomon E. Asch (1907-96) designed a rather nasty
experiment to test to what extent U.S. individuals would stick to their own
judgment against a majority. The subject believed he or she was a mem-
ber of a group of people who had to judge which of two lines was longer.
Unknown to the subject, all other group members were confederates of
the experimenter and deliberately gave a false answer. In this situation a
sizable percentage of the subjects conformed to the group opinion against
their own conviction. Since the 1950s, this experiment has been replicated
in a number of countries. The percentage of subjects conforming to the
false judgment was negatively correlated with the countries’ IDV score.*

In Chapter 2 we referred to the relationship between personality and
national culture, established by correlating across thirty-three countries
the mean “Big Five” personality dimension scores with our culture dimen-
sion scores. There were significant correlations between country mean Big
Five scores and all four IBM culture dimensions, but the strongest cor-
relation was between extraversion and IDV.*” Extraversion (as opposed to
introversion) combines the following set of self-scored personality facets
that tend to go together: warmth, gregariousness, assertiveness, activity,
excitement seeking, and positive emotions. What the correlations show
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is that on average, people in more individualist cultures rate themselves
higher on these facets than people in more collectivist cultures. It may
seem surprising that people in cultures that encourage an independent
self tend to score themselves higher on gregariousness, but it is precisely
when relationships between people are not prescribed by the culture that
the conscious decision to get together becomes more important.

U.S. psychologist David Matsumoto analyzed a large number of stud-
ies of the recognition of emotions in facial expressions. Students classified
the emotions from photos of faces into happiness, surprise, sadness, fear,
disgust, and anger. For fifteen countries from the IBM set, percentages of
observers correctly perceiving happiness were correlated positively with
IDV, and those correctly perceiving sadness were correlated negatively.
Our interpretation is that individualist cultures encourage the showing of
happiness but discourage the sharing of sadness; collectivist cultures do
the opposite.*

U.S. professor Robert Levine asked his international students to col-
lect data on the pace of life in their hometowns. One measure collected was
walking speed, defined as the stopwatch time it took seventy healthy adults
(of both genders, fifty-fifty) to cover a distance of sixty feet in one of two
uncrowded locations in each city, when walking. Of thirty-one countries
covered, twenty-three overlapped with the IBM set. Walking speed turned
out to be strongly correlated with IDV. People in individualist cultures
tended to walk faster." We interpret this result as a physical expression of
their self-concept: people in more individualist cultures are more active in
trying to get somewhere.

Powerful information about differences in behavior across countries can
be obtained from consumer surveys. Dutch marketing professor and consul-
tant Marieke de Mooij, comparing fifteen European countries, found many
meaningful correlations between consumer behavior data and IDV.** Persons
in high-IDV countries were more likely than those in low-IDV countries to
live in detached houses versus apartments or flats. They were more likely
to have a private garden and to own a caravan (mobile home) for leisure.
They more frequently had dogs as pets and especially cats, as measured by
household consumption of pet food. (Cats are more individualistic animals
than dogs!) They were more likely to possess home and life insurance. They
more often engaged in do-it-yourself activities: painting walls and wood-
work, wallpapering, home carpentry, electrical upgrades and repairs, and

plumbing projects. In all these cases IDV explained the country differences
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better than national wealth. They all suggest a lifestyle in which the person
tries to be self-supporting and not dependent on others.

In matters of information, persons in high-IDV countries read more
books, and they were more likely to own a personal computer and a tele-
phone with voice mail. High-IDV country residents more often rated TV
advertising useful for information about new products. They relied more
on media and less on their social networks.

There is no indication that inhabitants of countries with individual-
ist cultures are healthier or unhealthier than those from countries with
collectivist ones, but the fact that people in high-IDV cultures are more
focused on the self'is visible in a greater concern for their own health than
is found in low-IDV cultures. If we limit our analysis to the higher- income
countries, where full medical provisions can be assumed to be available,
people in countries with a more individualist culture spend a larger share
of their private income on their health. Governments of the same countries
also spend a larger share of public budgets on health care.*’

Individualist and collectivist cultures deal differently with disability. A
survey among Australian health-care workers showed different reactions to
becoming disabled among the Anglo, Arabic-speaking, Chinese, German-
speaking, Greek, and Italian immigrant communities. In the individual-
ist communities (Anglo and German), people with disabilities tended to
remain cheerful and optimistic, to resent dependency and being helped, and
to plan for a future life as normal as possible. In the collectivist communities
(Greek, Chinese, Arabic), there would be more expression of grief, shame,
and pessimism; family members would be asked for advice and assistance,
and they would make the main decisions about the person’s future. The
Italians tended to be in the middle; northern Italy is more individualist, but
a large share of Italian immigrants in Australia are from the collectivist
southern region. Another study described the answers of the same panel of
health-care workers to questions about the way the different groups dealt
with children with disabilities. Again in the individualist communities, the
dominant philosophy was to treat these children as much as possible like
other children, letting them participate in all activities when this was feasi-
ble. In the collectivist communities, the disability would be seen as a shame
on the family and a stigma on its members—especially if the child was a
son—and the child would more often be kept out of sight.**

Table 4.3 summarizes the key differences between collectivist and
individualist societies from this section.
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TABLE 4.3 Key Differences Between Collectivist and

Individualist Societies

Il: Language, Personality, and Behavior

COLLECTIVIST

Use of the word “1” is avoided.
Interdependent self

On personality tests, people score
more introvert.

Showing sadness is encouraged, and
happiness discouraged.

Slower walking speed

Consumption patterns show
dependence on others.

Social network is primary source of
information.

A smaller share of both private and

public income is spent on health care.

People with disabilities are a shame
on the family and should be kept out
of sight.

INDIVIDUALIST

Use of the word “I” is encouraged.
Independent self

On personality tests, people score
more extravert.

Showing happiness is encouraged,
and sadness discouraged.

Faster walking speed
Consumption patterns show self-
supporting lifestyles.

Media is primary source of
information.

A larger share of both private and
public income is spent on health care.
People with disabilities should
participate as much as possible in
normal life.

Individualism and Collectivism at School

The relationship between the individual and the group that has been estab-

lished in a child’s consciousness during his or her early years in the fam-

ily is further developed and reinforced at school. This is clearly visible

in classroom behavior. In the context of development assistance, it often

happens that teachers from a more individualist culture move to a more

collectivist environment. A typical complaint from such teachers is that

students do not speak up, not even when the teacher puts a question to the

class. For the student who conceives of him- or herself as part of a group,

it is illogical to speak up without being sanctioned by the group to do so.

If the teacher wants students to speak up, the teacher should address a

particular student personally.
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Students in a collectivist culture will also hesitate to speak up in larger
groups without a teacher present, especially if these groups are partly com-
posed of relative strangers: out-group members. This hesitation decreases
in smaller groups. In a large, collectivist or culturally heterogeneous class,
creating small subgroups is a way to increase student participation. For
example, students can be asked to turn around in their seats and discuss
a question for five minutes in groups of three or four. Each group is asked
to appoint a spokesperson. In this way, individual answers become group
answers, and those who speak up do so in the name of their group. Often
in subsequent exercises the students will spontaneously rotate the spokes-
person role.

In the collectivist society, in-group—out-group distinctions springing
from the family sphere will continue at school, so that students from dif-
ferent ethnic or clan backgrounds often form subgroups in class. In an
individualist society, the assignment of joint tasks leads more easily to the
formation of new groups than in the collectivist society. In the latter, stu-
dents from the same ethnic or family background as the teacher or other
school officials will expect preferential treatment on this basis. In an indi-
vidualist society, this practice would be considered nepotism and intensely
immoral, but in a collectivist environment, it is immoral zof to treat one’s
in-group members better than others.

In the collectivist classroom, the virtues of harmony and maintain-
ing face reign supreme. Confrontations and conflicts should be avoided
or at least should be formulated so as not to hurt anyone; students should
not lose face if this can be avoided. Shaming (that is, invoking the group’s
honor) is an effective way of correcting offenders: they will be set straight
by their in-group members. At all times, the teacher is dealing with the
student as part of an in-group, never as an isolated individual.

In the individualist classroom, of course, students expect to be treated
as individuals and impartially, regardless of their background. Group for-
mation among students is much more ad hoc, operating according to the
task or to particular friendships and skills. Confrontations and open dis-
cussion of conflicts are often considered salutary, and face-consciousness
is weak or nonexistent.

The purpose of education is perceived differently between the indi-
vidualist and the collectivist societies. In the former it aims at preparing
the individual for a place in a society of other individuals. This means
learning to cope with new, unknown, unforeseen situations. There is a

basically positive attitude toward what is new. The purpose of learning is
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less to know how to do than to know /ow fo learn. The assumption is that
learning in life never ends; even after school and college it will continue
(for example, through postgraduate courses).

In the collectivist society, there is a stress on adaptation to the skills
and virtues necessary to be an acceptable group member. This leads to a
premium on the products of tradition. Learning is more often seen as a
onetime process, reserved for young people, who have to learn /ow to do
things in order to participate in society. It is an extended rite of passage.

The role of diplomas or certificates as a result of successful completion
of a study is also different between the two poles of the individualism-
collectivism dimension. In the individualist society, the diploma improves
not only the holder’s economic worth but also his or her self-respect: it
provides a sense of achievement. In the collectivist society, a diploma is
an honor to the holder (and his or her in-group) and entitles the holder
to associate with members of higher-status groups—for example, to get
a more attractive marriage partner. It is to a certain extent “a ticket to a
ride.” The social acceptance that comes with the diploma is more important
than the individual self-respect that comes with mastering a subject, so
that in collectivist societies, the temptation is stronger to obtain diplomas

in some irregular way, such as on the black market.

Individualism and Collectivism in the Workplace

Sons in collectivist societies are more likely than sons in individualist
societies to follow in the occupation of their fathers.*” We noticed that
Geert and Gert Jan’s operating as a father-and-son author team tends to be
admired in collectivist cultures but is sometimes scorned in individualist
ones. In more individualist societies, sons of fathers in manual occupations
will more frequently move to nonmanual occupations, and vice versa. In
more collectivist societies, occupational mobility is lower.

Employed persons in an individualist culture are expected to act
according to their own interests, and work should be organized in such
a way that this self-interest and the employer’s interest coincide. Workers
are supposed to act as “economic persons,” or as people with a combina-
tion of economic and psychological needs, but anyway as individuals with
their own needs. In a collectivist culture, an employer never hires just an
individual, but rather a person who belongs to an in-group. The employee
will act according to the interest of this in-group, which may not always
coincide with his or her individual interest: self-effacement in the interest
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of the in-group belongs to the normal expectations in such a society. Often
earnings have to be shared with relatives.

The hiring process in a collectivist society always takes the in-group
into account. Usually, preference is given to hiring relatives, first of all of
the employer, but also of other persons already employed by the company.
Hiring persons from a family one already knows reduces risks. Also, rela-
tives will be concerned about the reputation of the family and help to cor-
rect misbehavior of a family member. In the individualist society, family
relationships at work are often considered undesirable, as they may lead to
nepotism and to a conflict of interest. Some companies have a rule that if
one employee marries another, one of them has to leave.

The workplace itself'in a collectivist society may become an in-group
in the emotional sense of the word. This is more the case in some countries
than in others, but the feeling that it should be this way is nearly always
present. The relationship between employer and employee is seen in moral
terms. It resembles a family relationship with mutual obligations of pro-
tection in exchange for loyalty. Poor performance of an employee in this
relationship is no reason for dismissal: one does not dismiss one’s child.
Performance and skills, however, do determine what tasks one assigns to
an employee. This pattern of relationships is best known from Japanese
organizations. In Japan it applies in a strict sense only to the group of
permanent employees, which may be less than half of the total workforce.
Japan scores halfway on the IDV scale. In individualist societies, the rela-
tionship between employer and employee is primarily conceived of as a
business transaction, a calculative relationship between buyers and sellers
in a labor market. Poor performance on the part of the employee and a
better pay offer from another employer are both legitimate and socially
accepted reasons for terminating a work relationship.

Christopher Earley, a management researcher from the United States,
has illustrated the difference in work ethos between an individualist and a
collectivist society very neatly with a laboratory experiment. In the experi-
ment forty-eight management trainees from southern China and forty-
eight matched management trainees from the United States were given
an “in-basket task.” The task consisted of forty separate items requiring
between two and five minutes each, such as writing memos, evaluating
plans, and rating job candidates” application forms. Half of the participants
in each country were given a group goal of two hundred items to be com-
pleted in an hour by ten people; participants in the other half were each

given an individual goal of twenty items. Also, half of the participants in
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each country, both from the group goal subset and from the individual goal
subset, were asked to mark each item completed with their names, while
the other half turned them in anonymously.

The Chinese collectivist participants performed best when operating
with a group goal and anonymously. They performed worst when oper-
ating individually and with their names marked on the items produced.
The American individualist participants performed best when operating
individually and with their names marked but abysmally low when operat-
ing as a group and anonymously. All participants were also given a values
test to determine their personal individualism or collectivism: a minority
of the Chinese scored individualist, and these performed according to the
U.S. pattern; a minority of the Americans scored collectivist, and these
performed like the Chinese.*®

In practice there is a wide range of types of employer-employee rela-
tionships within collectivist and individualist societies. There are employ-
ers in collectivist countries who do not respect the societal norm to treat
their employees as in-group members, but then the employees in turn do
not repay the employers in terms of loyalty. Labor unions in such cases
may replace the work organization as an emotional in-group, and there
can be violent union-management conflicts, as in parts of India. There
are employers in individualist societies who have established strong group
cohesion with their employees, with the same protection-versus-loyalty
balance that is the norm in the collectivist society. Organization cultures
can deviate to some extent from majority norms and derive a competitive
advantage from their originality. Chapter 10 will go into these issues more
deeply.

Management in an individualist society is management of individuals.
Subordinates can usually be moved around individually; if incentives or
bonuses are given, these should be linked to an individual’s performance.
Management in a collectivist society is management of groups. The extent
to which people actually feel emotionally integrated into a work group may
differ from one situation to another. Ethnic and other in-group differences
within the work group play a role in the integration process, and managers
within a collectivist culture will be extremely attentive to such factors. It
often makes good sense to put persons from the same ethnic background
into one crew, although individualistically programmed managers usually
consider this practice dangerous and want to do the opposite. If the work
group functions as an emotional in-group, incentives and bonuses should

be given to the group, not to individuals.
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Within countries with a dominant individualist middle-class culture,
regional rural subcultures have sometimes retained strongly collectivist
elements. The same applies to the migrant-worker minorities that form
majorities among the workforce in some industries in some individualist
countries. In such cases a culture conflict is likely between managers and
regional or minority workers. This conflict expresses itself, among other
ways, in the management’s extreme hesitation to use group incentives in
cases in which such incentives would suit the culture of the workforce.

Management techniques and training packages have almost exclu-
sively been developed in individualist countries, and they are based on
cultural assumptions that may not hold in collectivist cultures. A stan-
dard element in the training of first-line managers is how to conduct
appraisal interviews, periodic discussions in which the subordinate’s per-
formance is reviewed. These sessions can form a part of management
by objectives,”” but even where MBO does not exist, conducting per-
formance appraisals and ably communicating bad news are considered
key skills for a successful manager. In a collectivist society, discussing a
person’s performance openly with him or her is likely to clash head-on
with the society’s harmony norm and may be felt by the subordinate as
an unacceptable loss of face. Such societies have more subtle, indirect
ways of supplying feedback—for example, by the withdrawal of a normal
favor or verbally via an intermediary. We know of a case in which an
older relative of a poorly performing employee, also in the service of the
employer, played this intermediary role. He communicated the bad news
to his nephew, avoiding the loss of face that a formal appraisal interview
would have provoked.

For the same reason, training methods based on honest and direct
sharing of feelings about other people, which have periodically been
fashionable in the United States with labels such as sensitivity training,
encounter groups, or transactional analysis, are unfit for use in collectivist
cultures.

The distinction between in-groups and out-groups that is so essential
in the collectivist culture pattern has far-reaching consequences for busi-
ness relationships, beyond those between employers and employees. It is
the reason behind the cultural embarrassment of Mr. Johannesson and his
Swedish superiors in Saudi Arabia, related at the beginning of this chapter.
In individualist societies, the norm is that one should treat everybody alike.
In sociological jargon this is known as unzversalism. Preferential treatment

of one customer over others is considered bad business practice and unethi-
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cal. In collectivist societies, the reverse is true. As the distinction between
“our group” and “other groups” is at the very root of people’s conscious-
ness, treating one’s friends better than others is natural and ethical and is
a sound business practice. Sociologists call this way of acting particular-
1sm; it is similar to what Misho’s analysis of the World Values Survey calls
exclusionism.

A consequence of particularist thinking is that in a collectivist society,
a relationship of trust should be established with another person before
any business can be done. Through this relationship the other is adopted
into one’s in-group and is from that moment onward entitled to prefer-
ential treatment. In Johannesson’s case this process of adoption took two
years. During this period the presence of the Swedish businessman as an
intermediary was essential. After the adoption had taken place, it became
superfluous. However, the relationship was with Johannesson personally
and not with his company. To the collectivist mind, only natural persons
are worthy of trust, and via these persons their friends and colleagues
become worthy, but not impersonal legal entities such as a company. In
summary, in the collectivist society, the personal relationship prevails over the
task and should be established first, whereas in the individualist society, the
task is supposed to prevail over any personal relationships. The naive Western
businessperson who tries to force quick business in a collectivist culture
condemns him- or herself to the role of out-group member and to negative

discrimination.

Individualism, Collectivism, and the Internet

Surveys and observations about the use of modern information and com-
munication technologies (ICT) show significant differences among coun-
tries. Most of these tools originated in a highly individualist society: the
United States. ICT tools link individuals, so these tools are more easily,
frequently, and eagerly used in individualist societies than in collectivist
societies. In the latter, people have more direct ways to relate to their social
environment. Along with societal individualism, two other cultural dimen-
sions, masculinity and uncertainty avoidance, play a role in the use of ICT;
we will deal with these influences in Chapters 5 and 6.

Eurobarometer surveys have shown that people in more individualist
European countries were more likely to have access to the Internet and to
use e-mail. They more often used the computer for shopping, banking, and
supplying information to public authorities.**
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Asked about the effects of the introduction of the Internet, respondents
in the less individualist European countries stressed that people who do
not use the Internet have more time for themselves, their family, and their
friends.*

Table 4.4 lists the key differences between collectivist and individualist
societies related to school, the workplace, and ICT.

TABLE 4.4 Key Differences Between Collectivist and Individualist Societies

Ill: School, Workplace, and ICT

COLLECTIVIST

Students speak up in class only when
sanctioned by the group.

The purpose of education is learning
how to do.

Diplomas provide entry to higher-
status groups.

Occupational mobility is lower.

Employees are members of in-groups
who will pursue the in-group’s
interest.

Hiring and promotion decisions take
employee’s in-group into account.

The employer-employee relationship is
basically moral, like a family link.

Management is management of
groups.

Direct appraisal of subordinates
spoils harmony.

In-group customers get better
treatment (particularism).

Relationship prevails over task.

The Internet and e-mail are less
attractive and less frequently used.

INDIVIDUALIST

Students are expected to individually
speak up in class.

The purpose of education is learning
how to learn.

Diplomas increase economic worth
and/or self-respect.

Occupational mobility is higher.
Employees are “economic persons”
who will pursue the employer’s
interest if it coincides with their self-
interest.

Hiring and promotion decisions are
supposed to be based on skills and
rules only.

The employer-employee relationship is
a contract between parties in a labor
market.

Management is management of
individuals.

Management training teaches the
honest sharing of feelings.

Every customer should get the same
treatment (universalism).

Task prevails over relationship.

The Internet and e-mail hold strong

appeal and are frequently used to link
individuals.
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Individualism, Collectivism, and the State

Alfred Kraemer, an American author in the field of intercultural commu-
nication, cited the following comment in a Russian literary journal by a
poet, Vladimir Korotich, who had completed a two-month lecture tour at
American universities:

Attempts to please an American audience are doomed in advance, because
out of twenty listeners five may hold one point of view, seven another, and

eight may have none at all.*

What strikes the Western reader about this comment is not the described
attitudes of American students but the fact that Korotich expected other-
wise. He was obviously accustomed to audiences in which people would
not express a confronting view, a characteristic of a collectivist culture.
Table 4.1 shows Russia to score considerably more collectivist than West-
ern countries.

Naive observers of the world political scene often see only the different
political systems and are not aware of the different mind-sets of the popu-
lations that led to and maintain these different systems. If the commonly
held value system is that collective interests should prevail over individual
interests, this leads to a different kind of state from the kind that results if
the dominant feeling is that individual interest should prevail over collec-
tive ones.

In American parlance the term collectivistis sometimes used to describe
communist political systems. Countries in Table 4.1 that had or still have
either communist or state capitalist governments are found on the medium
to low IDV—that is, the collectivist side. The weaker the individualism in
the citizens” mental software, the greater the likelihood of a dominating
role of the state in the economic system.

Since the 1990s increasing individualism has been one of the forces
leading to deregulation and reduction of public expenditures in Western
countries. Even public monopolies such as energy provision and public
transportation have sometimes been privatized at the expense of their per-
formance and reliability, for ideological rather than pragmatic reasons—
which shows the power of cultural values.

The capitalist invention of the joint-stock company—an enterprise

owned by dispersed shareholders who can trade their shares on a stock
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exchange—was made in individualist Britain and for its functioning sup-
poses an individualist mind-set among its actors.”’ In practice it is regu-
larly threatened by particularist interests, and in a curious paradox, its
supposedly free market needs strong regulation by government.

On the other hand, the economic life in collectivist societies, if not
dominated by government, is in any case based on collective interests.
Family enterprises abound; in the People’s Republic of China, after the
economic liberalization of the 1980s, villages, the army, and municipal
police corps units started their own enterprises.

Individualist countries tend to be wealthier and to have smaller power
distances than collectivist ones. This is a statistical relationship that does
not hold for all countries, but because of this relationship it is sometimes
difficult to separate the effects of wealth, individualism, and smaller power
distance on government. FFor example, political scientists have developed
an index of press freedom for a large number of countries. This index is
significantly correlated with high IDV and low PDI, but it is most strongly
correlated with national wealth. Greater press freedom in wealthier coun-
tries is a matter not only of individualism and equality but also of resources
such as more newspapers and TV channels and of interest groups with the
means to disseminate their opinions.”

The right to privacy is a central theme in many individualist societies
that does not find the same sympathy in collectivist societies, where it is
seen as normal and right that one’s in-group can at any time invade one’s
private life.

The difference between a universalist and a particularist treatment of
customers, illustrated by the Johannesson case, applies to the functioning
of the state as a whole. In the individualist society, laws and rights are sup-
posed to be the same for all members and to be applied indiscriminately to
everybody (whether this standard is always met is another question). In the
collectivist society, laws and rights may differ from one category of people
to another—if not in theory, then in the way laws are administered—and
this is not seen as wrong.

If differences in the political systems found in countries are rooted
in their citizens’ mental software, the possibility of influencing these sys-
tems by propaganda, money, or arms from another country is limited. If

the minds are not receptive to the message, propaganda and money are
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mostly wasted. Even the most powerful foreign state cannot brainwash
entire populations out of their deeply held values.

A main issue in international politics is national governments’ respect
for human rights. The Universal Declaration of Human Rights was adopted
by the United Nations in 1948. Charles Humana, a former researcher for
Amnesty International, calculated human rights ratings for a large num-
ber of countries on the basis of forty questions derived from UN criteria.
Across fifty-two countries from the IBM set, Humana’s human rights rat-
ings correlated primarily with gross national income (GNI) per capita,
which explained 50 percent of the differences; adding culture scores did
not improve the explanation. The picture changed when we looked sepa-
rately at the twenty-five wealthier countries: now the single explaining
variable, accounting for 53 percent of the differences in human rights rat-
ings, became IDV. For the remaining twenty-seven poorer countries, GNI
per capita remained the single explaining variable, but it now accounted
for only 14 percent of the differences.?” Our conclusion from these relation-
ships is that respect for human rights as formulated by the United Nations
is a luxury that wealthy countries can afford more easily than poor ones;
to what extent these wealthy countries do conform to UN criteria, how-
ever, depends on the degree of individualism in the culture. The Universal
Declaration of Human Rights and other UN covenants were inspired by
the values of the dominant powers at the time of their adoption, and these
were individualistic.

Individualism, Collectivism, and Ideas

Individualist societies not only practice individualism but also consider
it superior to other forms of mental software. Most Americans feel that
individualism is good and that it is at the root of their country’s greatness.
On the other hand, the late chairman Mao Zedong of China identified
individualism as evil. He found individualism and liberalism responsible for
selfishness and aversion to discipline; they led people to placing personal
interests above those of the group or simply to devoting too much attention
to their own things. In Table 4.1 the places with a predominantly Chinese
population all score very low on IDV (Hong Kong 25, mainland China 20,
Singapore 20, Taiwan 17).
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In the European Values Survey, which preceded the World Values Sur-
vey, representative samples of the population in nine European countries

in 1981 were asked to choose between the following statements:

A: I find that both freedom and equality are important. But if I were to
make wp my mind_for one or the other, I would consider personal freedom
more important—that is, everyone can live in_freedom and develop with-

out hindrance.

B: Certainly both freedom and equality are important. But if I were to
make up my mind for one of the two, I would consider equality more
important—that is, that nobody is underprivileged and that social class

differences are not so strong.”*

This is, of course, an ideological choice. In most of the nine European coun-
tries, respondents on average preferred freedom over equality. The French
sociologist Jean Stoetzel (1910—87), who published a brilliant analysis of the
data, has computed a ratio for each country: preference for freedom divided
by preference for equality. This ratio runs from about 1 in Spain (equal
preference) to about 3 in Great Britain (freedom three times as popular as
equality). The values of the freedom/equality ratio for the nine countries
were significantly correlated with IDV: the more individualist a country,
the stronger its citizens” preference for freedom over equality.”” Freedom
is an individualist ideal, equality a collectivist ideal.

The choice between individualism and collectivism at the society level
has considerable implications for economic theories. Economics as a disci-
pline was founded in Britain in the eighteenth century; among the found-
ing fathers, Adam Smith (1723-90) stands out. Smith assumed that the
pursuit of self-interest by individuals through an “invisible hand” would
increase the wealth of nations. This is an individualist idea from a country
that even today ranks high on individualism. Economics has remained an
individualist science, and most of its leading contributors have come from
strongly individualist nations such as Britain and the United States. How-
ever, because of the individualist assumptions on which economic theories
are based, these theories as developed in the West are unlikely to apply

in societies in which group interests prevail. This point has profound con-
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sequences for development assistance to poor countries and for economic
globalization. There is a dire need for alternative economic theories that
take into account cultural differences on this dimension.

The degree of individualism or collectivism of a society affects the con-
ceptions of human nature produced in that society. In the United States the
ideas of Abraham Maslow (1908—70) about human motivation have been and
are still influential, in particular for the training of management students
and practitioners. Maslow’s famous “hierarchy of human needs” states that
human needs can be ordered in a hierarchy from lower to higher, as fol-
lows: physiological, safety, belongingness, esteem, and self-actualization.’
In order for a higher need to appear, it is necessary that the lower needs have
been satisfied up to a certain extent. A starving person, one whose physi-
ological needs are not at all satisfied, will not be motivated by anything
other than the quest for food, and so forth. The top of Maslow’s hierarchy,
often pictured as a pyramid, is occupied by the motive of self-actualization:
realizing to the fullest possible extent the creative potential present within
the individual. This means doing one’s own thing. It goes without saying
that this can be the supreme motivation only in an individualist society. In
a collectivist culture, what will be actualized is the interest and honor of
the in-group, which may very well ask for self-effacement from many of the
in-group members. The interpreter for a group of young Americans visiting
China in the late 1970s found the idea of “doing your own thing” untrans-
latable into Chinese. Harmony and consensus are more attractive ultimate
goals for such societies than individual self-actualization.

Since Culture’s Consequences first appeared in 1980, the individualism-
collectivism dimension has gained much popularity among psychologists,
especially those from the economically emerging Asian nations. The
dimension implies that traditional psychology is as little a universal science
as traditional economics: it is a product of Western thinking, caught in
individualist assumptions. When these assumptions are replaced by more
collectivist assumptions, another psychology emerges, and it differs from
the former in important respects. For example, as we discussed earlier in
this chapter, individualist psychology is universalist, opposing the “ego”
to any “other.” In collectivist psychology, the ego is inseparable from its
social context. People in collectivist societies make exclusionist distinc-
tions: the in-group, which includes the ego, is opposed to all out-groups.
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This means that the results of psychological experiments in a collectivist

society depend on whether participants belong to the same in-group.

Table 4.5 1s a continuation of Tables 4.2, 4.3, and 4.4: it summarizes

the key differences between collectivist and individualist societies from the

last two sections.

TABLE 4.5 Key Differences Between Collectivist and Individualist Societies

IV: Politics and Ideas

COLLECTIVIST

Opinions are predetermined by group
membership.

Collective interests prevail over
individual interests.

State has dominant role in the
economic system.

Low per capita GNI

Companies are owned by families or
collectives.

Private life is invaded by group(s).

Laws and rights differ by group.

Lower Human Rights rating
Ideologies of equality prevail over
ideologies of individual freedom.
Imported economic theories are
unable to deal with collective and
particularist interests.

Harmony and consensus in society
are ultimate goals.

Patriotism is the ideal.

Outcome of psychological
experiments depends on in-group—
out-group distinction

INDIVIDUALIST

Everyone is expected to have a
private opinion.

Individual interests prevail over
collective interests.

State has restrained role in the
economic system.

High per capita GNI

Joint-stock companies are owned by
individual investors.

Everyone has a right to privacy.

Laws and rights are supposed to be
the same for all.

Higher Human Rights rating
Ideologies of individual freedom
prevail over ideologies of equality.
Native economic theories are based
on pursuit of individual self-interests.

Self-actualization by every individual
is an ultimate goal.

Autonomy is the ideal.

Outcome of psychological
experiments depends on ego-other
distinction.
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Origins of Individualism-Collectivism Differences

The origins of differences on the individualism-collectivism dimension,
just as with those on power distance, are a matter of conjecture. Never-
theless, statistical relationships with geographic, economic, and historic
variables can support the guesswork.

It is a common assumption among archaeologists that the development
of human societies started with groups of hunter-gatherer nomads; that
subsequently people settled down into a sedentary existence as farmers;
and that farming communities grew into larger settlements that became
towns, cities, and finally modern megalopolises. Cultural anthropologists
have compared present-day hunter-gatherer tribes, agricultural societies,
and urbanized societies. They have found that from the most primitive
to the most modern society, family complexity first increased and then
decreased. Hunter-gatherers tend to live in nuclear families or small bands.
Sedentary agricultural societies mostly show complex extended families
or village community in-groups. When farmers migrate to cities, the
sizes of extended families become reduced, and the typical urban fam-
ily is again nuclear. In most countries today, one finds only agricultural
and urban subcultures. FFor these two types, modernization corresponds to
individualization.

Information about one hunter-gatherer society comes from an Aus-
tralian researcher, Ray Simonsen, who administered the VSM94 (the 1994
improved version of the IBM questionnaire) to aboriginal entrepreneurs in
Darwin, Northern Territory, and to a comparable group of white Austra-
lians. Aboriginal society is still largely based on hunting and gathering.
‘While unlike the white Australians, the aborigines scored high on power
distance, low on masculinity, and high on uncertainty avoidance, on indi-
vidualism they scored as high as their white compatriots.”

In Figure 4.1 we find societies with a large traditional rural sector
mostly at the collectivist side and modern industrial societies at the indi-
vidualist side. There are some exceptions, especially in East Asia, where
Japan, South Korea, Taiwan, Hong Kong, and Singapore have retained
considerable collectivism in spite of industrialization.

As in the case of PDI in Chapter 3, we used stepwise regression to

determine what quantitative information about our countries best explained
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the differences in IDV scores. We found that a country’s IDV score can be

fairly accurately predicted from two factors:

The country’s wealth (richer countries associated with higher IDV)
[ts geographical latitude (countries closer to the equator associated
with lower IDV)

Wealth (GNI per capita at the time of the IBM surveys) explained no less
than 71 percent of the differences in IDV scores for the original fifty IBM
countries. This finding is amazing in light of the fact that the two measures
came from entirely different sources and that both were rather imprecise—
subject to measuring error.

A correlation does not show which of two related phenomena is cause
and which is effect, or whether both could be caused by a third factor. If indi-
vidualism were the cause of wealth, one should find that IDV scores relate
not only to national wealth per se but also to ensuing economic growth. The
latter is measured by the World Bank as the average annual percentage
increase in GNI per capita during a longer period. If individualism leads
to wealth, IDV should be positively correlated with economic growth in
the period following the collection of the IDV data. However, the relation-
ship between IDV scores (collected around 1970) and subsequent economic
growth was, if anything, negative: the more individualist countries showed
less, not more, economic growth than the less individualist ones.

We can draw the same conclusion by looking at the correlations of
1970 IDV with country wealth in later years. Wealth differences in 1970
explained 72 percent of IDV differences; wealth in 1980 explained 62 per-
cent; in 1990, 55 percent; and in 2000, 52 percent.”® If causality went from
IDV to subsequent GNI, the correlation should have become stronger over
time. The correlation between wealth differences in different periods is
much stronger.*

The reverse causality, national wealth causing individualism, is there-
fore more plausible.”” When a country’s wealth increases, its citizens get
access to resources that allow them to do their own thing. The storyteller
in the village market is replaced by TV sets, first one per village, but soon
more. In wealthy Western family homes, every family member may have
his or her own TV set. The caravan through the desert is replaced by a
number of buses, and these by a larger number of automobiles, until each
adult family member drives a different car. The village hut in which the
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entire family lives and sleeps together is replaced by a house with a num-
ber of private rooms. Collective life is replaced by individual life. However,
the negative relationship between individualism and economic growth for
the wealthier countries suggests that this development can lead to its own
undoing. The 2008 economic crisis started in very wealthy countries.

Besides national wealth, the only other measure statistically related to
IDV was geographic latitude: the distance from the equator of a country’s
capital city. It explained an additional 7 percent of the IDV differences.
In Chapter 3 latitude was the first predictor of power distance scores. As
we argued there, in countries with moderate and cold climates, people’s
survival depends more on their ability to fend for themselves. This circum-
stance favors educating children toward independence from more powerful
others (lower PDI). It also seems to favor a degree of individualism.

The size of the population of a country, which contributed significantly
to predicting power distance, did not relate to collectivism. The growth of
the population (average percent per year over a ten-year period) did relate
to collectivism, but its first correlation was with country wealth—in poor
countries families tend to have more children. There are a number of rea-
sons for this, the most prominent of which are poor education of women
and the expectation that children will support their parents in old age.
Children in larger families obviously are more likely to acquire collectivist
rather than individualist values.

Historical factors, apart from economic ones, can also account for part
of the country differences on this dimension, although not as clearly as in the
case of the influence of the Roman Empire on power distance. The influence
of the teachings of Confucius in the East Asian countries, to which part of
Chapter 7 will be devoted, supports the maintenance of a collectivist value
system. On the other hand, in parts of Western Europe, in particular in Eng-
land, Scotland, and the Netherlands, individualist values could be recognized
centuries ago, when the average citizen in these countries was still quite poor
and the economies were overwhelmingly rural. India is another example of

a country with a rather individualistic culture despite poverty.

The Future of Individualism and Collectivism

The deep roots of national cultures make it likely that individualism-
collectivism differences, such as power distance differences, will survive
for a long time into the future. That said, if there is to be any convergence
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between national cultures, it should be on this dimension. The strong rela-
tionship between national wealth and individualism is undeniable, with the
arrow of causality directed, as shown earlier, from wealth to individualism.
Countries having achieved fast economic development have experienced a
shift toward individualism. For example, care for elderly members by the
family is becoming less self-evident.

Nevertheless, even at equal levels of per capita income, countries also
preserve individualist and collectivist values from their history. East Asian
societies such as Japan and Korea do conserve distinctive collectivist ele-
ments in their family, school, and work spheres. Among Western countries
such as Britain, Sweden, and Germany, in spite of a noticeable convergence
toward individualism under the influence of common economic develop-
ment, relationships between the individual and the group continue to differ.
The cultures shift, but they shift together, so that their relative positions
remain intact, and there is no reason why differences between them should
disappear.

As far as the poor countries of the world are concerned, they cannot be
expected to become more individualist as long as they remain poor. Also, if
differences in wealth between rich and poor countries continue to increase
(as in many instances they do), gaps on the individualism-collectivism
dimension can only increase further.

Differences in values associated with the individualism-collectivism
dimension will continue to exist and to play a big role in international
affairs. Individualism versus collectivism as a dimension of national cul-
tures is responsible for many misunderstandings in intercultural encoun-
ters. In Chapter 11 it will be shown that many problems of such encounters
can be explained from differences on this dimension.



He, She, and (S)he

As a young Dutch engineer, Geert once applied for a junior man-
agement job with an American engineering company that had
recently settled in Flanders, the Dutch-speaking part of Belgium. He
felt well qualified, with a degree from the leading technical university
of the country, good grades, a record of active participation in student
associations, and three years” experience as an engineer with a well-
known (although somewhat sleepy) Dutch company. He had written a
short letter to the company indicating his interest and providing some
salient personal data. He was invited for an interview, and after a long
train ride he sat facing the American plant manager. Geert behaved
politely and modestly, as he knew an applicant should, and waited for the
other man to ask the usual questions that would enable him to find out

how qualified Geert was. To his surprise, the plant manager touched on

135
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very few of the areas that Geert thought should be discussed. Instead, he
asked about some highly detailed facts pertaining to Geert’s experience
in tool design, using English words that Geert did not know, and the rel-
evance of the questioning escaped him. Those were things he could learn
within a week once he worked there. After half an hour of painful misun-
derstandings, the interviewer said, “Sorry—we need a first-class man.”
And Geert was out on the street.

Assertiveness Versus Modesty

Years later Geert was the interviewer, and he met with both Dutch and
American applicants. Then he understood what had gone wrong in that
earlier case. American applicants, to Dutch eyes, oversell themselves. Their
curricula vitae are worded in superlatives, mentioning every degree, grade,
award, and membership to demonstrate their outstanding qualities. Dur-
ing the interview they try to behave assertively, promising things they
are very unlikely to realize—such as learning the local language in a few
months.

Dutch applicants, in American eyes, undersell themselves. They write
modest and usually short CVs, counting on the interviewer to find out how
good they really are by asking. They expect an interest in their social and
extracurricular activities during their studies. They are careful not to be
seen as braggarts and not to make promises they are not absolutely sure
they can fulfill.

American interviewers know how to interpret American CVs and
interviews, and they tend to discount the information provided. Dutch
interviewers, accustomed to Dutch applicants, tend to upgrade the infor-
mation. The scenario for cross-cultural misunderstanding is clear. To an
uninitiated American interviewer, an uninitiated Dutch applicant comes
across as a sucker. To an uninitiated Dutch interviewer, an uninitiated
American applicant comes across as a braggart.

Dutch and American societies are reasonably similar on the dimen-
sions of power distance and individualism as described in the two previous
chapters, but they differ considerably on a third dimension, which opposes,
among other things, the desirability of assertive behavior against the desir-
ability of modest behavior. We will label it masculinity versus femininity.
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Genders and Gender Roles

All human societies consist of men and women, usually in approximately
equal numbers. They are biologically distinct, and their respective roles
in biological procreation are absolute. Other physical differences between
women and men, not directly related to the bearing and begetting of chil-
dren, are not absolute but statzstical. Men are on average taller and stronger,
but many women are taller and stronger than quite a few men. Women
have on average greater finger dexterity and, for example, faster metabo-
lism, which enables them to recover faster from fatigue, but some men excel
in these respects.

The absolute and statistical biological differences between men and
women are the same the world over, but the social roles of men and women
in society are only partly determined by the biological constraints. Every
society recognizes many behaviors, not immediately related to procreation,
as more suitable to females or more suitable to males, but which behaviors
belong to either gender differs from one society to another. Anthropolo-
gists having studied nonliterate, relatively isolated societies stress the wide
variety of social sex roles that seem to be possible.! For the biological
distinction, this chapter will use the terms male and female; for the social,
culturally determined roles, the terms are masculine and_feminine. The lat-
ter terms are relative, not absolute: a man can behave in a “feminine” way
and a woman in a “masculine” way; this means only that they deviate from
certain conventions in their society.

‘Which behaviors are considered feminine or masculine differs not only
among traditional societies but also among modern societies. This is most
evident in the distribution of men and women over certain professions.
‘Women dominate as doctors in Russia, as dentists in Belgium, and as shop-
keepers in parts of West Africa. Men dominate as typists in Pakistan and
form a sizable share of nurses in the Netherlands. Female managers are vir-
tually nonexistent in Japan but frequent in the Philippines and Thailand.

In spite of the variety found, there is a common trend among most
societies, both traditional and modern, as to the distribution of social sex
roles. From now on, this chapter will use the more politically correct term
gender roles. Men are supposed to be more concerned with achievements

outside the home—hunting and fighting in traditional societies, the same
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but translated into economic terms in modern societies. Men, in short, are
supposed to be assertive, competitive, and tough. Women are supposed to
be more concerned with taking care of the home, of the children, and of
people in general—to take the tender roles. It is not difficult to see how
this role pattern is likely to have developed: women first bore the children
and then usually breast-fed them, so at least during this period they had
to stay close to the children. Men were freer to move around, to the extent
that they were not needed to protect women and children against attacks
by other men and by animals.

Male achievement reinforces masculine assertiveness and competition;
female care reinforces feminine nurturance and a concern for relationships
and for the living environment.” Men, taller and stronger and free to get
out, tend to dominate in social life outside the home; inside the home a
variety of role distributions between the genders is possible. The role pat-
tern demonstrated by the father and mother (and possibly other family
members) has a profound impact on the mental software of the small child
who is programmed with it for life. Therefore, it is not surprising that one
of the dimensions of national value systems is related to gender role models
offered by parents.

The gender role socialization that started in the family continues in
peer groups and in schools. A society’s gender role pattern is daily reflected
in its media, including TV programs, motion pictures, children’s books,
newspapers, and women’s journals. Gender role—confirming behavior is
a criterion for mental health.” Gender roles are part and parcel of every
society.

Masculinity-Femininity as a
Dimension of Societal Culture

Chapter 4 referred to a set of fourteen work goals in the IBM question-
naire: “Iry to think of those factors that would be important to you in an
ideal job; disregard the extent to which they are contained in your present
job.” The analysis of the answers to the fourteen work goal items produced
two underlying dimensions. One was indrvidualism versus collectrvism: the
importance of personal time, freedom, and challenge stood for individual-
ism, while the importance of training, physical conditions, and use of skills

stood for collectivism.



He, She, and (S)he 139

The second dimension came to be labeled masculinity versus femininaty.
It was associated most strongly with the importance attached to the fol-
lowing work goal items:

For the masculine pole

1. Earnings: have an opportunity for high earnings

2. Recognition: get the recognition you deserve when you do a good
job

3. Advancement: have an opportunity for advancement to higher-level
jobs

4. Challenge: have challenging work to do—work from which you can
get a personal sense of accomplishment

For the opposite, feminine pole
. Manager: have a good working relationship with your direct superior
. Cooperation: work with people who cooperate well with one another

Living area: live in an area desirable to you and your family

® N O o

. Employment security: have the security that you will be able to

work for your company as long as you want to

Note that the work goal challenge was also associated with the individual-
ism dimension (Chapter 4). The other seven goals are associated only with
masculinity or femininity.

The decisive reason for labeling the second work goals dimension mas-
culinity versus femininityis that this dimension is the only one on which the men
and the women among the IBM employees scored consistently differently (except,
as will be shown, in countries at the extreme feminine pole). Neither power
distance nor individualism nor uncertainty avoidance showed a systematic
difference in answers between men and women. Only the present dimen-
sion produced such a gender difference, with men attaching greater impor-
tance to, in particular, work goals 1 and 8 and women to goals 5 and 6. The
importance of earnings and advancement corresponds to the masculine,
assertive, and competitive social role. The importance of relations with
the manager and with colleagues corresponds to the caring and social-
environment-oriented feminine role.

As in the case of the individualism versus collectivism dimension, the

eight items from the IBM questionnaire do not cover all there is to the dis-
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tinction between a masculine and a feminine culture in society. They just
represent the aspects of this dimension that were represented by questions
in the IBM research. Again the correlations of the IBM country scores
with non-IBM data about other characteristics of societies allow for a full
grasp of what the dimension encompasses.

The differences in mental programming among societies related to
this new dimension are social but are even more emotional. Social roles
can be imposed by external factors, but what people feel while playing
them comes from the inside. This state of affairs leads us to the following

definition:

A society is called masculine when emotional gender roles are clearly
distinct: men are supposed to be assertive, tough, and focused on material
success, whereas women are supposed to be more modest, tender, and con-
cerned with the quality of life.

A soctety is called feminine when emotional gender roles overlap:
both men and women are supposed to be modest, tender, and concerned
with the quality of life.

For the countries in the IBM database, masculinity index (MAS) values
were calculated in a way similar to individualism index values (Chapter
4). MAS was based on the country’s factor score in a_factor analysis of the
fourteen work goals. Scores were put into a range from about 0 for the most
feminine country to about 100 for the most masculine country through
multiplying the factor scores by 20 and adding 50. For follow-up studies,
an approximation formula was used in which MAS was directly computed
from the mean scores of four work goals.

Country MAS scores are shown in Table 5.1. As with the scores for
power distance and individualism, the masculinity scores represent relative,
not absolute, positions of countries. Unlike with individualism, masculinity
is unrelated to a country’s degree of economic development: we find rich
and poor masculine and rich and poor feminine countries.

The most feminine-scoring countries (ranks 76 through 72) were Swe-
den, Norway, Latvia, the Netherlands, and Denmark; Finland came close
with a rank of 68. The lower third of Table 5.1 further contains some Latin
countries: Costa Rica, Chile, Portugal, Guatemala, Uruguay, El Salvador,
Peru, Spain, and France; and some Eastern European countries: Slovenia,
Lithuania, Estonia, Russia, Croatia, Bulgaria, Romania, and Serbia. From

Asia it contains Thailand, South Korea, Vietnam, and Iran. Other femi-
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nine-scoring cultures were the former Dutch colony of Suriname in South
America, the Flemish (Dutch-speaking Belgians), and countries from the
East African region.

The top third of Table 5.1 includes all Anglo countries: Ireland,
Jamaica, Great Britain, South Africa, the United States, Australia, New
Zealand, and Trinidad. Also from Europe are Slovakia (with a rank of 1),
Hungary, Austria, German-speaking Switzerland, Italy, Germany, Poland,
and the French-speaking Belgians and Swiss. In Asia are Japan (rank 2),
China, and the Philippines. From Latin America are the larger countries
around the Caribbean—Venezuela, Mexico, and Colombia—and Ecuador.

The United States scored 62 on MAS (rank 19) and the Netherlands
14 (rank 73), so these two countries figuring in the story at the beginning
of this chapter were markedly far apart.

Masculinity and Femininity in Other
Cross-National Studies

Masculinity-femininity has been the most controversial of the five dimen-
sions of national cultures. This is a matter not only of labeling (users are
free to adapt the labels to their taste—for instance, performance-oriented
versus cooperation-oriented) but also of recognizing that national cultures
do differ dramatically on the value issues related to this dimension. At the
same time, ever since Geert’s first publication on the subject in the 1970s, the
number and scope of validations of the dimension have continued to grow.
Several of these validations have been bundled in a 1998 book, Masculinity
and Femininity: The Taboo Dimension of National Cultures.* Of note is that the
dimension is politically incorrect mainly in masculine cultures such as the
United States and the UK, but not in feminine cultures such as Sweden and
the Netherlands. Taboos are strong manifestations of cultural values.

One reason the masculinity-femininity dimension is not recognized
is that it is entirely unrelated to national wealth. For the other three IBM
dimensions, wealthy countries are more often found on one of the poles
(small power distance, individualist, and somewhat weaker uncertainty
avoidance), and poor countries on the other. The association with wealth
serves as an implicit justification that one pole must be better than the

other. For masculinity-femininity, though, this does not work. There are
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just as many poor as there are wealthy masculine, or feminine, countries.
So, wealth is no clue on which to base one’s values, and this fact unsettles
people. In several research projects, the influence of MAS became evident
only after the influence of wealth had been controlled for.

From the six major replications of the IBM surveys described earlier
in Table 2.1, five found a dimension similar to masculinity-femininity. The
sixth, Shane’s study among employees of six other international companies,
excluded the questions related to MAS because the dimension was consid-
ered offensive. What is not asked cannot be found. In Sendergaard’s review
of nineteen smaller replications, also mentioned in Chapter 2, fourteen
confirmed the MAS differences. This in itself'is a statistically significant
result.’

Schwartz’s value study among elementary school teachers produced a
country-level mastery dimension that correlated significantly with MAS.
Mastery combines the values ambitious, capable, choosing own goals, daring,
independent, and successful, all on the positive pole. These values clearly
confirm a masculine ethos.”

Robert House, when designing the GLOBE study, meant to replicate
the Hofstede study, but he did not go as far as using the taboo terms mascu-
linity and femininity. Instead, GLOBE included four other dimensions with
potential conceptual links to Geert’s masculinity versus femininity dimen-
sion: assertiveness, gender egalitarianism, humane orientation, and performance
orzentation. Across forty-eight common countries, the only GLOBE dimen-
sion significantly correlated with MAS was assertiveness “as is,” but we
came closer to our MAS dimension with a combination of assertiveness “as
1s” and assertiveness “should be.” GLOBE did tap the assertiveness aspect
of our MAS dimension, although in a diluted form.

From the other potentially associated GLOBE dimensions, gender
egalitarianism, both “as is” and “should be,” correlated not with MAS but
with our IDV. In Chapter 4 some aspects of gender equality in society (men
make better leaders; women should be chaste, but men don’t need to be)
were shown to relate to collectivism. Gender equality has a lot to do with
women’s education level, which relates strongly to national wealth and
therefore indirectly to individualism. The relationships of women’s and
men’s roles to the MAS dimension, as this chapter will show, are more on

the emotional level.
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Performance orientation “as is” correlated negatively with our wncer-
tainty avordance (UAI, see Chapter 6), and performance orientation “should
be” correlated negatively with long-term orientation (LTO, see Chapter 7).
Humane orientation “as is” and “should be” produced no significant correla-
tions. We doubt whether this GLOBE dimension makes any sense at all.?

Masculinity Versus Individualism

In the literature the distinction between country-level masculinity and
femininity is easily confused with the distinction between individualism
and collectivism. Authors from the United States tend to classify feminine
goals as collectivist, whereas a student from Korea in her master’s thesis
classified masculine goals as collectivist.

In reality the individualism-collectivism and masculinity-femininity
dimensions are independent, as is evident in Figure 5.1, in which the two
dimensions are crossed. All combinations occur with about equal fre-
quency. The difference between them is that individualism-collectivism is
about “I” versus “we,” independence from in-groups versus dependence on
in-groups. Masculinity-femininity is about a stress on ego versus a stress
on relationship with others, regardless of group ties. Relationships in col-
lectivist cultures are basically predetermined by group ties: “groupiness”
is collectivist, not feminine. The biblical story of the Good Samaritan who
helps a Jew in need—someone from another ethnic group—is an illustra-
tion of feminine and not of collectivist values.

As we mentioned in Chapter 4, Inglehart’s overall analysis of the World
Values Survey found a key dimension, well-being versus survival, that was
associated with the combination of high IDV and low MAS." This means
that the highest stress on well-being occurred in individualist, feminine
societies (such as Denmark), while the highest stress on survival was found
in collectivist, masculine societies (such as Mexico). We will meet this
dimension from Inglehart again in Chapter 8, relating it to Misho’s new
dimension indulgence versus restraint.

Are Masculinity and Femininity One or
Two Dimensions?
As in the case of individualism and collectivism, the objection is some-

times made that masculinity and femininity should be seen as two separate
dimensions. Again the answer to the question of whether were talking
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FIGURE 5.1 Masculinity Versus Individualism
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about one dimension or two is that it depends on our level of analysis.

It depends on whether we try to compare the cultures of entire societies

(which is what this book is about) or to compare individuals within societ-

ies. An individual can be both masculine and feminine at the same time,"

but a country culture is either predominantly one or predominantly the

other. If in a country more people hold masculine values, fewer people hold

feminine values.
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Country Masculinity Scores by Gender and
Gender Scores by Age

Country MAS scores were also computed separately for men and women.'
Figure 5.2 shows in simplified form the relationship between masculin-
ity by gender and masculinity by country. It reveals that from the most
feminine (tender) countries to the most masculine (tough) countries, both
the values of men and of women became tougher, but the country differ-
ence was larger for men than for women. In the most feminine countries,
Sweden and Norway, there was no difference between the scores of men
and women, and both expressed equally tender, nurturing values. In the
most masculine countries in the IBM database, Japan and Austria, the
men scored very tough and the women fairly tough, but the gender gap
was largest. From the most feminine to the most masculine country, the
range of MAS scores for men was about 50 percent wider than the range
for women. Women’s values differ less among countries than men’s values

FIGURE 5.2 Country Masculinity Scores by Gender
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do, and a country’s femininity is more clearly reflected in the values of'its
men than in those of its women. Women across countries can be expected
to agree more easily on issues in which ego values are at stake. A U.S. best-
seller was called Men Are from Mars, Women Are from Venus, but in feminine
cultures both sexes are from Venus.'

Richard Lynn, from Northern Ireland, collected data about attitudes
toward competitiveness and money from male and female university
students in forty-two countries. Overall, men scored higher on com-
petitiveness than women. In a reanalysis, Evert van de Vliert, from the
Netherlands, showed that the ratio between men’s and women’s scores was
significantly correlated with MAS. It was lowest in Norway, where the
women rated their competitiveness higher than the men, and was highest
in Germany."

Figure 5.3 shows schematically the age effects on masculinity values.'
When people grow older, they tend to become more social and less ego
oriented (lower MAS). At the same time, the gap between women’s and

FIGURE 5.3 MAS Scores by Gender and Age
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men’s MAS values becomes smaller, and at around age forty-five it has
closed completely. This is the age at which a woman’s role as a potential
child-bearer has generally ended; there is no more biological reason for her
values to differ from a man’s (except that men can still beget).

This development fits the observation that young men and women
foster more technical interests (which could be considered masculine), and
older men and women foster more social interests. In terms of values (but
not necessarily in terms of energy and vitality), older persons are more

suitable as people managers and younger persons as technical managers.

Masculinity and Femininity According
to Occupation

In the IBM research, occupations could (on the basis of the values of those
who were engaged in them) be ordered along a tough-tender dimension. It
did make sense to call some occupations more masculine and others more
feminine. It was no surprise that the masculine occupations were mostly
filled by men, and the feminine occupations mostly by women. However,
the differences in values were not caused by the gender of the occupants.
Men in feminine occupations held more feminine values than women in
masculine occupations.

The ordering of occupations in IBM from most masculine to most
feminine was as follows:

Sales representatives

Engineers and scientists
Technicians and skilled craftspeople
Managers of all categories
Semiskilled and unskilled workers

o o M 0w N PR

Office workers

Sales representatives were paid on commission, in a strongly competitive
climate. Scientists, engineers, technicians, and skilled workers focused
mostly on technical performance. Managers dealt with both technical
and human problems, in roles with both assertive and nurturing elements.
Unskilled and semiskilled workers had no strong achievements to boast
of but usually worked in cooperative teams. Office workers also were less
oriented toward achievements and more toward human contacts with insid-
ers and outsiders.
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Masculinity and Femininity in the Family

As only a small part of gender role differentiation is biologically deter-
mined, the stability of gender role patterns is almost entirely a matter of
socialization. Socialization means that both girls and boys learn their place
in society, and once they have learned it, the majority of them want it that
way. In male-dominated societies, most women want the male dominance.

The family is the place where most people received their first social-
ization. The family contains two unequal but complementary role pairs:
parent-child and husband-wife. The effects of different degrees of inequal-
ity in the parent-child relationship were related to the dimension of power
distance in Chapter 3. The prevailing role distribution between husband
and wife is reflected in a society’s position on the masculinity-femininity
scale.

Figure 5.4 crosses PDI against MAS. In the right half of the diagram
(where PDI values are high), inequality between parents and children is
a societal norm. Children are supposed to be controlled by obedience. In
the left half, children are controlled by the examples set by parents. In the
lower half of the diagram (where MAS scores are high), inequality between
fathers” and mothers’ roles (father tough, mother less tough) is a societal
norm. Men are supposed to deal with facts, women with feelings. In the
upper half, both men and women are allowed to deal with the facts and
with the soft things in life.

Thus, the lower right-hand quadrant (unequal and tough) stands for a
norm of a dominant, tough father and a submissive mother who, although
also fairly tough, is at the same time the refuge for consolation and tender
feelings. This quadrant includes the Latin American countries in which
men are supposed to be macho. The complement of machismo for men is
marianismo (being like the Virgin Mary) or hembrismo (from hembra, a
female animal) for women: a combination of near-saintliness, submissive-
ness, and sexual frigidity."®

The upper right-hand quadrant (unequal and tender) represents a
societal norm of two dominant parents, sharing the same concern for the
quality of life and for relationships, both providing at times authority and
tenderness.

In the countries in the lower left-hand quadrant (equal and tough), the
norm is for nondominant parents to set an example in which the father is
tough and deals with facts and the mother is somewhat less tough and deals
with feelings. The resulting role model is that boys should assert them-
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FIGURE 5.4 Power Distance Versus Masculinity
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selves and girls should please and be pleased. Boys don’t cry and should
fight back when attacked; girls may cry and don’t fight.

Finally, in the upper left-hand quadrant (equal and tender), the norm
is for mothers and fathers not to dominate and for them both to be con-
cerned with relationships, with the quality of life, with facts, and with feel-
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ings, setting an example of a relative equality of gender roles in the family
context.

In Chapter 4 we referred to a 2005 market research study regarding
ideals of beauty and body image among fifteen- to seventeen-year-old girls
from ten countries around the world. As the source of the most powerful
influence on their beauty ideals, girls in feminine cultures more often men-
tioned their father and their mother. In the case of the mother’s influence,
(higher) power distance also played a role. In masculine cultures, girls most
often referred to the media and to celebrities.”

In Chapter 8 we referred to Eurobarometer data about full-time and
part-time work between sets of parents. Whether the second parent worked
full-time or part-time related to power distance. The same database also
registered the frequency of cases in which one parent worked full-time
and the other looked after the children full-time. This percentage related
positively to MAS. In more masculine cultures, the strict role division
between a father who earns the family income and a mother who handles
the household is relatively more common.'

Studies of schoolchildren in the United States asked boys and girls
why they chose the games they played. Boys chose games allowing them
to compete and excel; girls chose games for the fun of being together and
for not being left out. Repeating these studies in the Netherlands, Dutch
researcher Jacques van Rossum found no significant differences in play-
ing goals between boys and girls; thinking he made an error, he tried
again, but with the same negative result. Child socialization in the feminine
Dutch culture differs less between the sexes."

The family context in Figure 5.4 depends also on individualism-
collectivism. Individualist societies include one-parent families in which
role models are incomplete or in which outsiders perform the missing func-
tions. Collectivist societies maintain extended family links, and the center
of authority could very well be the grandfather as long as he is still alive,
with the father as a model of obedience.

Chapter 4 mentioned as well a massive study by David Buss and his
assoclates regarding the selection of marriage partners in thirty-seven
countries. Preferences were strongly related to individualism and collec-
tivism, but further analysis showed that certain differences between the
preferences of brides and grooms were related to MAS. Masculine cultures
tended to show a double morality in which the chastity and the industrious-
ness of the partner were considered important only by the men. In feminine
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cultures, they were seen as equally important or unimportant by brides and
grooms alike.””

In 1993 a Japanese market research agency, Wacoal, asked young
working women in eight Asian capital cities for their preferred charac-
teristics of husbands and of steady boyfriends. In the masculine cultures,
husbands should be healthy, wealthy, and understanding, while boyfriends
should exhibit personality, affection, intelligence, and a sense of humor.
In the more feminine cultures, there was hardly any difference between
the preferred characteristics of husbands and of boyfriends. If we see the
boyfriend as the symbol of love and the husband as the symbol of family
life, this means that in the masculine countries, love and family life were
more often seen as separate, whereas in the feminine countries, they were
expected to coincide. In the feminine countries, the husband was the boy-
friend. A unique aspect of this analysis was that the comparison with the
IBM data was made exclusively across Asian countries, showing that the
masculinity-femininity dimension could also be validated without includ-
ing European countries.”'

U.S. anthropologist Margaret Mead once observed that in the United
States boys become less attractive sex partners by career failure, girls by
career success.”” In Japan a woman’s marriage chances diminish if she has
a career of her own.

Table 5.2 summarizes the key issues described so far on which mascu-
line and feminine societies tend to differ.

Masculinity and Femininity in
Gender Roles and Sex

The Wacoal survey also asked young working women in eight Asian cities
whether they thought certain characteristics applied to men, to women, or
to both. Answers differed between masculine and feminine countries. In
the more masculine countries, sense of responsibility, decisiveness, liveli-
ness, and ambitiousness were considered characteristics for men only, while
caring and gentleness were seen as for women only. In the more feminine
cultures, all these terms were considered as applying to both genders.*’
Whereas gender roles in the family strongly affect the values about
appropriate behavior for boys and for girls, they do not have immediate
implications for the distribution of gender roles in the wider society. As
argued earlier in this chapter, men, being on average taller and stronger
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TABLE 5.2 Key Differences Between Feminine and Masculine Societies

I: General Norm and Family

FEMININE

Relationships and quality of life are
important.

Both men and women should be
modest.

Both men and women can be tender
and focus on relationships.

In the family, both fathers and
mothers deal with facts and feelings.

Girls’ beauty ideals are most
influenced by the father and mother.

Parents share earning and caring
roles.

Both boys and girls are allowed to cry,
but neither should fight.

Boys and girls play for the same
reasons.

The same standards apply for
bridegrooms and brides.

Husbands should be like boyfriends.

MASCULINE

Challenge, earnings, recognition, and
advancement are important.

Men should be assertive, ambitious,
and tough.

Women are supposed to be tender
and to take care of relationships.

In the family, fathers deal with facts,
and mothers deal with feelings.

Girls’ beauty ideals are most
influenced by the media and by
celebrities.

The standard pattern is that the
father earns, and the mother cares.
Girls cry, but boys don’t; boys should
fight back, and girls shouldn’t fight
at all.

Boys play to compete; girls play to be
together.

Brides need to be chaste and
industrious; grooms don’t.

Husbands should be healthy, wealthy,
and understanding; boyfriends should
be fun.

and free to get out, have traditionally dominated in social life outside the

home in virtually all societies. Only exceptional and usually upper-class

women had the means to delegate their child-rearing activities to others

and to step into a public role. If women entered dominant positions in

society at all, this was mostly after the age of forty-five, when their mother

status changed into grandmother status. Unmarried women were, and still

are, rare in traditional societies and often discriminated against.

The much greater liberty of choice among social roles that women in

modern industrialized societies enjoy, beyond those of wife, mother, and
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housekeeper, is a recent phenomenon. Its impact on the distribution of
gender roles outside the home follows more slowly. Therefore, a country’s
position on the masculinity-femininity scale need not be closely related to
women’s activities outside the family sphere. Economic possibilities and
necessities play a bigger role in this respect than values.

A masculine gender role model is pictured in the following description
of a popular U.S. movie:

Lucas, a 14-year-old boy, is unlike other kids. He’s slight, inquisitive, and
something of a loner, more interested in science and symphonies than in
football and parties. But when he meets Maggie, a lovely 16-year-old girl
who has just moved to town, things change. They become friends—but for
Lucas it is more than friendship.

During the summer they seem to have the same idea: football players
and cheerleaders are superficial; but when school begins, Maggie shows an
increasing interest in this side of school life, leaving Lucas out in the cold.
He watches from the sidelines as Maggie becomes a cheerleader and starts
dating Cappie Roew, the captain of the football team.

Suddenly, Lucas wants to “belong,” and in his attempt to win back
Maggie, risks life and limb in the game of football. . . **

Mainstream movies are modern myths—they create hero models accord-
ing to the dominant culture of the society in which they are made. Both
Lucas and Maggie in this movie go through a rite of passage toward their
rightful roles in a society in which men fight while playing football and
girls stand adoringly and adorably by on the sidelines as cheerleaders.
Femininity should not be confused with feminism. Feminism is an ide-
ology, either organized or not, that wants to change the role of women in
society. The masculinity-femininity dimension is relevant to this ideology
because across countries we find a more masculine and a more feminine
form of feminism. The masculine form claims that women should have the
same possibilities that men have. In terms of Figure 5.2, it wants to move
the female line up toward the male line; this could also be achieved by mov-
ing the entire society toward the right. The feminine form wants to change
society, men included. It calls for not only women’s liberation but men’s lib as
well. In Figure 5.2 this could be achieved by moving the male line downward

toward the female line or by moving the entire society toward the left.
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Obviously, a country’s position on the masculinity-femininity scale also
affects its norms about sexual behavior.*” Feelings about sex and ways in
which sex is practiced and experienced are culturally influenced. Although
individuals and groups within countries differ, too, women and men are
affected by the written and unwritten norms of their country’s culture.

The basic difference in sexual norms between masculine and feminine
cultures follows the pattern of Figure 5.2. Masculine countries tend to
maintain different standards for men and for women: men are the subjects,
women the objects. In the section on family, we already found this double
moral standard in masculine cultures with regard to the chastity of brides:
women should be chaste, but men need not. It can also be noticed in norms
about nudity in photos and movies: the taboo on showing naked men is
much stronger than on showing naked women. Feminine cultures tend
to maintain a single standard—equally strict or equally loose—for both
sexes, and no immediate link is felt between nudity and sexuality.

Sex is more of a taboo subject in masculine than in feminine cultures.
This is evident in information campaigns for the prevention of AIDS,
which in feminine countries tend to be straightforward, whereas in mas-
culine countries they are restricted by what can be said and what cannot.
Paradoxically, the taboo also makes the subject more attractive, and there
is more implicit erotic symbolism in TV programs and advertising in mas-
culine than in feminine countries.

Double standards breed a stress on sexual performance: “scoring” for
men, and a feeling of being exploited for women. In single-standard femi-
nine countries, the focus for both is primarily on the relationship between
two persons.

In the 1980s Geert was involved in a large survey study on organi-
zational cultures in Denmark and the Netherlands.”® The questionnaire
contained among other items a list of possible reasons for dismissal. In a
feedback session in Denmark, Geert asked respondents why nobody in their
company had considered “a married man having sexual relationships with
a subordinate” as a valid reason for the man’s dismissal. A woman stood up
and said, “Either she likes it, and then there is no problem, or she doesn’t
like it, and then she will tell him to go to hell.” There are two pertinent
assumptions in this answer: (most) Danish subordinates will not hesitate
to speak up to their bosses (small power distance), and (most) male Danish

bosses will “go to hell” if told so by a female subordinate (femininity).
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In a study of “sexual harassment” in four countries in the 1990s, Bra-
zilian students of both sexes differed from their colleagues in Australia, the
United States, and Germany. They saw sexual harassment less as an abuse
of power, less as related to gender discrimination, and more as a relatively
harmless pastime.”” Brazil in the IBM research scored lower on MAS than
the three other countries (49, versus 61, 62, and 66, respectively).

Attitudes toward homosexuality are also affected by the degree of
masculinity in the culture. In a comparison among Australia, Finland,
Ireland, and Sweden, it was found that young homosexuals had more prob-
lems accepting their sexual orientation in Ireland and Australia, less in
Finland, and least in Sweden. This is the order of the countries on MAS.
Homosexuality tends to be felt as a threat to masculine norms and rejected
in masculine cultures; this attitude is accompanied by an overestimation of
its frequency. In feminine cultures, homosexuality is more often considered
a fact of life.”®

Culture is heavy with values, and values imply judgment. The issues in
this section are strongly value-laden. They are about moral and immoral,
decent and indecent behavior. The comparisons offered should remind us
that morality is in the eye of the beholder, not in the act itself. There is no
one best way, neither in social nor in sexual relationships; any solution is
the best according to the norms that come with it.

Table 5.3 follows on Table 5.2 and summarizes the key issues from the
past two sections on which masculine and feminine societies were shown
to differ.

Masculinity and Femininity in Education

A Dutch management consultant taught part of a course for Indonesian
middle managers from a public organization that operated all over the
archipelago. In the discussion following one of his presentations, a Javanese
participant made a particularly lucid comment, and the teacher praised him
openly. The Javanese responded, “You embarrass me. Among us, parents
never praise their children to their face.”®

This anecdote illustrates two things. First, it demonstrates how
strong, at least in Indonesia, is the transfer of behavior models from the
family to the school situation, the teacher being identified with the father.
Second, it expresses the virtue of modesty in the Javanese culture to an
extent that even surprised the Dutchman. Indonesia is a multiethnic coun-
try, one for which national culture scores may be misleading. Indonesians
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TABLE 5.3 Key Differences Between Feminine and Masculine Societies

Il: Gender and Sex

FEMININE

Being responsible, decisive,
ambitious, caring, and gentle is for
women and men alike.

Girls don’t cheer for boys.

Women'’s liberation means that men
and women take equal shares both at
home and at work.

Single standard: both sexes are
subjects.

Same norms for showing male or
female nudity

Explicit discussion of sex, less
implicit symbolism

Sex is a way for two persons to relate.

Sexual harassment is a minor issue.

Homosexuality is considered a fact
of life.

MASCULINE

Being responsible, decisive, and
ambitious is for men; being caring
and gentle is for women.

Women’s ambition is channeled
toward men’s success.

Women'’s liberation means that
women are admitted to positions so
far occupied by men.

Double standards: men are subjects,
women objects.

Stronger taboo on showing male than
female nudity

Taboo on explicit discussion of sex,
but implicit erotic symbolism
Performance for a man can be
exploitation for a woman.

Sexual harassment is a big issue.

Homosexuality is considered a threat
to society.

agree that especially on the tough-tender dimension, ethnic groups within
the country vary considerably, with the Javanese taking an extreme posi-
tion toward the tender side. The Dutch consultant said that even some of
the other Indonesians were surprised by the Javanese’s feelings. A Batak
trom the island of Sumatra said that he now understood why his Javanese
boss never praised him when he himself felt that praise should have been
due. In feminine cultures, teachers will rather praise weaker students, in
order to encourage them, than openly praise good students. Awards for
excellence—whether for students or for teachers—are not popular; in fact,
excellence is a masculine term.*

For a number of years Geert taught U.S. students in a semester-long
program of European studies at a Dutch university. To some of the Ameri-
cans, he gave the assignment to interview Dutch students about their goals

in life. The Americans were struck by the fact that the Dutch seemed much
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less concerned with grades than they expected. Passing was considered
enough; excelling was not an openly pronounced goal. Gert Jan’s experi-
ences with students from all over the world are similar. Students from
masculine countries may ask to take an exam again after passing with a
mediocre grade—Dutch students almost never do so. Such experiences in
teaching at home and abroad and discussions with teachers from different
countries have led us to conclude that in the more feminine cultures, the
average student is considered the norm, while in more masculine countries,
the best students are the norm. Parents in these masculine countries expect
their children to try to match the best. The “best boy in class” in the Neth-
erlands is a somewhat ridiculous figure.”!

This difference is noticeable in classroom behavior. In masculine cultures,
students try to make themselves visible in class and compete openly with
each other (unless collectivist norms put a limit to this; see Chapter 4).

In feminine countries, assertive behavior and attempts at excelling are
easily ridiculed. Excellence is something one keeps to oneself; it easily leads
to jealousy. Gert Jan remembers being told by a classmate when he was
fourteen, “We know you are smart—but you don’t have to show it all the
time.” When he moved to Lausanne, in Switzerland, the following year, he
was admired, not rebuked, for being clever.

In the feminine Scandinavian countries, people call their own attitude
in this regard the Law of Jante (Janteloven). The Law of Jante, a nickname
chosen for a small Danish town, was codified in the 1930s by the Danish-
born Norwegian author Aksel Sandemose, and in an English translation it

runs as follows:

You should not believe that
you are anything

you are just as much as us
you are wiser than us

you are better than us

you know more than we do
you are more than we are

or that you are good at anything
You should not laugh at us

You should not think
that anybody likes you

or that you can teach us anything.>
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Failing in school is a disaster in a masculine culture. In strongly mas-
culine countries such as Japan and Germany, the newspapers carry reports
each year about students who killed themselves after failing an examina-
tion. In a 1973 insider story, a Harvard Business School graduate reported
four suicides—one teacher, three students—during his time at this elite
American institution.” Failure in school in a feminine culture is a relatively
minor incident. When young people in these cultures take their lives, it
tends to be for reasons unrelated to performance.

Competitive sports play an important role in the curriculum in coun-
tries such as Britain and the United States. To a prominent U.S. sports
coach the dictum is attributed, “Winning isn’t everything, it’s the only

234,

thing,”* which doesn’t encourage friendly encounters in sports. In most
other European countries, sports are extracurricular and not a part of the
school’s main activities.

In an imaginative research project, ten- to fifteen-year-old children
from five countries were shown a picture of one person sitting on the
ground, with another standing over him saying, “Go ahead and fight back
if you can!” They were asked to choose one of eight responses from a card.
Aggressive answers were: “You've hit me. Now I'm going to teach you a
lesson,” “I'll tell the teacher,” “We are not friends anymore,” and “You’ll
get caught by the police!” Appeasing answers were: “We don’t have to
fight,” “Let’s talk it over,” “Let’s not fight. Let’s be friends,” “I'm sorry. I
was wrong,” and “What if somebody gets hurt by fighting?”** An aggres-
sive answer was chosen by 38 percent of the children in Japan, 26 per-
cent in Britain, 22 percent in Korea, 18 percent in France, and 17 percent
in Thailand. This outcome almost exactly followed the countries” MAS
scores.”® It clearly shows the different socializing of children with regard
to aggression. Another study, this time among university students in six
countries, contained a question asking whether children in their country
were allowed to express aggression. The percentages of “yes” answers var-
ied from 61 in the United States to 5 in Thailand and again correlated
significantly with MAS.*

The IBM research found Thailand to be the most feminine Asian
country. A book about Thai culture by a British-Thai couple notes: “The
Thai learns how to avoid aggression rather than how to defend himself
against it. If children fight, even in defense, they are usually punished. The
only way to stay out of trouble is to flee the scene.”™*

Following the story at the beginning of this chapter about Geert’s job
interview, we commented that U.S. applicants tend to oversell and Dutch
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applicants to undersell themselves. There is confirming evidence for this
observation from two studies in a school or learning context.

In the first study, some eight hundred U.S. and eight hundred Dutch
youngsters, aged eleven to eighteen, completed questionnaires about their
personal competencies and problems. The Americans reported many more
problems and competencies than the Dutch. Some items on which Ameri-

»

cans scored higher were “argues a lot,” “can do things better than most
kids,” “stores up unneeded things,” and “acts without thinking.” The only
item on which the Dutch scored higher was “takes life easy.” Reports by
parents and teachers showed no difference in problem behavior by these
children, but U.S. parents rated their children’s competencies higher than
Dutch parents did.*” Young people in U.S. society have been socialized to
boost their egos: they take both their problems and their competencies
seriously.*® Young people in the Netherlands are socialized rather to efface
the ego. An earlier comparison between the U.S. and (masculine) Germany
had not found such differences.

The second study compared levels of literacy across seven countries. In
1994 representative samples comprising between two thousand and more
than four thousand younger and older adults (aged sixteen to sixty-five) all
took the same tests to measure their literacy based on three skills: read-
ing, writing, and using numbers. From those with the best results (literacy
levels 4 and 5 out of 5), 79 percent of the Americans rated their own skills
“excellent,” but only 81 percent of the Dutch did so*'—this in spite of the
fact that the tests had shown both groups to be equally good.

Criteria for evaluating both teachers and students differ between mas-
culine and feminine cultures. On the masculine side, teachers’ brilliance
and academic reputation and students’ academic performance are the domi-
nant factors. On the feminine side, teachers’ friendliness and social skills
and students’ social adaptation play a bigger role.

Interviews with teachers suggest that in masculine countries, job
choices by students are strongly guided by perceived career opportunities,
while in feminine countries, students’ intrinsic interest in the subject plays
a bigger role.

In feminine countries, men and women more often follow the same
academic curricula, at least if the country is wealthy. In poor countries,
boys almost always get priority in educational opportunities.**

Different job choices by women and men can be partly explained by
differences in perceptual abilities. Psychologists studying human percep-
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tion distinguish between field-independent and field-dependent persons.*
Field-independent persons are able to judge whether a line, projected on a
wall, is horizontal even if it is put within a frame that is slanted or if they
themselves sit on a chair that is slanted. Field-dependent persons are influ-
enced by the position of the frame or the chair. Field-independent persons
rely on internal frames of reference; field-dependent persons take their
clues from the environment. Therefore, field-independent people tend to
have better analytical skills, and field-dependent people tend to have better
social and linguistic skills. Men are more often field-independent, women
field-dependent. Masculine cultures tend to score more field-independent,
and feminine cultures more field-dependent,** and there is less difference
in perceptual abilities between the genders in feminine than in masculine
countries.

Segregation in job choice also determines whether teachers themselves
are women or men. In masculine societies, women mainly teach younger
children, while men teach at universities. In feminine societies, roles are
more mixed and men also teach younger children. Paradoxically, therefore,
children in masculine societies are exposed longer to female teachers. The
status of these teachers, however, is often low so that they will be antihero-

ines rather than models for behavior.

Masculinity and Femininity in Shopping

Dutch marketing expert Marieke de Mooij studied data on consumer
behavior across sixteen affluent European countries.”” She found several
significant differences related to the masculinity-femininity dimension.
One was the division of buying roles between the genders. In feminine
culture countries, a larger share of the family’s food shopping is done by
the husband. Other differences relate to the family car. In buying a new car,
the husband in a feminine country will involve his partner. In a masculine
country, this tends to be the man’s sovereign decision, in which the car’s
engine power plays an important role. In feminine cultures, car owners
often don’t even know their car’s engine power. The car has often been
described as a sex symbol; to many people it certainly is a status symbol.
Masculine cultures have relatively more two-car families than feminine
cultures; in the latter, husband and wife more often share one family car.
Status purchases in general are more frequent in masculine cultures.

People in masculine cultures buy more expensive watches and more real
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jewelry; they more often consider foreign goods as more attractive than
local products. They more often fly business class on pleasure trips.

Feminine cultures spend more on products for the home. More people
in these cultures take their “home” (their caravan, RV, or trailer) with them
on vacation. They spend more on do-it-yourself carpentry, on making their
own dresses, and, for smokers, on rolling their own cigarettes. Coffee is
a symbol of togetherness; people in feminine cultures own more electric
coffeemakers, guaranteeing that coffee in the home is always ready.

People in feminine cultures buy more fiction books, and people in mas-
culine cultures more nonfiction. U.S. author Deborah Tannen has pointed
to differences between male and female discourse: more “report talk”
(transferring information) for men, more “rapport talk” (using the conver-
sation to exchange feelings and establish a relationship) for women.*® De
Mooij’s data show that at the culture level, too, masculine readers are more
concerned with data and facts; readers from feminine cultures are more
interested in the story behind the facts.

In Chapter 4 we saw that survey data related the frequency of Internet
use to IDV; the Net is basically an individualistic tool. However, the use of
the Internet for private (nonwork) purposes correlates even more with low
MAS. Both the Internet and e-mail can be used for “rapport” purposes and
for “report” purposes; the former usage is more frequent in less masculine
societies.*”

Table 5.4-1s a continuation of Tables 5.2 and 5.3, summarizing the key
issues from the past two sections.

Masculinity and Femininity in the Workplace

The Dutch manufacturing plant of a major U.S. corporation had lost three
Dutch general managers in a period of ten years. To the divisional vice
president in the United States, all these men had come across as “soft-
ies.” They hesitated to implement unpopular measures with their person-
nel, claiming the resistance of their works council—a body elected by
the employees and required by Dutch law that the vice president did not
like anyway. After the third general manager had left, the vice president
stepped in personally and nominated the plant controller as his successor—
ignoring strong warnings by the human resources manager. To the vice
president, this controller was the only “real man” in the plant management

team. He had always supported the need for drastic action, disregarding its
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TABLE 5.4 Key Differences Between Feminine and Masculine Societies

I1l: Education and Consumer Behavior

FEMININE

Average student is the norm; praise
for weak students.

Jealousy of those who try to excel.
Failing in school is a minor incident.

Competitive sports are
extracurricular.

Children are socialized to be
nonaggressive.

Students underrate their own
performance: ego-effacement.

Friendliness in teachers is
appreciated.

Job choice is based on intrinsic
interest.

Men and women partly study the
same subjects.

Women and men teach young
children.

Women and men shop for food and
cars.

Couples share one car.

More products for the home are sold.

More fiction is read (rapport talk).

The Internet is used for rapport
building.

MASCULINE

Best student is the norm; praise for
excellent students.

Competition in class; trying to excel.
Failing in school is a disaster.

Competitive sports are part of the
curriculum.

Aggression by children is accepted.

Students overrate their own
performance: ego-boosting.

Brilliance in teachers is admired.

Job choice is based on career
opportunities.

Men and women study different
subjects.

Women teach young children.

Women shop for food, men for cars.

Couples need two cars.
More status products are sold.
More nonfiction is read (report talk).

The Internet is used for fact
gathering.

popularity or unpopularity. In his reports he had indicated the weak spots.
He should be able to maintain the prerogatives of management, without
being sidetracked by this works council nonsense.

The new plant general manager proved the biggest disaster ever.
Within six months he was on sick leave and the organization was in a
state of chaos. Nobody in the plant was surprised. Everyone had known
the controller as a congenial but weak personality, who had compensated
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for his insecurity by using powerful language toward the American bosses.
The assertiveness that impressed the American vice president was recog-
nized within the Dutch environment as bragging. As a general manager
he received no cooperation from anyone, tried to do everything himself,
and suffered a nervous breakdown in short order. Thus, the plant lost both
a good controller and another general manager. Both the plant and the
controller were victims of a culturally induced error of judgment.

Historically, management is an Anglo-Saxon concept, developed in
masculine British and American cultures. The English—and interna-
tional-—word management comes from the Latin manus, or “hand”; the
modern Italian word maneggiare means “handling.” In French, however,
the Latin root is used in two derivations: manége (a place where horses
are drilled) and ménage (household); the former is the masculine side of
management, the latter the feminine side. Classic American studies of lead-
ership distinguished two dimensions: initiating structure versus consid-
eration, or concern for work versus concern for people.*® Both are equally
necessary for the success of an enterprise, but the optimal balance between
the two differs for masculine and feminine cultures.

A Dutchman who had worked with a prestigious consulting firm in the
United States for several years joined the top management team of a manu-
facturing company in the Netherlands. After a few months he commented
on the different function of meetings in his present job compared with
his previous one. In the Dutch situation, meetings were occasions when
problems were discussed and common solutions were sought; they served
for making consensus decisions.*” In the U.S. situation as he had known it,
meetings were opportunities for participants to assert themselves, to show
how good they were. Decisions were made by individuals elsewhere.

The masculinity-femininity dimension affects ways of handling indus-
trial conflicts. In the United States as well as in other masculine cultures
such as Britain and Ireland, there is a feeling that conflicts should be
resolved by a good fight: “Let the best man win.” The industrial relations
scene in these countries is marked by such fights. If possible, management
tries to avoid having to deal with labor unions at all, and labor union
behavior justifies management’s aversion. In the United States, the rela-
tionships between labor unions and enterprises are governed by extensive
contracts serving as peace treaties between both parties.”

In feminine cultures such as the Netherlands, Sweden, and Denmark,
there is a preference for resolving conflicts by compromise and negotiation.
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In France, which scored moderately feminine in the IBM studies, there is
occasionally a lot of verbal insult, both between employers and labor and
between bosses and subordinates, but behind this seeming conflict there is
a typically French “sense of moderation,” which enables parties to continue
working together while agreeing to disagree.”

Organizations in masculine societies stress results and try to reward
achievement on the basis of equity—that is, to everyone according to per-
formance. Organizations in feminine societies are more likely to reward
people on the basis of equality (as opposed to equity)— that is, to everyone
according to need.

The idea that small is beautiful is a feminine value. The IBM survey
itself as well as public opinion survey data from six European countries
showed that a preference for working in larger organizations was strongly
correlated with MAS.*

The place that work is supposed to take in a person’s life differs between
masculine and feminine cultures. A successful early twentieth-century U.S.

inventor and businessman, Charles I. Kettering, is reputed to have said:

I often tell my people that I don’t want any fellow who has a_job working
JSfor me; what I want is a_fellow whom a_job has. I want the job to get the
Jellow and not the fellow to get the job. And I want that job to get hold of
this young man so hard that no matter where he is the job has got him for
keeps. I want that job to have him in its clutches when he goes to bed at
night, and in the morning I want that same job to be sitting on the foot of
his bed telling him it’s time to get up and go to work. And when a job gets

a fellow that way, he’s sure to amount to something.”

>

Kettering refers to a “young man” and not to a “young woman’—his is a
masculine ideal. It would certainly not be popular in more feminine cultures;
there, such a young man would be considered a workaholic. In a masculine
society, the ethos tends more toward “live in order to work,” whereas in a
feminine society, the work ethos would rather be “work in order to live.”

A public opinion survey in the European Union contained the question
“If the economic situation were to improve so that the standard of living
could be raised, which of the following two measures would you consider to
be better: Increasing the salaries (for the same number of hours worked) or
reducing the number of hours worked (for the same salary)?” Preferences

varied from 62 percent in favor of salary in Ireland to 64 percent in favor of
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fewer hours worked in the Netherlands. The differences (percent preferring
salary minus percent preferring fewer hours) were significantly correlated
with MAS more than with national wealth. Although respondents in the
poorer countries stressed the need for increasing salaries more, values
(MAS) played a stronger role.’*

Boys in a masculine society are socialized toward assertiveness, ambi-
tion, and competition. When they grow up, they are expected to aspire to
career advancement. Girls in a masculine society are polarized between
some who want a career and most who don’t. The family within a feminine
society socializes children toward modesty and solidarity, and in these
societies both men and women may or may not be ambitious and may or
may not want a career.

The feminine side of management opens possibilities in any culture for
women managers, who may be better able to combine manege and ménage
than men. U.S. researcher Anne Statham interviewed matched groups of
female and male U.S. managers and their secretaries, and she concluded
that the women predominantly saw job and people orientation as inter-
dependent, while to the men they were each other’s opposites.”

Worldwide there is no relationship between the masculinity or femi-
ninity of a society’s culture and the distribution of employment over men
and women. An immediate relationship between a country’s position on
this dimension and the roles of men and women exists only within the
home. Outside the home, men have historically dominated, and only in the
wealthier countries—and this only recently in history—have women in
any numbers been sufficiently freed from other constraints to be able to
enter the worlds of work and politics as men’s equals. Lower-class women
have entered work organizations before, but only in low-status, low-paid
jobs—not out of a need for self-fulfillment, but rather out of a need for
material survival of the family. Statistics therefore show no relationship
between a country’s share of women working outside the home per se and
its degree of femininity. Feminine wealthier countries do have more work-
ing women in higher-level technical and professional jobs.*

Many jobs in business demand few skills and cause a qualitative under-
employment of people. A need for “humanization of work” has been felt in
industrialized masculine as well as feminine countries, but what is consid-
ered a humanized job depends on one’s model of what it means to be human.
In masculine cultures, a humanized job should give more opportunities
for recognition, advancement, and challenge. This is the principle of job
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enrichment as once defended, among others, by U.S. psychologist Freder-
ick Herzberg.’” An example is making workers on simple production tasks
also responsible for the setting up and preventive maintenance of their
machines, tasks that had previously been reserved for more highly trained
specialists. Job enrichment represents a “masculinization” of unskilled and
semiskilled work that, as shown earlier in this chapter, has a relatively
“feminine” occupation culture.

In feminine cultures, a humanized job should give more opportunities
for mutual help and social contacts. Classic experiments were conducted
in the 1970s by the Swedish car and truck manufacturers Saab and Volvo
featuring assembly by autonomous work groups. These groups represent a
reinforcement of the social side of the job: its “femininization.” In 1974 six
U.S. Detroit automobile workers, four men and two women, were invited to
work for three weeks in a group assembly system in the Saab-Scania plant
in Sodertdlje, Sweden. The experiment was covered by a U.S. journalist
who reported on the Americans’ impressions. All four men and one of the
women said they continued to prefer the U.S. work system. “Lynette Stew-
art chose Detroit. In the Cadillac plant where she works, she is on her own
and can make her own challenge, while at Saab-Scania she has to consider
people in front and behind her.”® Of course, this was precisely what made
the group assembly system attractive to the Swedes.

Based on their cultural characteristics, masculine and feminine coun-
tries excel in different types of industries. Industrially developed mascu-
line cultures have a competitive advantage in manufacturing, especially in
large volume: doing things efficiently, well, and fast. They are good at the
production of big and heavy equipment and in bulk chemistry. Feminine
cultures have a relative advantage in service industries such as consulting
and transportation, in manufacturing according to customer specification,
and in handling live matter such as in high-yield agriculture and biochem-
istry. There is an international division of labor in which countries are
relatively more successful in activities that fit their population’s cultural
preferences than in activities that go against these preferences. Japan has
a history of producing high-quality consumer electronics; Denmark and
the Netherlands have a history of excellence in services, in agricultural
exports, and in biochemical products such as enzymes and penicillin.

Table 5.5 is a continuation of Tables 5.2, 5.3, and 5.4, summarizing the
key issues from the past section on which masculine and feminine societies

differ.
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TABLE 5.5 Key Differences Between Feminine and Masculine Societies

IV: The Workplace

FEMININE

Management as ménage: intuition
and consensus

Resolution of conflicts by compromise
and negotiation

Rewards are based on equality.
Preference for smaller organizations
People work in order to live.

More leisure time is preferred over
more money.

Careers are optional for both genders.

There is a higher share of working
women in professional jobs.
Humanization of work by contact and
cooperation

Competitive agriculture and service
industries

MASCULINE

Management as manége: decisive
and aggressive

Resolution of conflicts by letting the
strongest win

Rewards are based on equity.
Preference for larger organizations
People live in order to work.

More money is preferred over more
leisure time.

Careers are compulsory for men,
optional for women.

There is a lower share of working
women in professional jobs.
Humanization of work by job content
enrichment

Competitive manufacturing and bulk
chemistry

Masculinity, Femininity, and the State

National value patterns are present not only in the minds of ordinary citi-
zens but, of course, also in those of political leaders, who also grew up as
children of their societies. As a matter of fact, people are usually elected
or co-opted to political leadership because they are supposed to stand for
certain values dear to citizens.

Politicians translate values dominant in countries into political priori-
ties. The latter are most clearly visible in the composition of national gov-
ernment budgets. The masculinity-femininity dimension affects priorities
in the following areas:

Solidarity with the weak versus reward for the strong
Aid to poor countries versus investing in armaments

Protection of the environment versus economic growth
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Masculine culture countries strive for a performance society; feminine
countries for a welfare society. They get what they pay for: in 1994—95,
across ten developed industrial countries for which data were available,
the share of the population living in poverty varied from 4.3 percent in
feminine Norway to 17.6 percent in masculine Australia. In the period
1992-2002, across eighteen developed countries, the share of the popula-
tion earning less than half the median income varied from 5.4 percent in
Finland to 17.0 percent in the United States. The share of functional illiter-
ates (people who completed school but in actual fact cannot read or write)
across thirteen developed countries varied from 7.5 percent in Sweden to
22.6 percent in Ireland.”” In all three cases the percentages were strongly
correlated with MAS.%

In criticisms by politicians and journalists from masculine countries
such as the United States and Great Britain versus feminine countries such
as Sweden and the Netherlands, strong and very different value positions
appear. There is a common belief in, for example, the United States that
economic problems in Sweden and the Netherlands are due to high taxes,
while there is a belief in feminine European countries that economic prob-
lems in the United States are due to too much tax relief for the rich. Tax
systems, however, do not just happen: they are created by politicians as a
consequence of preexisting value judgments. Most Swedes feel that society
should provide a minimum quality of life for everyone. It is normal that
the financial means to that end are collected from those in society who
have them. Even conservative politicians in northwestern Europe do not
basically disagree with this view, only with the extent to which it can be
realized.

The northwestern European welfare state is not a recent invention.
The French philosopher Denis Diderot, who visited the Netherlands in
1773-74, described both the high taxes and the absence of poverty as a
consequence of welfare payments, good medical care for all, and high stan-
dards of public education: “The poor in hospitals are well cared for: They
are each put in a separate bed.”

The performance versus welfare antithesis is reflected in views about
the causes of poverty. A survey in the European Union countries included
the following question: “Why, in your opinion, are there people who live
in need? Here are four opinions; which is the closest to yours? (1) Because
they have been unlucky; (2) Because of laziness and lack of willpower; (3)
Because there is much injustice in our society; (4) It is an inevitable part of
modern progress.” Across twelve European Union member states, the per-
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centages attributing poverty to having been unlucky varied from 14 per-
cent in Germany to 33 percent in the Netherlands; they were significantly

62

negatively correlated with MAS.® The percentages attributing poverty to
laziness varied from 10 percent in the Netherlands to 25 percent in Greece
and Luxembourg; these results were positively correlated with MAS. In
masculine countries, more people believe that the fate of the poor is their
own fault; that if they would work harder, they would not be poor; and that
the rich certainly should not pay to support them.

Attitudes toward the poor are replicated in attitudes toward lawbreak-
ers. A public opinion poll in nine European countries in 1981 asked to what
extent a number of debatable acts were justifiable: joyriding, using soft
drugs, accepting bribes, prostitution, divorce, and suicide. The answers
were summarized in an index of permissiveness, which across countries was
strongly correlated with femininity. Mother is less strict than father.**

The masculinity-femininity dimension is also related to opinions about
the right way of handling immigrants. In general, two opposing views
are found. One defends asszmilation (immigrants should give up their old
culture), the other integration (immigrants should adapt only those aspects
of their culture and religion that conflict with their new country’s laws).
In a public opinion survey covering fourteen European Union countries in
1997, the public preference for integration over assimilation was strongly
negatively correlated with MAS; there was a weaker additional correlation
with gross national income per capita.®* Respondents in more masculine
and poorer countries required assimilation; those in feminine and wealthier
countries favored integration. In Chapter 4 we associated “respect for other
cultures” with universalism, citing 2008 Eurobarometer data. Furopeans
in twenty-six countries were asked to choose “the most important values
for you personally” (three out of a list of twelve). One of these values was
“respect for other cultures.” Differences among countries in percentages of
respondents choosing this answer related both to IDV and to low MAS.%

In wealthy countries, the value choice between reward for the strong
and solidarity with the weak is also reflected in the share of the national
budget spent on development assistance to poor countries. The percentage
of their GNI that governments of rich countries have allocated to helping
poor ones varies widely. In 2005 the United States spent 0.22 percent of its
GNI, while Denmark, Luxembourg, the Netherlands, Norway, and Sweden
each spent more than 0.7 percent.®® The proportions spent are unrelated
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to the wealth of the donor countries. What does correlate with a high aid
quote is a feminine national value system.®”

The Internet Journal Foreign Policy has computed for twenty-one rich
countries a Commitment to Development Index (CDI) by measuring not
only flows of aid money but also positive and negative impacts of other poli-
cies: trade flows, migration, investment, peacekeeping, and environmental
policies. Again the CDI was significantly (negatively) correlated only with
MAS. The correlation was weaker than for money flows, as policies on
behalf of welfare in the home country sometimes conflict with policies on
help abroad.®

Countries that spend little money on helping the poor in the world
probably spend more on armaments. However, reliable data on defense
spending are difficult to come by, as both the suppliers and the purchasers
of arms have a vested interest in secrecy. The only conclusion we could
draw from the available figures was that among donor countries, the less
wealthy spent a larger share of their budgets on supplying arms than the
wealthier ones.®” Guns had priority over butter.

Masculine countries tend to (try to) resolve international conflicts by
fighting; feminine countries by compromise and negotiation (as in the case
of work organizations). A striking example is the difference between the
handling of the Aland crisis and of the Falkland crisis.

The Aland islands are a small archipelago halfway between Swe-
den and Finland; as part of Finland they belonged to the tsarist Rus-
sian Empire. When Finland declared itself independent from Russia in
1917, the thirty thousand inhabitants of the islands in majority wanted to
join Sweden, which had ruled them before 1809. The Finns then arrested
the leaders of the pro-Swedish movement. After emotional negotiations
in which the newly created League of Nations participated, all parties in
1921 agreed with a solution in which the islands remained Finnish but with
a large amount of regional autonomy.

The Falkland Islands are also a small archipelago disputed by two
nations: Great Britain, which has occupied the islands since 1833, and
nearby Argentina, which has claimed rights on them since 1767 and tried
to get the United Nations to support its claim. The Falklands are about
eight times as large as the Alands but with less than one-fifteenth of the
Alands’ population: about 1,800 poor sheep farmers. The Argentinean
military occupied the islands in April 1982, whereupon the British sent an
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expeditionary force that chased the occupants, at the cost of (officially) 725
Argentinean and 225 British lives and enormous financial expense. The
economy of the islands, dependent on trade relations with Argentina, was
severely jeopardized.

What explains the difference in approach and in results between these
two remarkably similar international disputes? Finland and Sweden are
both feminine cultures; Argentina and Great Britain are both masculine.
The masculine symbolism in the Falkland crisis was evident in the lan-
guage used on either side. Unfortunately, the sacrifices resolved very little.
The Falklands remain a disputed territory needing constant British sub-
sidies and military presence; the Alands have become a prosperous part of
Finland, attracting many Swedish tourists.

In 1972 an international team of scientists nicknamed the Club of
Rome published a report titled Limats to Growth, which was the first pub-
lic recognition that continued economic growth and conservation of our
living environment are fundamentally conflicting objectives. Their report
has been attacked on details, and for a time the issues it raised seemed less
urgent. Its basic thesis, however, has never been refuted, and at least in our
view, it is irrefutable. Nothing can grow forever, and ignoring this basic
fact is the principal weakness of present-day economics. Governments have
to make painful choices, and apart from local geographic and ecological
constraints, these choices will be made according to the values dominant
in a country. Governments in masculine cultures are more likely to give
priority to growth and sacrifice the living environment for this purpose.
Governments in feminine cultures are more likely to reverse priorities.™
As environmental problems cross borders and oceans, international diplo-
macy is needed for solutions. A worldwide approach was laid down in the
Kyoto Protocol, the result of a United Nations convention in 1997. Then
U.S. president George W. Bush, following his election in 2001, showed
his masculine priorities by withdrawing from it. Former U.S. vice presi-
dent Al Gore in 2006 put the environment back on the U.S. public agenda
with his film An Inconvenient Truth, and U.S. president Barack Obama in
2008 committed himself to a new leading role for the United States in this
field—which, however, will be an uphill struggle within U.S. politics.

The 1990—-93 World Values Survey asked representative samples of the

populations to place their political views on a scale from “left” to “right.”
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Voters from masculine countries placed themselves mostly in the center;
voters from feminine countries were slightly more to the left. Few people
placed themselves on the right.”

Masculinity or femininity in democratic politics is not just a matter
of policy priorities; it is also reflected in the informal rules of the political
game. In masculine cultures such as Britain, Germany, and the United
States, the style of political discourse is strongly adversarial. This is not a
recent phenomenon. In 1876 the Dutch-language newspaper De Standaard
reported that “the American political parties eschewed no means to sling
mud at their adversaries, in a way which foreigners find disgusting.””
This statement is still valid today. In feminine cultures such as the Nordic
countries and the Netherlands, governments are nearly always coalitions
between different parties that treat each other relatively gently.

In democratic countries, cultural masculinity and femininity influence
the likelihood that elected delegates and members of government will be
women. In 2006, among twenty-four established parliamentary democra-
cles, percentages of women in parliament were below 20 in Britain, France,
Greece, Ireland, Israel, Italy, Japan, and the United States; they were over 30
in Austria, Belgium, Denmark, Finland, Germany, Iceland, the Netherlands,
New Zealand, Norway, Spain, and Sweden. Female ministers in 2005 were
fewer than 20 percent in France, Greece, Israel, Italy, Japan, Luxembourg,
Portugal, Switzerland, and the United States; they were more than 30 per-
cent in Austria, Denmark, Finland, Germany, the Netherlands, Norway,
Spain, and Sweden.” This is mainly a masculine-feminine split, although
the low percentages for France and Portugal and the high percentages for
Austria and Germany suggest that power distance also plays a role. How-
ever, women do advance more easily in politics than in work organizations.
The election process reacts faster to changes in society than co-optation
processes in business. Capable women in business organizations still have
to wait for aged gentlemen to retire or die. Possibly politics as a public good
attracts more women than does business as private achievement.

Masculinity, Femininity, and Religion

The issues related to the masculinity-femininity dimension are central to

any religion. Masculine cultures worship a tough God or gods who justify
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tough behavior toward fellow humans; feminine cultures worship a tender
God or gods who demand caring behavior toward fellow humans.

Christianity has always maintained a struggle between tough, mas-
culine elements and tender, feminine elements. In the Christian Bible as
a whole, the Old Testament reflects tougher values (an eye for an eye, a
tooth for a tooth), while the New Testament reflects more tender values
(turn the other cheek). God in the Old Testament is majestic. Jesus in the
New Testament helps the weak and suffers. Catholicism has produced some
very masculine, tough currents (Templars, Jesuits) but also some feminine,
tender ones (Franciscans); outside Catholicism we also find groups with
strongly masculine values (such as the Mormons) and groups with very
feminine values (such as the Quakers and the Salvation Army). On average,
countries with a Catholic tradition tend to maintain more masculine values
and those with Protestant traditions more feminine values.™

Outside the Christian world there are also tough and tender religions.
Buddhism in masculine Japan is very different from Buddhism in feminine
Thailand. Some young men in Japan follow Zen Buddhist training aimed
at self-development by meditation under a tough master. In the 1970s more
than half of all young men in Thailand spent some time as a Buddhist
monk, serving and begging.”® In Islam, Sunni is a more masculine version
of the faith than Shia, which stresses the importance of suffering. In the
IBM studies, Iran, which is predominantly Shiite, scored more feminine
than the predominantly Sunnite Arabic-speaking countries.

In the 1990s Dutch sociologist Johan Verweij devoted his Ph.D.
research to explaining differences in secularization (loss of religion) in
Western Christianity. 'rom the 1990-93 World Values Survey, he obtained
data for various aspects of religiosity across sixteen Christian countries.™
Existing theories sought the reason for secularization in the moderniza-
tion of society, but these theories did not account for the situation in the
United States, a modern country relatively untouched by secularization. To
Verweij’s surprise, he found that the best available predictor of a country’s
degree of secularization was the degree of femininity of its culture—this
in spite of the fact that women tend to be more religious than men. In
masculine Christian countries, people rated their religiosity higher and
attached more importance in their lives to God, Christian rites, orthodoxy,

and Christian worldviews. Countries with feminine values had secular-
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ized faster than those with masculine ones; this applied across the board,
including in the United States.

The Christian Gospel offers a choice of values for different positions
on the masculinity-femininity scale. The New Testament carefully bal-
ances the importance of the relationships with God and with one’s fellow
humans. In one story Jesus is approached by a Pharisee with the question,
“What is the greatest command in the Law?”

Jesus replied: “You must love the Lord your God with your whole heart,
with your whole soul, and with your whole mind. This is the greatest and
chief command. There is a second like it: you must love your neighbor as your-
self. The whole Law and the prophets hang upon these two commands.””

The comparison between Christian religiosity in more masculine and
more feminine countries implies that the balance between these two com-
mands is difficult to find. There are cultural necessities that lead Christians
in some countries to stress the first and lead Christians in other countries
to stress the second.

One could argue that it is obvious that among Christian countries
the tough, masculine societies endorse more strongly the importance of
God—and other values derived from it. The Christian God is the Father:
He is masculine. The importance of God as rated by the respondents to the
European Values Survey and the masculinity index from the IBM studies
were both correlated with the claimed observance of the Ten Command-
ments, but they most strongly correlated with the purely religious com-
mandments (no other God, not abusing God’s name, and honoring the
Sabbath). Masculinity was less correlated with the claimed observance of
the sexual commandments (no adultery, do not desire thy neighbor’s wife)
and least with the claimed observance of the moral commandments (hon-
oring parents, no killing, no stealing, no false witnesses, do not desire thy
neighbor’s belongings). What was predominantly stressed in masculine
cultures was the emotional and symbolic meaning of God’s name.”™ The
name of God the Father appeals strongly to the population of a masculine
society—including the women who were socialized to inequality of gender
values. In a feminine society, the stress is more on the importance of relat-
ionships with fellow humans than with God.

Secularization in feminine countries does not imply a loss of civil

morality. A comparison of 1981-82 with 1990 European/World Values



178 DIMENSIONS OF NATIONAL CULTURES

Survey data for Ireland, the Netherlands, and Switzerland found no evi-
dence for a relationship between the two.” Simplistic recipes that immoral
behavior should be countered by a return to religion are thus proved false.
On the contrary, it turns out that femininity, which as we saw correlates
with secularization, relates positively to civil morality. In 1996 the results
were published of an experiment by Reader’s Digest magazine. Some two
hundred wallets, each containing about $50 worth of cash, as well as fam-
ily snapshots and contact numbers of the putative owners, were “acciden-
tally” dropped in public places in big and small cities in the United States
and in fourteen European countries. From ten wallets dropped, all ten
were returned in Oslo, Norway; and in Odense, Denmark; but only two in
Lausanne, Switzerland (one of them found by an Albanian!); in Ravenna,
Italy; and in Weimar, Germany. The number returned was significantly
correlated with the countries’ femininity, with an additional influence of
small power distance.*

A similar result was produced by another experiment, this one carried
out by international students of U.S. psychology professor Robert Levine.
These students in their twenty-three home cities “accidentally” dropped a
pen in full view of a solitary pedestrian walking in the opposite direction.
The score was the percentage of times the pedestrian warned the experi-
menter or picked up the pen and returned it to him or her. Percentages of
helping pedestrians in twenty-three countries were significantly correlated
with the countries’ femininity score.*

All religions specify different religious roles for men and for women.
In Christianity many Protestant churches now practice equality between
men and women in their leadership and clergy, while the Roman Catholic
Church strongly maintains the male prerogative to the priesthood. At the
same time, in all Christian churches women are more religious than men.
“God is apparently not an equal opportunity employer: He has a bias to the
women.” The European Values Study showed that this difference applied
in particular for women without paid jobs. Where the role of the woman
changed from a housekeeper to a wage earner, her attitude toward religion
moved closer to the attitude of men.*’

It should be no surprise that the same dimension, masculinity ver-
sus femininity, relates to both sexual and religious behavior. Religion is a
way for humankind to influence the supernatural—to provide certainties
beyond the unpredictable risks of human existence. Birth, marital fertility,
and death figure foremost among these unpredictables. All religions accen-
tuate and celebrate the events of procreation: births, weddings, and deaths.
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Fertility rites are known from virtually all human civilizations since pre-
history; they survive to the present day, such as in wedding ceremonies and
in sanctuaries devoted to prayers for pregnancy. In Judaism and most of
Islam, circumcision of the male organ is a condition for being admitted to
the religious community. In Hinduism, the architecture of temples models
the lingam and yoni (phallus and vulva). Chinese philosophy and religious
practices give strong importance to the complementarity of yang and yin,
the male and female element.

Most or all religions contain dos and don’ts about love and sex. Human
sexuality has the two facets of procreation and recreation, of reproduction
and pleasure. Different religions, and currents within religions, have taken
different positions toward the pleasure side of sex; the general trend is for
religions in masculine cultures to stress procreation and for those in more
feminine cultures to also value pleasure. Masculine Roman Catholicism
has rejected sex for pleasure, institutionalizing celibacy for priests, the
cult of the Virgin Mary, and marriage as a sacrament with the purpose of
procreation, while prohibiting divorce, contraception, and abortion. When
the less masculine Protestant Christian churches split from Rome, they did
away with celibacy, did not consider marriage a sacrament, and accepted
divorce. Orthodox Islam accepts sexual pleasure for men but considers
sexual pleasure in women a danger. Currents in Hinduism have taken a
positive attitude toward sexual pleasure, as manifested by the Kamasutra
love guide and the erotic temples of Khajuraho and Konarak in India. In
feminine Buddhist Thailand, the profession of prostitute carries less of a
stigma than in the West. In very feminine Sweden, female prostitution is
forbidden, but the client is punished, not the woman.

In the domain of scientific theories about sex, it 1s remarkable that the
work of Sigmund Freud (1856—1939) originated in Austria, a country with
one of the highest MAS scores in the IBM list (79). Freud, the founder
of psychoanalysis, argues for the fundamental importance of sexuality in
the development of the human personality; he attributed many psycho-
pathological problems to the repression of sexuality. Freud attributed penis
envy (jealousy about not having one) to all women. We wonder whether
an author from a less masculine society would have imagined this. Every
author or scientist is a child of his or her society; Freud’s work comes
directly out of the masculine Austrian context in which he was raised.

Table 5.6 complements Tables 5.2, 5.3, 5.4, and 5.5 by summarizing
the key differences between feminine and masculine societies from the last

two sections.
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TABLE 5.6 Key Differences Between Feminine and Masculine Societies

V: Politics and Religion

FEMININE

Welfare society ideal; help for the
needy

Permissive society
Immigrants should integrate.

Government aid for poor countries

The environment should be preserved:
small is beautiful.

International conflicts should

be resolved by negotiation and
compromise.

More voters place themselves left of
center.

Politics are based on coalitions with
polite political manners.

Many women are in elected political
positions.

Tender religions

In Christianity, more secularization;
stress on loving one’s neighbor
Dominant religions give equal roles to
both sexes.

Religions are positive or neutral about
sexual pleasure.

MASCULINE

Performance society ideal; support
for the strong

Corrective society

Immigrants should assimilate.

Poor countries should help
themselves.

The economy should continue
growing: big is beautiful.
International conflicts should be
resolved by a show of strength or by
fighting.

More voters place themselves in the
political center.

The political game is adversarial, with
frequent mudslinging.

Few women are in elected political
positions.

Tough religions

In Christianity, less secularization:
stress on believing in God

Dominant religions stress the male
prerogative.

Religions approve sex for procreation
rather than recreation.

Origins of Masculinity-Femininity Differences

In human thinking the issue of the equality or inequality between the sexes
is as old as religion, ethics, and philosophy themselves. Genesis, the first
book of the Judaeo-Christian Old Testament (which was codified in the
fifth century B.c.), contains two conflicting versions of the creation of the
sexes. The first, Genesis 1:27—28, states:
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So God created man in his own image, in the image of God created he him;
male and_female created he them. And God blessed them, and God said to
them, Be fruitful, and multiply, and replenish the earth, and subdue it.

This text suggests equal partnership between the sexes. The second ver-
sion, Genesis 2:8ff. (which Old Testament experts suppose to have been
derived from a different source document), contains the story of the garden
in Eden, in which God first put “the man” alone. Then, in Genesis 2:18, it

states:

And the Lord God said, It is not good that the man should be alone: I will

make him a help meet for him.”™*

Then follows the story of woman made from Adam’s rib. This text gives
clear priority to the male partner and defines the woman as “a help meet”
(that is, appropriate) for him; it justifies a society in which there is male
dominance.

In ancient Greece, Plato (in the fourth century B.c.) describes the sexes
as equal in principle and (apart from their role in procreation) only statisti-
cally different. In The Republic he offers a design for an ideal state governed
by an elite composed of men as well as women. Of course, in actual fact the
Greek state was male dominated. So was the Roman state, but at least one
Roman writer, C. Musonius Rufus (in the first century a.p.), defended the
equality of the sexes and in particular the study of philosophy by women
and men alike.

The German sociologist Norbert Elias argued that the balance of power
between the genders varies with the development of a society. During the
Roman Republic and early Empire (400 B.c. to 100 A.p.), the influence and
rights of patrician women improved gradually along with the development
of the city-state into a world empire and of the senatorial class from peasant
warriors into aristocrats. With the disintegration of the Roman Empire in
the third century a.p,, the status of women deteriorated. In an earlier book
Elias had described how around the eleventh century a.p. in Europe, and
particularly in France, the gradual reestablishment of an orderly society
and reduction of fighting gave the noble women a social and civilizing role.
In the history of European civilization, the French nobility and court have
been major models, being followed at a distance by other countries and

classes. The present differences on the masculinity-femininity dimension
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between France, Spain, and Portugal on one side and Britain, Germany,
and Italy on the other can be interpreted as different outcomes of this
process.

Anthropologist Margaret Mead found in New Guinea very different
gender role distributions among adjacent tribal groups. She showed that
history and tradition allow the survival of considerable variety in gender
roles. We did not find strong correlations with outside factors that could
explain why some countries have dominant masculine cultures and others
dominant feminine culture. Feminine cultures are somewhat more likely in
colder climates, suggesting that in this case an equal partnership between
men and women improves chances of survival and population growth.

The concentration of feminine cultures in northwestern Europe (Den-
mark, Finland, the Netherlands, Norway, Sweden) points to common his-
torical factors. The elites in these countries consisted to a large extent
of traders and seafarers. In trading and sailing, maintaining good inter-
personal relationships and caring for the ships and the merchandise are
essential virtues. The Viking period in the Scandinavian countries (A.D.
800—1000) also meant that the women had to manage the villages while
the men were away on their long trips; however, Vikings did not settle
in the Netherlands for any length of time. The Hanseatic League (aA.D.
1200-1500) covered all northwestern European countries, including the
free cities of Hamburg, Bremen, and Liibeck in northern Germany and the
Baltic states. The Hansa was a free association of trading towns in which
women played an important role:

Although the wife did not share her husband’s legal status, they usually
Jformed a business team. Even in merchant circles, the family was the small-
est functional cell of society, where the women and the children had a role
to play. This meant that women had a certain degree of emancipation,
and their independence and business skills increased. Indeed, some women
managed to win the “battle for the trousers” even while their husbands

were still alive.®’

Erasmus of Rotterdam in his Colloquia of 1524 compared the service
in French and German inns—both of which he knew from experience. He
referred to the charming behavior of French innkeepers’” wives and daugh-
ters, the quality of the food, and French savoir vivre. He opposed this to
German strictness, inflexibility, and lack of manners. He actually used the
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word masculine to distinguish the German style from the French. At the
same time, he recognized that the Germans maintained greater equality
among customers.*’

Comparing Britain and the Netherlands, the English statesman Sir
Francis Walsingham wrote in a political pamphlet in 1585 that England
and the Low Countries “have been by common language resembled and
termed as man and wife.” Half a century later some Englishmen connected
Dutch commercial success with the fact that the Dutch “generally breed
their youth of both sexes more in the study of Geometry and Numbers than
the English do.” And elsewhere it was remarked that Dutch merchants and
their wives were more conversant in trade than the English.®” Although
women in seventeenth-century Netherlands were excluded from public
office, “within these limits they managed to assert themselves, both indi-
vidually and collectively, in public life.” And in paintings from this period,
“fathers are occasionally shown participating in the work of caring for
small children.” Also, “Military glory . .. was liable to be regarded with
more circumspection than enthusiasm in the Netherlands. . . . Even though
professional soldiers . . . played a crucial role in the defense of the [Dutch]
Republic in the seventeenth century, they went conspicuously without
honor in the patriotic culture of the time.”* Military heroes belong to the
history of masculine countries such as Britain and the United States.

It is noteworthy that symbolic personalities representing Western
countries in the nineteenth and twentieth centuries were gendered accord-
ing to their cultures’ masculinity or femininity: John Bull for Britain and
Uncle Sam for the United States but Marianne®” for France and the Dutch
maiden (called Frau Antje in Germany) for the Netherlands.

Latin American countries varied considerably on the masculinity-
femininity scale. Small Central American countries as well as Peru and
Chile scored feminine; Mexico, Venezuela, Colombia, and Ecuador strongly
masculine. One speculative explanation is that these differences reflect the
inheritance of the different Indian civilizations dominant prior to the Span-
ish conquest. Most of Mexico inherited the tough Aztec culture, but the
southern Mexican peninsula of Yucatan and the adjacent Central Ameri-
can republics inherited the less militant Maya culture. Peru and Northern
Chile inherited the Inca culture, resembling the Maya.

All these historical examples show that differences among countries on
the masculinity-femininity dimension were noticed and described centuries

ago: the way in which a country deals with gender roles is deeply rooted.
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The Future of Differences in Masculinity
and Femininity

At the time of the IBM surveys, 1960—70, MAS and fertility (the number
of children per family) were negatively related for the wealthier countries
but positively for the poorer countries. Masculine cultures meant larger
families in poor countries and smaller families in wealthy countries.”
Anthropological studies of traditional cultures had also concluded that
populations increased most in societies in which females were subservient
to males.” In the ensuing decades, birthrates in most countries, except
the very poorest, dropped considerably. Fertility is still related to national
poverty,” but the relationship to masculinity is no longer significant.””
Instead, we found a relationship with indulgence versus restraint, which will
be discussed in Chapter 8.

Lower fertility in the wealthier part of the world means an aging popu-
lation. Figure 5.3 showed that masculinity scores decreased with age, so
an older population will shift toward more feminine values. When birth-
rates fall, this trend also implies that women will be both available for and
needed in the workforce (as there will be fewer young men). This too pre-
dicts for the wealthier countries a shift toward more feminine cultures.

Technology imposes changes on the work people do. In the wealthier
countries, the information revolution is moving on, eliminating old jobs
and creating new ones. Jobs that can be structured will increasingly be
automated. What remains are activities that by their very nature cannot be
automated. These are, in the first place, the jobs that deal with the setting
of human and social goals, with defining the purpose of life for individuals
and societies. This category includes all political and organizational top-
leadership functions. In the second place, they are the creative jobs, those
concerned with inventing new things and subjecting them to criteria of
usefulness, beauty, and ethics. A third and sizable category of jobs that
cannot be automated comprises those that deal with unforeseeable events:
safety, security, defense, maintenance. Finally, there is a large category of
jobs whose essence is human contact: supervision, entertainment, keeping
people company, listening to them, helping them materially and spiritu-
ally, motivating them to learn. In these jobs computers can be introduced
as resources, but they can never take over the job itself. For all these non-
automatable jobs, feminine values are as necessary in performing them as

masculine ones, regardless of whether the job incumbents themselves are
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women or men. FFor the last category, in which human contact is the core of
the task, feminine values are even superior. Tasks related with achievement
can more easily be automated than nurturing tasks. In balance, techno-
logical developments are also likely to support a shift from masculine to
feminine values in industrial societies.

For the poorer part of the world, as long as a country remains poor, it
is unlikely to shift toward more feminine values. Masculinity-femininity
differences play a role in what is becoming a dramatic problem for mainly
Asian countries, the prevention or suppression of female births. Asia around
2000 counted some 100 million fewer females than would have been the
result of normal birthrates. This fact is attributable to the desire of parents
to have sons rather than daughters, the availability of ultrasound scanning
of the sex of a fetus followed by selective abortion, and the old practice
of killing baby girls. The female/male ratio in the population is higher
in feminine cultures such as Thailand and Indonesia than in masculine
cultures such as India and China. A surplus of men over women may fur-
ther increase the masculinity of the societies in question. In the book Bare
Branches, political scientists Valerie Hudson and Andrea den Boer show
that a surplus of young men in society is associated with more violence and
with authoritarian political systems.”* The direction of causality between
male surpluses and cultural masculinity could go both ways, and they may
reinforce each other.

Conservation of the global environment demands a worldwide nur-
turing mentality. The vicious circle from poverty to masculinity and back
is bad for global survival. This is another good reason to strive for a fair

distribution of resources over the world’s population.
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What Is Different
Is Dangerous

I n the 1960s Arndt Sorge did his military service in the West German
army. Near his hometown, where he spent his free weekends, there
were barracks of the British “Army on the Rhine.” Sorge was keen on
watching British motion pictures with the original sound track, which
were shown in the British barracks, and he walked up to the sentry to
ask whether he, as a German soldier, could attend. The sentry referred
him to the sergeant of the guard, who called the second in command on
the telephone and then tore a page out of a notebook, on which he wrote,
“Mr Arndt Sorge has permission to attend film shows,” and signed it,
adding that permission was granted by the second in command.

Sorge used his privilege not only on that occasion but also several
other times, and the notebook page always opened the gate for him, in con-
junction with his German army identity card. After he was demobilized,
he asked the British sentry whether he, now as a civilian, could continue

187
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to come. The sentry looked at the notebook page, said, “This is for you
personally,” and let him in.

Arndt Sorge became an organization sociologist, and he remembers
this experience as an example of how differently the British seemed to
handle such an unplanned request in comparison with what he was accus-
tomed to in the German army. The Germans would have taken more time
and would have needed the permission of more authorities; they would
have asked for more information about the applicant and issued a more
formal document. Finally, the document would have been issued to him as
a member of the armed forces, and there would have been no possibility of

his using it after his demobilization.'

The Avoidance of Uncertainty

Germany and Britain have a lot in common. Both are Western Euro-
pean countries, both speak a Germanic language, their populations are of
roughly equal size, and the British royal family is of German descent. Yet it
does not take a very experienced traveler to notice the considerable cultural
difference between the two countries.

Peter Lawrence is a British sociologist who wrote about Germany:

What strikes a foreigner traveling in Germany is the importance attached
to the idea of punctuality, whether or not the standard is realized. Punc-
tuality, not the weather, is the standard topic of conversation for strangers
in railway compartments. Long distance trains in Germany have a pam-
phlet laid out in each compartment called a Zugbegleiter (literally, “train
accompanier”) which lists all the stops with arrival and departure times
and all the possible connections en route. It is almost a national sport in
Germany, as a train pulls into a station, for hands to reach out for the
Zugbegleiter so that the train’s progress may be checked against the digital
watch. When trains are late and it happens, the loudspeaker announce-
ments relay this fact in a tone which falls between the stoic and the tragic.
The worst category of lateness which figures in these announcements is
unbestimmte Verspitung (indeterminable lateness: we don’t know how late

it 1s going to be!) and this is pronounced as a_funeral oration.”

Sorge’s surprise at the easygoing approach of the British sentry and
Lawrence’s at the punctual German travelers suggest that the two coun-
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tries differ in their tolerance of the ambiguous and the unpredictable. In
the IBM research, Britain and Germany score exactly alike on the two
dimensions of power distance (both 85) and masculinity (both 66). On
individualism, though, the British score considerably higher (89 versus 67).
The largest difference between the two countries, however, is on a fourth
dimension, labeled uncertainty avoidance.

The term wuncertainty avoidance has been borrowed from American
organization sociology, in particular from the work of James G. March.’
March and his colleagues recognized it in American organizations. Ways
of handling uncertainty, of course, are part and parcel of any human insti-
tution in any country. All human beings have to face the fact that we do
not know what will happen tomorrow: the future is uncertain, but we have
to live with it anyway.

Extreme ambiguity creates intolerable anxiety. Every human society has
developed ways to alleviate this anxiety. These ways belong to the domains
of technology, law, and religion. Technology, from the most primitive to the
most advanced, helps people to avoid uncertainties caused by nature. Laws
and rules try to prevent uncertainties in the behavior of other people. Reli-
gion is a way of relating to the transcendental forces that are assumed to
control people’s personal future. Religion helps followers to accept the uncer-
tainties against which one cannot defend oneself, and some religions offer the
ultimate certainty of a life after death or of victory over one’s opponents.

Anthropologists studying traditional societies have spent a good deal
of their attention on technology, law, and religion. They have illustrated
the enormous variety of ways in which human societies deal with uncer-
tainty. Modern societies do not differ essentially from traditional ones in
this respect. In spite of the availability of the same information virtually
anywhere around the globe, technologies, laws, and religions continue to
vary. Moreover, there are no signs of spontaneous convergence.

The essence of uncertainty is that it is a subjective experience, a feel-
ing. A lion tamer may feel reasonably comfortable when surrounded by his
animals, a situation that would make most of us almost die from fear. You
may feel reasonably comfortable when driving on a crowded freeway at
fifty-five miles per hour or more, a situation that, statistically, is probably
riskier than the lion tamer’s.

Feelings of uncertainty may also be partly shared with other members
of one’s society. As with the values discussed in the past three chapters,

feelings of uncertainty are acquired and learned. Those feelings and the
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ways of coping with them belong to the cultural heritage of societies. They
are transferred and reinforced through basic institutions such as the family,
the school, and the state. The collectively held values of the members of a
particular society reflect them. Their roots are nonrational. They lead to
collective patterns of behavior in one society that may seem aberrant and
incomprehensible to members of other societies.

Measuring the (In)tolerance of Ambiguity in
Society: The Uncertainty Avoidance Index

Following on power distance, individualism-collectivism, and
masculinity-femininity, uncertainty avoidance (from strong to weak) is the
fourth dimension found in the IBM research project. Each country and
region in this project could be assigned an uncertainty avoidance index
(UAI) score.

Differences among countries on uncertainty avoidance were originally
discovered as a by-product of power distance. It all started with a question
about job stress: “How often do you feel nervous or tense at work? " —with
answers ranging from (1) I always feel this way to (5) I never feel this way.
Geert had been struck by the regularity of answer patterns on this question
from country to country. For example, British employees always scored less
nervous than German employees, be they managers, engineers, secretar-
ies, or unskilled factory workers. However, across all countries in the IBM
database, differences in stress were unrelated to power distance.

Close scrutiny of all questions producing stable country differences
revealed that the country mean scores on the following three items were
strongly correlated:

1. Job stress, as just described (mean score on a 1 to 5 scale).

2. Agreement with the statement “Company rules should not be broken—
even when the employee thinks it is in the company’s best interest”
(mean score on a 1 to 5 scale). This question was labeled rule orientation.

3. The percentage of employees expressing their intent to stay with the
company for a long-term career. The question was “How long do you

>

and the answers ran

think you will continue working for IBM?”
as follows: (1) Two years at the most; (2) From two to five years; (3)
More than five years (but I probably will leave before I retire); and (4
Until I retire. The percentage in a country answering 3 or 4 was cor-
related with the mean answers on questions 1 and 2.
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At first the combination of these three questions did not make sense. Why
should someone who feels under stress also want rules to be respected and
want his or her career to be long-term? But this is a false interpretation.
The data do not suggest that “someone” shares these three attitudes. When
we looked at the answers of individual “someones,” the answers to the three
questions were not correlated. It was the differences in mean answers by
country for the three questions that were correlated. So, if in a country more
people felt under stress at work, in the same country more people wanted
rules to be respected, and more people wanted to have a long-term career.
The distinction is that the individuals who held each of these feelings did
not need to be the same persons.

As we argued in Chapter 2, the culture of a country—or of another cat-
egory of people—is not a combination of properties of the “average citizen,”
nor a “modal personality.” It is, among other things, a set of likely reactions
of citizens with a common mental programming. One person may react in
one way (such as feeling more nervous), and another in another way (such
as wanting rules to be respected). Such reactions need not be found within
the same ndividuals, but only statistically more often in the same society.

The interpretation of the association among questions 1 through 3 at
the society level does make sense. We assume that all three are expressions
of the level of anxiety that exists in a particular society in the face of an
uncertain future. This level of anxiety forms part of the shared mental pro-
gramming of people in that society—in the family, at school, and in adult
life. Because of this anxiety level, a relatively larger share of individuals
will feel nervous or tense at work (question 1). The idea of breaking a com-
pany rule—for whatever good reason—is rejected by more people (ques-
tion 2), because it introduces ambiguity: what if all employees would just
start doing as they pleased? Finally, changing employers is less popular in
such a country (question 3), for it means venturing into the unknown.

Uncertainty avoidance can therefore be defined as the extent to which the
members of a culture feel threatened by ambiguous or unknown situations. This
feeling is, among other manifestations, expressed through nervous stress
and in a need for predictability: a need for written and unwritten rules.

The UAI values for seventy-six countries and regions are listed in
Table 6.1. In a way similar to the computation of the power distance index
(Chapter 3), the index value for each country was computed from the mean
scores of questions 1 and 2 and the percentage score for question 3. The
formula used is based on simple mathematics: adding or subtracting the
three scores after multiplying each by a fixed number, and finally adding



TABLE 6.1 Uncertainty Avoidance Index (UAI) Values for 76 Countries and Regions
Based on Three Items in the IBM Database Plus Extensions
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TABLE 6.1 Uncertainty Avoidance Index (UAI) Values for 76 Countries and Regions

Based on Three Items in the IBM Database Plus Extensions, continued
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another fixed number. The formula was developed such that (1) each of
the three questions would contribute equally to the final index and (2)
index values would range from around 0 for the country with the weakest
uncertainty avoidance to around 100 for the strongest. The latter objective
was not completely attained, because after the formula had been developed,
some more countries were added that produced scores greater than 100.
Table 6.1 shows a new grouping of countries, unlike the ones found
for any of the previous three dimensions. Even within regions we find
large differences, which suggests different causes from those for power
distance and individualism. High scores occur for Latin American, Latin
European, and Mediterranean countries (from 112 for Greece to 67 for
Ecuador). Also high are the scores of Japan and South Korea (92 and 85).
Medium high are the scores of the German-speaking countries Austria,
Germany, and Switzerland (70, 65, and 58). Medium to low are the scores
of all Asian countries other than Japan and Korea (from 69 for Taiwan to
8 for Singapore), for the African countries, and for the Anglo and Nordic
countries plus the Netherlands (from 59 for Finland to 23 for Denmark).
West Germany scored 65 (rank 43—44) and Great Britain 35 (rank 68—69).
This confirms a culture gap between these otherwise similar countries
with regard to the avoidance of uncertainty, as illustrated in the story with

which this chapter opened.

Uncertainty Avoidance and Anxiety

Anxietyis a term taken from psychology and psychiatry that expresses a dif-
fuse “state of being uneasy or worried about what may happen.™ It should not
be confused with fear, which has an object. We are afraid of something, but
anxiety has no object. The idea that levels of anxiety may differ among coun-
tries goes back to the French sociologist Emile Durkheim (1858-1917), who
as early as 1897 published a study on the phenomenon of suicide. It showed
that suicide rates in different countries and regions were surprisingly stable
from year to year. He used this stability as proof that a highly individual act
such as taking one’s life could nevertheless be influenced by social forces that
differed among countries and remained largely the same over time.

High suicide rates are one, but only one, possible outcome of anxiety in
a society. In the 1970s the results were published of a large study of anxiety-
related phenomena in eighteen developed countries by the Irish psychologist
Richard Lynn. Lynn used data from official health and related statistics and
showed that a number of indicators were correlated across countries: the
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suicide death rate, alcoholism (measured by the death rate due to liver cir-
rhosis), the accident death rate, and the rate of prisoners per ten thousand
population. These together formed a factor that he labeled anxiety or neuroti-
czsm. Some other indicators were negatively related with the anxiety factor:
the consumption of caffeine (in coffee and tea), the average daily intake of
calories of food, the death rate due to coronary heart disease, and the occur-
rence of chronic psychosis (measured through the number of patients per
one thousand population). Lynn calculated scores for the strength of the
anxiety factor of each of his eighteen countries, based on data from 1960. He
found Austria, Japan, and France to score highest, and New Zealand, Great
Britain, and the Republic of Ireland lowest. There is a strong correlation
between Lynn’s country anxiety scores and the UAI scores found in the
IBM studies and listed in Table 6.1.° Because the two studies use completely
different sources of data, the agreement between their results is supportive
of the solidity of their conclusions: anxiety levels differ from one country to
another. Some cultures are more anxious than others.

Anxious cultures tend to be expressive cultures. They are the places
where people talk with their hands and where it is socially acceptable to
raise one’s voice, to show one’s emotions, and to pound the table. Japan may
seem to be an exception in this respect; as with other Asians, the Japanese
generally behave unemotionally in Western eyes. In Japan, however, and to
some extent also in Korea and Taiwan, there is the outlet of getting drunk
among colleagues after working hours. During these parties men release
their pent-up aggression, even toward superiors, but the next day business
continues as usual. Such drinking bouts represent one of the major institu-
tionalized places and times for anxiety release.

In weak uncertainty-avoidance countries, anxiety levels are relatively
low. According to Lynn’s study, more people in these countries die from
coronary heart disease. This statistic can be explained by the lower expres-
siveness of these cultures. Aggression and emotions are not supposed to be
shown: people who behave emotionally or noisily meet with social disap-
proval. This means that stress cannot be released in activity; it has to be
internalized. If this happens again and again, it may cause cardiovascular
damage.

Lynn explains the larger number of chronic psychosis patients in low
anxiety countries by a lack of mental stimuli in such societies, a certain
gloom or dullness. Coffee and tea are stimulating drugs, and these societies
show a high consumption of such caffeine carriers. Alcohol has the opposite

effect; that is, it releases stress. Weak uncertainty-avoidance societies tend
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to have low average alcohol consumption figures as manifested by their fre-
quency of liver sclerosis deaths. Many people in the Scandinavian countries
show a particular pattern of periodic excessive drinking—in which case
the alcohol does act as a stimulus, but for a short period only—followed
by longer periods of abstention; the average alcohol consumption in the
Scandinavian countries is low compared with the rest of Europe.®

A comparison across thirty-three countries of UAI with national
norms for the Big Five personality test showed that in more uncertainty-
avoiding cultures, respondents scored themselves higher on neuroticism
and lower on agreeableness. Neuroticism scores increased further if the
culture was also masculine.” Neuroticism (the opposite of emotional stabil-
ity) combines the following set of self-scored personality facets: anxiety,
angry hostility, depression, self-consciousness, impulsiveness, and vulner-
ability. Agreeableness combines trust, straightforwardness, altruism, com-
pliance, modesty, and tender-mindedness.

These correlations explain why people from strong uncertainty-
avoldance cultures may come across to others as busy, fidgety, emotional,
aggressive, or suspicious and why people from weak uncertainty avoidance
countries to others may give the impression of being dull, quiet, easygo-
ing, indolent, controlled, or lazy. These impressions are in the eye of the
beholder: they show the difference with the level of emotionality in the

observer’s own culture.

Uncertainty Avoidance Is Not the Same as
Risk Avoidance

Uncertainty avoidance should not be confused with risk avoidance. Uncer-
tainty is to risk as anxiety is to fear. Fear and risk are both focused on
something specific: an object in the case of fear, and an event in the case of
risk. Risk is often expressed as a percentage of probability that a particu-
lar event will happen. Anxiety and uncertainty are both diffuse feelings.
Anxiety, it was argued earlier, has no object. Uncertainty has no prob-
ability attached to it. It is a situation in which anything can happen and we
have no idea what. As soon as uncertainty is expressed as risk, it ceases to
be a source of anxiety. It may become a source of fear, but it may also be
accepted as routine, like the risks of driving a car or practicing a sport.
Rather than leading to reducing risk, uncertainty avoidance leads to
a reduction of ambiguity. Uncertainty-avoiding cultures shun ambiguous
situations. People in such cultures look for structure in their organiza-
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tions, institutions, and relationships that makes events clearly interpretable
and predictable. Paradoxically, they are often prepared to engage in risky
behavior in order to reduce ambiguities, such as starting a fight with a
potential opponent rather than sitting back and waiting.

The analysis of the IBM data shows a correlation between the strength
of uncertainty avoidance in a (developed) country and the maximum speeds
allowed in freeway traffic in that country. The relationship is positive:
stronger uncertainty avoidance means faster driving. Faster driving, other
things being equal, means more fatal accidents, thus more risk. However,
this is a familiar risk, which uncertainty-avoiding cultures do not mind run-
ning. Their emotionality provides them with a sense of stress, of urgency,
which in turn leads to wanting to drive faster. The higher speed limits in
stronger uncertainty-avoidance countries show, in fact, a priority of saving
time over saving lives.®

In countries with weaker uncertainty avoidance, there is less of a pre-
vailing sense of urgency, and therefore, there is more public acceptance
of a lower speed limit. Not only familiar risks but also unfamiliar risks
are accepted, such as those involved in a change of jobs or in engaging in

activities for which there are no rules.

Uncertainty Avoidance in Replication Studies:
Project GLOBE

The GLOBE study, introduced in Chapter 2, included items intended to
measure a dimension called uncertainty avoidance, once “as it is” and once
“as it should be.” As we argued, GLOBE’s questions were formulated so
differently from ours that they could hardly be expected to measure the
same thing. Our analysis of GLOBE’s “uncertainty avoidance” confirms
this argument, and it produces a number of surprises.

First of all, across forty-eight overlapping countries, our UAI corre-
lates strongly negatively with GLOBE’s uncertainty avoidance “as is” and
weakly positively with GLOBE’s uncertainty avoidance “should be.” There
is a strikingly strong negative correlation between GLOBE’s uncertainty
avoidance “as is” and “should be” scores.”

In countries where we measured a strong uncertainty avoidance (high
UAI, validated against societal stress, neuroticism, need for rules, and
other factors to follow in this chapter), GLOBE measured weak uncer-
tainty avoidance “as is.” Examples of GLOBE’s questions used are “In this
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society, orderliness and consistency are stressed, even at the expense of
experimentation and innovation” (disagree) and “In this society, societal
requirements and instructions are spelled out in detail so citizens know
what they are expected to do” (disagree). Basically, where we measured
strong uncertainty avoidance, GLOBE respondents say there is no order
and there are no detailed instructions in their society."

GLOBE’s uncertainty avoidance “should be” was primarily correlated
not with our UAI but with our PDI. In Chapter 3 we noted that GLOBE’s
power distance “as is” and “should be” both correlated better with our UAI
than with our PDI. It seems the meanings of our power and uncertainty
dimensions and those of GLOBE have been at least partly reversed."

Examples of GLOBE questions associated with uncertainty avoid-
ance “should be” are “I believe that orderliness and consistency should be
stressed, even at the expense of experimentation and innovation” (agree)
and “I believe that societal requirements and instructions should be spelled
out in detail so citizens know what they are expected to do” (agree). These
statements are primarily found in countries that in our studies score a large
power distance."

GLOBE’s uncertainty avoidance measures therefore present no alter-
native for our UAIL In Chapter 3 we saw that GLOBE’s power distance
measures presented no alternative for our PDI. GLOBE’s use of the terms
power distance and uncertainty avoidance just confuses the concepts.

Uncertainty Avoidance According to
Occupation, Gender, and Age

It is easy to imagine occupations that are more uncertainty avoiding versus
less so (such as bank clerk versus journalist). Nevertheless, the analysis of
the IBM data across the thirty-eight available occupations did not permit
the use of the UAI for characterizing occupations. The reason is that the
three questions used to compute the index for countries (stress, rule orien-
tation, and intent to stay) had different meanings for different occupations,
so that across occupations, the three were not correlated. Anybody who
wants to measure the amount of uncertainty avoidance in occupations will
have to use other questions.

The same holds for gender differences. Women and men in the same
countries and occupations showed exactly the same stress levels and rule
orientation. Only their intent to stay differed (men on average wanting
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to stay longer), but this result does not express their greater avoidance of
uncertainty: it just shows that the IBM population contained a percentage
of younger women who planned to stop working for some time when they
had small children.

The only aspect of the IBM population other than nationality that
did show a close relationship with the uncertainty avoidance index was
average age. In countries in which IBM employees were older, we found
higher stress, more rule orientation, and a stronger intent to stay. There is
a circular logic in the relationship between UAI and age: in countries with
stronger uncertainty avoidance, people not only intended to but did change
employers less frequently; therefore, IBM employees in these countries on
average had been with the company longer and were older.”

Uncertainty Avoidance in the Family

An American grandparent couple spent two weeks in a small Italian town
babysitting for their grandchildren, whose American parents, temporar-
ily located in Italy, were away on a trip. The children loved to play in the
public piazza, amid lots of Italian children with their mothers or nannies.
The American children were allowed to run around; they would fall down
but get up again, and the grandparents felt there was little real danger. The
[talians reacted quite differently. They would not let their children out of
their sight for a moment, and when one fell down, an adult would immedi-
ately pick the child up, brush oft the dirt, and console the child."

Among the first things a child learns are the distinctions between
clean and dirty, and between safe and dangerous. What is considered clean
and safe, or dirty and dangerous, varies widely from one society to the
next, and even among families within a society. What a child has to learn
is to classify clean things from dirty things and safe things from danger-
ous things. In strongly uncertainty-avoiding cultures, classifications with
regard to what is dirty and dangerous are tight and absolute. The Italian
mothers and nannies (UAI 75) saw dirt and danger in the piazza where the
American grandparents (UAI 46) saw none.

British-American anthropologist Mary Douglas has argued that dirt—
that which pollutes—is a relative concept, depending entirely on cultural

interpretation. Dirt is basically matter out of place. What are dangerous
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and polluting are things that do not fit our usual frameworks of thinking,
our normal classifications.”

Dirt and danger are not limited to matter. Feelings of dirty and dan-
gerous can also be held about people. Racism is bred in families. Children
learn that persons from a particular category are dirty and dangerous.
They learn to avoid children from social, ethnical, religious, or political
out-groups as playmates.

Ideas too can be considered dirty and dangerous. Children in their
families learn that some ideas are good and others taboo. In some cultures
the distinction between good and evil ideas is sharp. There is a concern
about Truth with a capital 7. Ideas that differ from this Truth are danger-
ous and polluting. Little room is left for doubt or relativism.

The stronger systems of rules and norms in strongly uncertainty-
avoiding societies make children more often feel guilty and sinful. In fact,
the education process in high-UAT societies develops in its children stron-
ger superegos (the concept was developed by Sigmund Freud in high-UAI
Austria). Children in these societies are more likely to learn that the world
is a hostile place and are more likely to be protected from experiencing
unknown situations.

Weak uncertainty-avoidance cultures also have their classifications as
to dirt and danger, but these classifications are less precise and more likely
to give the benefit of the doubt to unknown situations, people, and ideas.
In these societies rules are more flexible, superegos are weaker, the world
is pictured as basically benevolent, and experiencing novel situations is
encouraged.

The less-flexible system of rules and norms for children in stronger
uncertainty-avoiding cultures is also reflected in language. Data about the
structure of languages presented by Kashima and Kashima, whose work
we met in Chapter 4, show that languages in uncertainty-avoiding cultures
more often have different modes of address for different persons, like zu
and vous in French. Children learning such languages face more choices
according to tight cultural rules. Languages in lower UAI cultures tend to
have fewer such rules."

The strong uncertainty-avoidance sentiment can be summarized by the
credo of xenophobia: “What is different is dangerous.” The weak uncertainty-

avoidance sentiment, on the contrary, is: “What is different is curious.”
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Family life in high-UAI societies is inherently more stressful than
where UAI is low. Feelings are more intense, and both parents and children
express their positive sentiments as well as their negative sentiments more
emotionally. Data from the World Values Survey showed that in balance,
satisfaction with home life was negatively correlated with UAI at least in
the more affluent countries. When poorer countries were included, satisfac-
tion with home life related more to individualism and femininity."”

Eurobarometer data from 2008 showed that differences in percentages
of EU citizens scoring “very satisfied with the life I lead” were explained by
national wealth (GNI per capita) when all twenty-six countries in the study
were included. When the analysis was limited to the nineteen more affluent
countries, the differences were explained by (low) UAIL low MAS, plus high
GNI per capita. Percentages scoring “very satisfied with my family life”
showed a similar pattern: across all EU countries they related to national
wealth, but for the affluent countries they also related to low UAL™

In the same Eurobarometer study, EU citizens were asked about diffi-
culties faced by families in daily life. Percentages marking “the cost of rais-
ing children” were, not surprisingly, related to GNI per capita. However, in
the affluent countries they were also related to high UAIL"

Table 6.2 summarizes the key differences between weak and strong
uncertainty-avoidance societies described so far. Obviously, the descrip-
tions refer to the extreme poles of the dimension, and most real coun-
tries are somewhere in between, with considerable variation wizthin each
country.

Uncertainty Avoidance, Health, and
(Un)happiness

Self-ratings of health across countries tend to correlate negatively with
UAIL Where medical statistics show no evidence of objective health differ-
ences, people in uncertainty-tolerant countries still feel healthier. One is
as healthy as one feels.**

Health-care practices vary considerable among countries, as any trav-
eler who has consulted a doctor abroad can testify. Theories and practices
of medicine are tightly interwoven with cultural traditions, in which uncer-

tainty avoidance plays an important role. Lynn Payer, a medical journalist,
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TABLE 6.2 Key Differences Between Weak and Strong

Uncertainty-Avoidance Societies
I: General Norm and Family

WEAK UNCERTAINTY AVOIDANCE

Uncertainty is a normal feature of
life, and each day is accepted as it
comes.

Low stress and low anxiety

Aggression and emotions should not
be shown.

In personality tests, higher scores on
agreeableness

Comfortable in ambiguous situations
and with unfamiliar risks

Lenient rules for children on what is
dirty and taboo

Weak superegos developed

Similar modes of address for different
others

What is different is curious.
Family life is relaxed.

If country is affluent: satisfaction with
family life.

STRONG UNCERTAINTY AVOIDANCE

The uncertainty inherent in life is
a continuous threat that must be
fought.

High stress and high anxiety

Aggression and emotions may at
proper times and places be vented.

In personality tests, higher scores on
neuroticism

Acceptance of familiar risks; fear
of ambiguous situations and of
unfamiliar risks

Tight rules for children on what is
dirty and taboo

Strong superegos developed

Different modes of address for
different others

What is different is dangerous.
Family life is stressful.

If country is affluent: worried about
cost of raising children.

described her personal experiences as a patient in Britain, France, Ger-

many, and the United States. One of her examples is that low blood pres-

sure is seen as a reason for living longer (and maybe getting a lower life

insurance premium) in Britain and the United States, but it is treated as a

disorder in (higher UAI) Germany, where several drugs are on the mar-

ket to cure it.*! A comparative study of doctor-patient interactions in ten

European countries showed that doctors in uncertainty-tolerant countries

on average had more eye contact with the patient and paid more attention

22

to rapport building.
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Doctors in uncertainty-tolerant countries more often send the patient
away with a comforting talk, without any prescription. In uncertainty-
avoiding cultures, meanwhile, doctors usually prescribe several drugs, and
patients expect them to do so. It is said that in France when a village is
slowly depopulating, the local pharmacy survives longer than the local pub.
This is certainly not the case in (lower UAI) Ireland.

A country’s uncertainty-avoidance norm is also reflected in the way
health-care resources are spent. The United Nations Development Pro-
gramme (UNDP) lists the number of doctors and the number of nurses
per 100,000 inhabitants. Dividing the latter number (nurses) by the former
number (doctors) provides an index of nurses per doctor that is indepen-
dent of the absolute size of the health budget—that is, of the country’s
wealth. There is a significant negative correlation between nurses per doc-
tor and UAI, meaning that uncertainty-avoiding countries tend to spend
more money on doctors, while uncertainty-accepting countries spend more
on nurses. In high-UAI cultures, thus, more tasks are performed by the
doctors themselves, who are seen as the indispensable experts.*’

Lower self-ratings on health in uncertainty-avoiding cultures are
reflected in higher self-ratings on unhappiness. Dutch sociologist Ruut Veen-
hoven compiled data about happiness (subjective well-being) in nations for a
period of more than fifty years. For all countries together and for the period
before 1990, average happiness scores were primarily correlated with wealth
(richer countries happier). For the affluent countries and for all countries
since 1990, we found UALI to produce the strongest correlation with average
happiness.** However, average happiness may not be the most meaningful
yardstick. Veenhoven’s database includes a measure for the distribution (dzs-
persion) of happiness scores within each country. These dispersion scores are
positively correlated with UAL*® Very happy people could be found in both
high- and low-UALI countries, but very unhappy people existed especially in
high-UALI countries. This means that UAI tends to correlate with unhap-
piness, rather than with happiness. Uncertainty avoidance tends to explain

26 Qur new

why some nations have higher percentages of unhappy people.
cultural dimension of indulgence versus restraint (Chapter 8) will explain why
some nations have higher percentages of very happy people.

An ingenious indirect measurement of unhappiness was supplied by

Peter Smith’s comparison of national levels of “acquiescence” in large inter-



What Is Different Is Dangerous 205

national surveys, mentioned in Chapter 4. Acquiescence is the tendency to
give positive answers to any question, regardless of its content. For ques-
tions dealing with values, this tendency was correlated with collectivism
and large power distance. For questions dealing with descriptions of the
actual situation, the tendency to give positive answers all across was cor-
related with weak uncertainty avoidance. In high-UAI countries people
showed a negative tendency in describing their work and life situation.*”

Uncertainty Avoidance at School

The International Teachers Program (I'TP) around 1980 was a summer
refresher course for teachers in management subjects. In a class of fifty
there might be twenty or more different nationalities. Such a class offered
excellent opportunities to watch the different learning habits of the stu-
dents (who were teachers themselves at other times) and the different
expectations they had of the behavior of those who taught them.

One dilemma Geert experienced when teaching in the I'TP was choos-
ing the proper amount of structure to be put into the various activities.
Most Germans, for example, favored structured learning situations with
precise objectives, detailed assignments, and strict timetables. They liked
situations in which there was one correct answer that they could find.
They expected to be rewarded for accuracy. These preferences are typical
for stronger uncertainty-avoidance countries. Most British participants,
on the other hand, despised too much structure. They liked open-ended
learning situations with vague objectives, broad assignments, and no time-
tables at all. The suggestion that there could be only one correct answer
was taboo with them. They expected to be rewarded for originality. Their
reactions are typical for countries with weak uncertainty avoidance.

Students from strong uncertainty-avoidance countries expect their
teachers to be the experts who have all the answers. Teachers who use
cryptic academic language are respected; some of the eminent gurus from
these countries write such difficult prose that one needs commentaries by
more ordinary creatures explaining what the guru really meant. It has been
remarked that “German students are brought up in the belief that anything
which is easy enough for them to understand is dubious and probably unsci-

»9

entific.””® French academic books not infrequently contain phrases of half
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a page long.”” Students in these countries will not, as a rule, confess to
intellectual disagreement with their teachers. A Ph.D. candidate who finds
him- or herself in conflict with a thesis adviser on an important issue has
the choice of changing his or her mind or finding another adviser. Intel-
lectual disagreement in academic matters is felt as personal disloyalty.

Students from weak uncertainty-avoidance countries accept a teacher
who says, “I don’t know.” Their respect goes to teachers who use plain
language and to books explaining difficult issues in ordinary terms. Intel-
lectual disagreement in academic matters in these cultures can be seen as
a stimulating exercise, and we know of thesis advisers whose evaluation of
a Ph.D. candidate is positively related to the candidate’s amount of well-
argued disagreement with the professor’s position.

In similar situations students in low-UAI countries were more likely to
attribute their achievements to their own ability, and students in high-UAI
countries to circumstances or luck. In two different studies, each covering
students from five countries, the relative tendency to attribute achievement
to ability was significantly negatively correlated with UAIL*°

The examples used so far stem from university and postgraduate teach-
ing and learning situations, but the behavior and expectations of both stu-
dents and teachers in these examples were clearly developed during earlier
school experiences. One more difference related to uncertainty avoidance,
which operates specifically at the elementary- and secondary-school level,
is the expected role of parents versus teachers. In cultures with strong
uncertainty avoidance, parents are sometimes brought in by teachers as
an audience, but they are rarely consulted. Parents are laypersons, and
teachers are experts who know. In countries with weak uncertainty avoid-
ance, teachers often try to get parents involved in their children’s learning

process: they actively seek parents” ideas.

Uncertainty Avoidance in Shopping

The previous chapter referred to the studies of Dutch marketing expert
Marieke de Mooij. She found many significant links between the IBM
indexes and consumer behavior differences among sixteen affluent Euro-
pean countries.”” Next to masculinity-femininity, uncertainty avoidance

played the most important role.
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In shopping for food and beverages, higher UAI stands for valuing
purity and basic products. Uncertainty-avoiding cultures used mineral
water rather than tap water, even where the tap water was of good qual-
ity. They ate more fresh fruits and used more pure sugar. Uncertainty-
accepting cultures valued convenience over purity: they consumed more
ready-made products, such as ice cream, frozen foods, confectionery, and
savory snacks.

Uncertainty-avoiding cultures believed more in cleanliness: they used
more laundry detergent. On the other hand, uncertainty-accepting cultures
valued looks more than cleanliness: they used more beauty products, such
as lipstick, mascara, body lotion, deodorant, hair conditioner, facial mois-
turizing cream, face cleaner, and other cosmetics.

People in uncertainty-avoiding cultures bought new cars rather than
used ones. People in uncertainty-accepting cultures would more often per-
form jobs in the home themselves—for example, painting and wallpaper-
ing; in high-UAI countries people preferred playing it safe and leaving such
jobs to experts.

People in uncertainty-accepting cultures were found to read more
books and newspapers. They more often claimed that ethical consider-
ations influenced their buying decisions.*

Customers in higher-UAI cultures tended to be hesitant toward new
products and information. They were slower in introducing electronic com-
munication tools (mobile telephones,” e-mail, the Internet).** Customers
in lower UAI cultures more often used the Internet to compare service
providers.*

Advertising campaigns, in print and on TV, for uncertainty avoid-
ing cultures frequently feature experts, such as doctors in white coats,
who recommend the product. Ads in uncertainty-accepting cultures more
frequently use humor. Ads from sellers in other EU countries are more
frequently read in low-UAI cultures.”®

In financial matters people from high-UAI countries take fewer risks:
they tend to invest less in stocks and more in precious metals and gems.
They are also slower in paying their bills, which may be a problem in trade
with uncertainty-accepting countries.®”

Table 6.3 continues the summary of key differences between weak

and strong uncertainty-avoidance societies started in Table 6.2. Again the
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TABLE 6.3 Key Differences Between Weak and Strong
Uncertainty-Avoidance Societies
Il: Health, Education, and Shopping

WEAK UNCERTAINTY AVOIDANCE STRONG UNCERTAINTY AVOIDANCE

Fewer people feel unhappy. More people feel unhappy.

People have fewer worries about People have more worries about

health and money. health and money.

People have more heart attacks. People have fewer heart attacks.

There are many nurses but few There are many doctors but few

doctors. nurses.

Students are comfortable with Students are comfortable in

open-ended learning situations and structured learning situations and

concerned with good discussions. concerned with the right answers.

Teachers may say, “l don’t know.” Teachers are supposed to have all the
answers.

Results are attributed to a person’s Results are attributed to

own ability. circumstances or luck.

Teachers involve parents. Teachers inform parents.

In shopping, the search is for In shopping, the search is for purity

convenience. and cleanliness.

Used cars, do-it-yourself home repairs New cars, home repairs by experts

People more often claim ethical People read fewer books and
considerations in buying. newspapers.

There is fast acceptance of new There is a hesitancy toward new
features such as mobile phones, products and technologies.

e-mail, and the Internet.
Risky investments Conservative investments

Appeal of humor in advertising. Appeal of expertise in advertising

descriptions refer to extremes, and most real countries are somewhere in

between, with considerable variation within each country.

Uncertainty Avoidance in the Workplace

In the summer of 2009, the international press reported on a wave of

suicides among employees of France Telecom, which, with more than a
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hundred thousand employees, is the largest French telecommunications
company. On September 28, 2009, the twenty-fourth employee in a period
of just over eighteen months killed himself, by jumping off a bridge on a
Monday morning. The suicide explosion was blamed on a drastic restruc-
turing of the former government monopoly after its privatization; employ-
ees, previously considered civil servants, were relocated, and tasks were
changed by management decree with little concern for employees’ personal
feelings. In Table 6.1 France is a high-UAI country (score 86, rank 17-22).
The stress of the restructuring became too high for the victims’ tolerance
level.

Along with stress, another component of the UAI was the percentage
of IBM employees expressing their intent to stay with the company for
a long-term career. This was not only an IBM phenomenon: in higher-
UALI countries, other factors being equal, more employees and managers
look for long-term employment. At the same time, more people in these
countries (at least in Europe) find it difficult to achieve the right work-life
balance.”®

Laws, rules, and regulations were mentioned in the beginning of this
chapter as ways in which a society tries to prevent uncertainties in the
behavior of people. Uncertainty-avoiding societies have more formal laws
and informal rules controlling the rights and duties of employers and
employees. They also have more internal regulations controlling the work
process, although in this case the power distance level plays a role too.
Where power distances are large, the exercise of discretionary power by
superiors replaces to some extent the need for internal rules.

The need for rules in a society with a strong uncertainty-avoidance
culture is emotional. People—employers and employees but also civil ser-
vants and members of governments—have been programmed since early
childhood to feel comfortable in structured environments. Matters that can
be structured should not be left to chance.

The emotional need for laws and regulations in a strong uncertainty-
avoidance society can lead to rules or rule-oriented behaviors that are
purely ritual, inconsistent, or even dysfunctional. Critics from countries
with weaker uncertainty avoidance often do not realize that ineffective
rules can also satisfy people’s emotional need for formal structure. What
happens in reality is less important. Philippe d’Iribarne, in his comparative
study of'a French, a U.S., and a Dutch manufacturing plant, remarked that

some procedures in the French plant were formally followed but only after
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having been divested of any practical meaning. He compared this situation
to what has been written about the French ancien régime (the eighteenth-
century, pre-Napoleon monarchy): “une régle rigide, une pratique molle”
(“a strict rule, but a lenient practice”).*

Countries with weak uncertainty avoidance can show the opposite,
an emotional horror of formal rules. People think that rules should be
established only in case of absolute necessity, such as to determine whether
traffic should keep left or right. They believe that many problems can be
solved without formal rules. Germans, coming from a fairly uncertainty-
avoiding culture, are impressed by the public discipline shown by the Brit-
ish in forming neat queues at bus stops and in shops. There is no law in
Britain governing queuing behavior; it is based on a public habit continu-
ously reinforced by social control. The paradox here is that although rules
in countries with weak uncertainty avoidance are less sacred, they are often
better followed.

British queuing behavior is facilitated by the unemotional and patient
nature of most British subjects. As argued earlier in this chapter, weak
uncertainty avoidance also stands for low anxiety. At the workplace the
anxiety component of uncertainty avoidance leads to noticeable differ-
ences between strong and weak uncertainty-avoidance societies. In strong
uncertainty-avoidance societies, people like to work hard or at least to
be always busy. Life is hurried, and time is money. In weak uncertainty-
avoidance societies, people are able to work hard if there is a need for it, but
they are not driven by an inner urge toward constant activity. They like to
relax. Time is a framework in which to orient oneself but not something
one is constantly watching.

In the 1970s, during courses at INSEAD business school in Fontaine-
bleau, I'rance, professor André Laurent surveyed managers from ten indus-
trialized countries about their beliefs regarding organization. Items for

which the country mean scores correlated with UAI were as follows:

Most organizations would be better off if conflict could be eliminated
forever.

[t is important for a manager to have at hand precise answers to most
of the questions that subordinates may raise about their work.

If you want a competent person to do a job properly, it is often best to
provide precise instructions on how to do it.
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When the respective roles of the members of a department become
complex, detailed job descriptions are a useful way of clarifying.

An organizational structure in which certain subordinates have two
direct bosses should be avoided at all costs.*

All of these items show a dislike of ambiguity and a need for precision and
formalization in organizations in high-UAI countries. In low-UAI countries
ambiguity and chaos are sometimes praised as conditions for creativity.

Uncertainty-avoiding cultures also have a strong belief in expertise on
the work floor; their organizations contain more specialists. Uncertainty-
accepting cultures have an equally strong belief in common sense and in
generalists; a well-known example is the British tradition of considering
the study of classic literature at a good university a valid entry ticket for a
business management career.

A French study of top-management control in British, French, and
German companies by Jacques Horovitz concluded that in Britain top
managers occupied themselves more with strategic problems and less
with daily operations; in France and Germany the reverse was the case."
In the IBM studies, France and Germany scored considerably higher on
UAI than Britain (86 and 65, respectively, versus 35). Strategic problems,
being by definition unstructured, demand a greater tolerance for ambigu-
ity than do operational problems. During the period in which Horovitz did
his study, the French and German economies did better than the British,
so weak uncertainty avoidance leading to more strategic planning does
not necessarily increase business effectiveness. Strategic planning in these
countries is rather a matter of faith. The economic success of companies
and countries depends on many more factors.

U.S. researcher Scott Shane found that across thirty-three countries,
the number of new trademarks granted to nationals was negatively cor-
related with UAI He concluded that uncertainty-avoiding cultures were
slower in innovating.* Shane and his colleagues also surveyed employees of
four multinational companies in thirty countries about their roles in inno-
vation processes. In stronger uncertainty-avoidance countries, employees
more often felt constrained by existing rules and regulations.*’

A different story, however, is told by d’Iribarne. In the early 1990s
two European car manufacturers, Renault of France and Volvo of Sweden,

created a joint venture. In the IBM studies, France scored high on UAI,
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Sweden very low. A mixed team of engineers and technicians from both
nations worked on the design of a new model. After a few years the ven-
ture was dissolved. French and Swedish social scientists interviewed the
actors to find out what went wrong and possibly learn from the experience.
D’Iribarne described what they found:

In the joint team, the French rather than the Swedes produced the more
innovative designs. Irench team members did not hesitate to try out new
ideas and to defend these aggressively. The Swedes, on the other hand,
were constantly seeking consensus. The need for consensus limited what
ideas they could present, even what ideas they could concerve of. To the
Swedes the expression of ideas was subject to the need for agreement
between people; to the French, it was only subject to the search for technical
truth. The French were primarily concerned with the quality of decisions;
the Swedes with the legitimacy of the decision process. In the negotiations
within the team, the French usually won. They had the support of their
superiors who were involved all along, while the Swedish superiors had
delegated the responsibility to the team members and were nowhere to be
seen. The danger of this asymmetric structure was discovered too late. A
mutual distrust had developed at top management level that led to the

termination of the venture**

This case suggests that stronger uncertainty avoidance does not necessar-
ily constrain creativity, not does weaker uncertainty avoidance guarantee
its free flow. Comparing the conclusions by Shane and by d’Iribarne, we
are also warned that the results of social research are not independent of
the nationality of the researcher.

The IBM surveys had found that a preference for larger over smaller
companies to work for was positively correlated not only with MAS but
also with UAL In the organizational literature large companies are often
supposed to be less innovative than small ones, unless they reward intrapre-
neurs who dare to break rules. This term is a pun on the word entrepreneurs,
the independent self-starters who, according to the Austrian-American
economist Joseph Schumpeter (1883-1950), are the main source of innova-
tion in a soclety.

Schumpeter’s ideas played a role in a research project in which Geert
took part, together with a number of Dutch colleagues. The project looked

for economic and cultural factors affecting levels of self~employment in
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twenty-one industrialized countries. Comparing self-employment levels
with the countries” UAI scores produced a surprise. While one would expect
that in strong uncertainty-avoidance cultures, fewer people would risk self-
employment, the opposite turned out to be the case: self~employment rates
were consistently positively correlated with UAIL A further search revealed
that, in particular, one aspect associated with strong uncertainty avoidance
accounted for the correlation: low subjective well-being in a society. Self-
employment was therefore more often chosen in countries in which people
were dissatisfied with their lives, versus countries with a higher tolerance
for the unknown.*

If Schumpeter was right that entrepreneurs innovate more than non-
entrepreneurs, we thus found a reason for expecting more, not less, inno-
vation in high-UAI countries. Innovation, however, has more than one
face. It may be true that weak uncertainty-avoidance cultures are better
at basic innovations, but they seem to be at a disadvantage in developing
these innovations into new products or services. Implementation of new
processes demands a considerable sense of detail and punctuality. The lat-
ter are more likely to be found in strong uncertainty-avoidance countries.
Britain has produced more Nobel Prize winners than Japan, but Japan has
put more new products on the world market. There is a strong case here
for synergy between innovating cultures and implementing cultures—the
first supplying ideas, the second developing them.

Uncertainty Avoidance, Masculinity,
and Motivation

The motivation of employees is a classic concern of management and prob-
ably even more of management trainers and of the authors of management
books. Differences in uncertainty avoidance imply differences in motivation
patterns, but the picture becomes clearer when we simultaneously consider
the masculinity-femininity dimension described in Chapter 5. Figure 6.1
therefore presents a two-dimensional plot of country scores on uncertainty
avoidance (vertically) and masculinity (horizontally).

The usefulness of combining UAI and MAS for studying motivation
patterns was suggested by a comparison of the IBM survey results with
the work of Harvard University psychologist David McClelland (1917-98),
who in 1961 issued a now-classic book, The Achieving Society. In this book
he attempted to trace different dominant motivation patterns in different
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FIGURE 6.1 Masculinity Versus Uncertainty Avoidance
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countries. He distinguished three types of motives: achievement, affiliation
(associating with other people), and power. The strength of each motive
for each country was measured through a content analysis of the stories
appearing in children’s readers. McClelland argued that the stories read
by second- to fourth-grade schoolchildren, their first readings, are to mod-
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ern nations what folktales are to traditional societies. Folktales have been
widely used by field anthropologists to infer motives of nonliterate peoples;
McClelland wanted to do the same for modern nations.

McClelland’s research team analyzed children’s stories from a large
number of countries dating from 1925 and from 1950. For each country
and either period, twenty-one stories were studied. Each story and each
country was scored on need for achievement, need for affiliation, and need
for power. McClelland’s own hypothesis was that the need for achievement
in children’s stories would predict a country’s rate of economic development
at the time when these children grew up. On this account later events did
not prove him right. A comparison of McClelland’s country scores with
the IBM dimension scores, however, revealed that the need for achieve-
ment as measured from 1925 children’s books (the more traditional ones)
was strongly correlated with weak uncertainty avoidance and even more
strongly with the combination of weak uncertainty avoidance and strong
masculinity.*

This means that McClelland’s 1925 ranking of countries on their need
for achievement follows a diagonal line through Figure 6.1, from upper
right (strong need for achievement) to lower left (weak need for achieve-
ment). Low UAI means willingness to run unfamiliar risks, and high MAS
reflects the importance of visible results. Both are components of entrepre-
neurial activity in the American tradition. It should be no surprise that the
United States and the other Anglo countries in Figure 6.1 are to be found
in the upper right-hand quadrant, where UAI is low, MAS is high, and need
for achievement is strong. In choosing the achievement motive, the Ameri-
can McClelland has promoted a typical Anglo value complex to a universal
recipe for economic success. A French, Swedish, or Japanese researcher
would have been unlikely to conceive of a worldwide achievement motive.
Even the word achievement is difficult to translate in most languages other
than English."”

Leaving McClelland’s work aside, the combination of cultural uncer-
tainty avoidance and masculinity-femininity in Figure 6.1 highlights
different motivation patterns for different clusters of countries. A point
of departure is the “hierarchy of human needs” formulated by Abraham
Maslow and referred to in Chapter 4. Maslow ordered needs from lower to
higher: physiological, safety and security, belongingness, esteem, and self-
actualization. Chapter 4 took issue with the individualistic assumptions
in putting se/f~actualization on top. In view of the cultural variety in the
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world with regard to uncertainty avoidance and masculinity, some other
provisos should also be made.

Safety or security is likely to prevail over other needs where uncertainty
avoidance is strong. Belongingness (human relationships) will prevail over
esteem in a feminine culture, but esteem prevails over belonging in a mas-
culine culture. Thus, the supreme motivators—other things such as type of
work being equal—in Figure 6.1 will be achievement (of self or group) and
esteem in the upper right-hand corner (United States, etc.); achievement
and belongingness in the upper left-hand corner (Sweden, etc.); security and
esteem in the lower right-hand corner (Japan, Germany, etc.); and security
and belongingness in the lower left-hand corner (France, etc.).

In this classification Maslow’s five categories have been maintained,
but they have been reshuffled according to a country’s prevailing culture
pattern. An additional question is whether other needs should be added
that were missing in Maslow’s model because they were not recognized in
his mid-twentieth-century U.S. middle-class cultural environment. Can-
didate needs identified in the previous chapters include respect, harmony,
face, and duty.

Table 6.4 summarizes the key differences between weak and strong
uncertainty-avoidance societies related to work, organization, and motiva-

tion. Again most real situations will be somewhere in between.

Uncertainty Avoidance, the Citizen, and the State

In countries with strong uncertainty avoidance, there tend to be more—
and more precise—laws than in those with weak uncertainty avoidance.
Germany, for example, has laws for the event that all other laws become
unenforceable (Notstandsgesetze), while Britain does not even have a written
constitution. Labor-management relations in Germany have been codified
in detail, while attempts to pass an Industrial Relations Act in Britain have
never succeeded.

In countries with weak uncertainty avoidance, a feeling prevails that
if laws do not work, they should be withdrawn or changed. In countries
with strong uncertainty avoidance, laws can fulfill a need for security even
if they are not followed—very similar to religious commandments.

Establishing laws is one thing; applying them is another. Legal experts
from the World Bank, in cooperation with law firms in more than a hun-

dred countries, have amassed information on the practical duration in each
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TABLE 6.4 Key Differences Between Weak and Strong Uncertainty-

Avoidance Societies

11l: Work, Organization, and Motivation

WEAK UNCERTAINTY AVOIDANCE

More changes of employer, shorter
service

There should be no more rules than
strictly necessary.

Work hard only when needed.

Time is a framework for orientation.
Tolerance for ambiguity and chaos

Belief in generalists and common
sense

Top managers are concerned with
strategy.

More new trademarks
Focus on decision process

Intrapreneurs are relatively free from
rules.

There are fewer self-employed people.

Better at invention, worse at
implementation

Motivation by achievement and
esteem or belonging

STRONG UNCERTAINTY AVOIDANCE

Fewer changes of employer, longer
service, more difficult work-life
balance

There is an emotional need for rules,
even if they will not work.

There is an emotional need to be busy
and an inner urge to work hard.

Time is money.
Need for precision and formalization

Belief in experts and technical
solutions

Top managers are concerned with
daily operations.

Fewer new trademarks
Focus on decision content

Intrapreneurs are constrained by
existing rules.

There are more self-employed people.
Worse at invention, better at
implementation

Motivation by security and esteem or
belonging

country of two relatively simple civil procedures: collecting a bounced

check (one refused by the bank) and evicting a tenant for nonpayment of

rent. The figures varied between forty days and three years, and across

sixty-seven countries for which culture indexes were available, the duration

of either procedure was highly significantly correlated with UAI, and not

with any of the other indexes or with national wealth.** More uncertainty-

avoiding cultures are well provided with laws, but for the citizen to make

them work in these two simple cases takes more time—possibly so much

that citizens may not even try.
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The effect of uncertainty avoidance on a society’s legislation depends
also on its degree of individualism or collectivism. In Figure 6.2 these
two dimensions have been plotted against each other. Whereas in strongly
uncertainty-avoiding, individualist countries, rules will tend to be explicit
and written into laws (low-context communication; see Chapter 4, in

FIGURE 6.2 Uncertainty Avoidance Versus Individualism
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strongly uncertainty-avoiding, collectivist countries, rules are often implicit
and rooted in tradition (high-context communication). The latter is clearly
the case in Japan, and it represents a bone of contention in the negotiations
between Western countries and Japan about the opening of Japanese mar-
kets for Western products. The Japanese rightly argue that there are no
formal rules preventing the foreign products from being brought in, but
the Western would-be importers run up against the many implicit rules of
the Japanese distribution system, which they do not understand.

The implications of uncertainty avoidance for the relationship between
authorities and citizens differ from those of power distance, as described in
Chapter 3. In high-PDI countries authorities have more unchecked power,
status, and material rewards than in low-PDI countries. In high-UAI
countries authorities are deemed to have more expertise than in low-UAI
countries. The inequality in this latter case is not in the power but in the
competence of authorities versus other citizens.

The term citizen competence was coined in a classic study by U.S. politi-
cal scientists Gabriel Almond and Sidney Verba: they found that the com-
petence attributed to ordinary citizens versus authorities varied strongly
among five countries in their research.” In Culture’s Consequences it is
shown that Almond and Verba’s citizen competence measure correlates
strongly negatively with uncertainty avoidance: perceived competence is
higher in countries that scored lower on uncertainty avoidance.

In another study, citizens from strong uncertainty-avoidance countries
were less optimistic about their possibilities to influence decisions made
by authorities than were citizens of weak uncertainty avoidance societ-
ies. Few citizens in high-UAI countries were prepared to protest against
decisions by the authorities, and if they did protest, their means of doing
so were relatively conventional, such as through petitions and demonstra-
tions. With regard to more extreme protest actions such as boycotts and
sit-ins, most citizens in high-UAI countries thought these actions should
be firmly repressed by the government.*

Citizens from weak uncertainty-avoidance countries believed that they
could participate in political decisions at the lowest, local level. More than
in strong uncertainty-avoidance countries, they were prepared to protest
against government decisions, and they sympathized with strong and
unconventional protest actions if the milder actions did not help. They did
not think the government should repress such protests.”’ Eurobarometer
data from 2007 showed that young Europeans from nineteen prosperous
countries were more likely to have signed a petition if their country’s UAI
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was lower. As for having taken part in a public demonstration, however,
the trend was, if anything, the other way around.”

Citizens in strong uncertainty-avoidance countries not only were more
dependent on the expertise of the government but also seemed to feel that
this was how things should be. The authorities and the citizens shared the
same norms about their mutual roles. The authorities tended to think in
legal terms: in high-UAI countries higher civil servants more frequently
had law degrees than in low-UAI countries (a 1977 article reported 65
percent with law degrees in Germany versus 3 percent in Britain).”> Civil
servants in high-UAI countries tended to have negative feelings about poli-
ticians and the political process; in low-UAI countries their feelings were
more positive.

Citizens of strong uncertainty-avoidance countries were less interested
in politics and less inclined to trust their country’s politicians and civil ser-
vants. While we observed that these countries tend to have more laws and
bylaws, this situation did not imply a greater trust in the legal system.”
Citizens of weak uncertainty-avoidance countries participated more often
in voluntary associations and activities for the benefit of their society.

An American family living in a suburb of Brussels worried about the
increasing noise level caused by their proximity to the airport. They cir-
culated a petition to the authorities to demand measures for noise reduc-
tion. Only the foreign families in the neighborhood were prepared to sign.
The Belgians (from a high-UAI culture) either denied the problem (“What
noise?”) or declined to sign, claiming the authorities would pay no atten-
tion anyway.”’

Chapter 5 described the “dropped pen” experiment by U.S. psychol-
ogy professor Robert Levine and his international students. This experi-
ment was part of a project studying helping behavior across cultures. The
same project included an experiment on “helping a blind person across
the street.” Students played the role of a blind person at a busy pedestrian
traffic light. “Helping” meant that within sixty seconds after the light
turned green, someone informed the “blind person” that it was green or
helped him or her across. Percentages of helping pedestrians in twenty-
three countries were significantly positively correlated with the countries’
UAI score. In more uncertainty-avoiding cultures, members of the public

could not stand by and see a blind person wait while the light was green.*
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In this case uncertainty avoidance had a positive effect on citizens’ taking
responsibility—but the other party was not the government.

In most higher-UAI countries in Europe, citizens are obliged to carry
identity cards in order to be able to show proof of who they are whenever
requested to do so by an authority figure. No such obligation exists in most
lower-UALI countries, and the burden of proof of identifying the citizen is
on the authorities.”

In high-UAI countries there is more conservatism, even within parties
that call themselves progressive, and a stronger need for law and order.
The public in low-UAI countries tends to be more liberally minded. In
these countries a positive attitude toward young people prevails, whereas
in high-UAI countries youngsters are more often considered as suspect.”
The reverse can also be true; quite a few French chansonniers wrote texts
that depict adults in a negative light, including Georges Brassens, Pierre
Chastellain, Catherine Leforestier, and Henri Tachan.” High-UAI coun-
tries are more likely to harbor extremist minorities within their political
landscape than low-UAI countries, and they are also more likely to ban
political groups whose ideas are considered dangerous. Banned groups may
continue an underground existence or may even resort to terrorism. These

countries have more native terrorists.

Uncertainty Avoidance and Corruption

A phenomenon that affects the functioning of the state, and sometimes also
of private organizations, is corruption. Official and unofficial side payments
occur in many situations throughout the world. What is called corruption
is partly a matter of definition. We speak of corruption when people use
the power of their positions to illegally enrich themselves, or when citizens
buy the collaboration of authorities for their private purposes. But what
about the large sums spent in some countries on lobbying, which, although
formally legal, rests on similar motives? What about the excessive levels
of self-compensation and golden handshakes at executive levels in some
companies and industries? In Japan, China, and many other cultures, the
giving of gifts is an important ritual, and the borderline between gift giv-
ing and bribing is diffuse. To a purist, even tipping can be considered a
form of bribing.
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Since 1995 Transparency International (a nongovernmental organiza-
tion located in Berlin) has issued an online yearly Corruption Perception
Index (CPI) for a large number of countries, which combines information
from up to thirteen sources in business, the press, and the foreign ser-
vices. The index ranges from 10 for a perfectly “clean” country to 1 for an
extremely corrupt country. Our analysis of the 2008 CPI scores showed
that worldwide, they depended very strongly on national wealth—or rather
on national poverty. The wealthier half of the seventy-three countries for
which we had all the necessary data was also the cleaner half, and vice
versa; only four of the poorer countries were rated cleaner than average,
and only five of the wealthier countries were rated more corrupt than
average.®

Under conditions of poverty, acquiring money in unofficial ways is not
simply a matter of greed; it may be a matter of survival. Officials, police
officers, and teachers in poor countries are often so poorly paid that with-
out side payments they cannot feed their families, and the habit of collect-
ing such payments pervades the entire system.

Among wealthier countries, differences in wealth no longer explain
differences in CPI. Instead, among the thirty wealthiest countries in our
data set, more than half of the differences in the 2008 CPI scores could be
explained by UAL®' To Lord Acton, a nineteenth-century British politician
turned Cambridge professor, we owe a famous aphorism: “Power tends to
corrupt and absolute power corrupts absolutely.” This observation is prob-
ably still true, but more often, power is not absolute, but relative. In those
cases the less competent the citizens feel toward persons in authority, the
easier the latter get away with illegal practices.

Corruption, of course, presumes corruptors. Along with the CPI,
Transparency International periodically publishes a Bribe Payers Index
(BPI). Across twenty-two exporting countries, BPI 2008 scores were
not correlated with UAI but were inversely correlated with the export-
ing country’s national wealth—exporters from poorer countries such as
China and India pay more bribes. The exporting country’s power distance
also played a sizable role—exporters from countries with a higher PDI pay
more bribes.®

Table 6.5 summarizes imortant differences between weak and strong

uncertainty-avoidance societies related to politics and the state.
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TABLE 6.5 Key Differences Between Weak and Strong

Uncertainty-Avoidance Societies
IV: The Citizen and the State

WEAK UNCERTAINTY AVOIDANCE

Few and general laws or unwritten
rules

If laws cannot be respected, they
should be changed.

Fast result in case of appeal to
justice

Citizens are competent toward
authorities.

Citizen protest is acceptable.

Civil servants do not have law
degrees.

Civil servants are positive toward the
political process.

Citizens are interested in politics.

Citizens trust politicians, civil
servants, and the legal system.

There is high participation in
voluntary associations and
movements.

The burden of proof for identifying a
citizen is on the authorities.

Outside observers perceive less
corruption.

Liberalism

Positive attitudes toward young
people

Tolerance, even of extreme ideas

STRONG UNCERTAINTY AVOIDANCE

Many and precise laws or unwritten
rules

Laws are necessary, even if they
cannot be respected.

Slow result in case of appeal to
justice

Citizens are incompetent toward
authorities.

Citizen protest should be repressed.

Civil servants have law degrees.

Civil servants are negative toward the
political process.

Citizens are not interested in politics.

Citizens are negative toward
politicians, civil servants, and the
legal system.

There is low participation in voluntary
associations and movements.

Citizens should be able to identify
themselves at all times.

Outside observers perceive more
corruption.

Conservatism, law and order
Negative attitudes toward young
people

Extremism and repression of
extremism
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Uncertainty Avoidance, Xenophobia,
and Nationalism

In 1983 a sixteen-year-old high school student from Rotterdam, whom
we will call Anneke, participated in a youth exchange program between
Holland and Austria. She stayed with the family of a high school teacher
in a middle-sized Austrian town. There were Dr. Riedl and his wife; their
daughter, Hilde (of Anneke’s age); and two younger boys.

Anneke went to school with Hilde. Her German improved rapidly.
On Sundays she went to Mass with the Riedls, who were pious Roman
Catholics. Anneke was a Protestant, but she did not mind; she liked the
experience and the singing. She had taken her violin along to Austria, and
after school she played pieces for violin and piano with Hilde.

One day when Anneke had been with the Riedls for about two months,
the dinner conversation somehow turned to the subject of Jewish people.
The Riedls seemed to be tremendously prejudiced on the subject. Anneke
became upset. She asked Mrs. Riedl whether she knew any Jewish people.
“Of course not!” was the answer.

Anneke felt the blood go to her face. “Well, you know one now,” she said.
“I am Jewish. At least, my mother is from a Jewish family, and according to
Jewish tradition anybody born from a Jewish mother is also Jewish.”

The dinner ended in silence. The next morning Dr. Riedl took Anneke
aside and told her that she could no longer eat with the Riedls. They would
serve her separately. Nor could she go to church with them. They should
have been told that she was a Jew. Anneke returned to Holland a few days
later.%

Among European Union members, Austria and other central Euro-
pean countries in the IBM studies and their replications scored relatively
high on uncertainty avoidance. In this part of Europe, ethnic prejudice,
including anti-Semitism, has been rampant for centuries. Until the 1930s
there was a large Jewish community in Vienna. Many of the leading Aus-
trian scholars were Jewish, among them Sigmund Freud. In 19386, Nazi
Germany invaded Austria. Large numbers of Jewish Austrians fled, many
to the United States. Those who did not perished in the Nazi holocaust.
Since 1945 there have been few Jews in Austria.’* Our true story shows that
prejudice can survive, perhaps even thrive unchecked, long after its object
has disappeared.

The Riedl parents in our story were programmed with the feeling that
what is different is dangerous, and they transferred this feeling to their
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children. We don’t know how the Riedl children experienced the incident
or whether they became as prejudiced as their parents. Feelings of dan-
ger may be directed toward minorities (or even minorities from the past),
toward immigrants and refugees, and toward citizens of other countries.
Data from a European Commission report entitled Racism and Xenophobia
in Europe (1997) showed that the opinion that immigrants should be sent
back was strongly correlated with uncertainty avoidance. In IBM it had
already been found that foreign managers were less well accepted in high-
UAI countries.®

Feelings toward other nations vary not only with uncertainty avoid-
ance but also with masculinity. The combination was illustrated in Figure
6.1. The Axis powers from World War II (Germany, Italy, and Japan) were
all located in the lower right-hand quadrant: strong uncertainty avoid-
ance plus masculinity. Under the conditions prior to the war, ethnocentric,
xenophobic, and aggressive tendencies could get the upper hand in these
countries more easily than in countries with different culture patterns.
Fascism and racism find their most fertile ground in cultures with strong
uncertainty avoidance plus pronouncedly masculine values. The paradox
is that these same values in the postwar period contributed to these coun-
tries’ fast economic recovery. A culture’s weaknesses may in different cir-
cumstances become its strengths.

The combination of uncertainty avoidance and individualism, illus-
trated in Figure 6.2, suggests the different ways in which societies deal
with intergroup conflict. The presence within the borders of a country of
different ethnic, linguistic, or religious groups is a historical fact; some
countries are more homogeneous than others. How a population and a
government deal with such conflict, however, is a cultural phenomenon.
In countries in the upper right-hand corner, strong uncertainty avoidance
(“what is different is dangerous”) is combined with collectivist exclusion-
ism (strong identification with in-groups). Such countries often attempt to
eliminate intergroup conflict by denying it and trying either to assimilate
or to repress minorities. The chances of violent intergroup strife within
these countries are considerable, as the minorities often hold the same
strong uncertainty avoiding, collectivist values. Countries with severe
intergroup conflicts within the upper right-hand quadrant of Figure 6.2
are Serbia, Arab countries, and Turkey. Indonesia and African countries
are close to this quadrant.

Countries in the upper left-hand corner of Figure 6.2, such as Malaysia

and Singapore, may contain different groups with strong group identities
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but are more likely to find a modus vivendi in which groups tolerate and
complement each other. Countries in the lower right-hand corner often
harbor considerable antagonism toward minorities and ethnic, religious,
or linguistic opponent groups (Belgium!), but the universalism of the indi-
vidualist state tries to guarantee that everybody’s rights are respected;
extremism versus others is restricted to the political margin. Finally, in
countries in the lower left-hand corner, such as the United States, a major-
ity will at least in theory support integration of minorities and equal rights
for all. An event such as the terrorist attacks on September 11, 2001, puts
this tolerance to a rough test, as Arab-Americans and Arab-looking Amer-
icans have experienced.

Strong uncertainty avoidance leading to intolerance of deviants and
minorities has at times been costly to countries. The expulsion of the Jews
from Spain and Portugal by the Catholic kings after the Reconquista of
the Iberian Peninsula from the Moors (1492) has deprived these countries
of some of their most enterprising citizens and is believed to have contrib-
uted to the decadence of the empire in the following centuries. One group
of Iberian Jews settled in the Netherlands and played an important role in
the seventeenth-century Dutch colonial expansion. Others went to Costa
Rica, which even today is a favorable exception to Latin American person-
alismo and stagnation (see Chapter 4). In more recent history the exodus
of top scientists, many of them Jewish, from Hitler’s Germany enabled the
Americans to develop the atomic bomb.

Uncertainty Avoidance, Religion, and Ideas

Earlier in this chapter religion was mentioned as one of the ways in which
humankind avoids anxiety. Religious beliefs and rituals help us to accept
the uncertainties against which we cannot defend ourselves. Some religions
offer the ultimate certainty of a life after death.

The grouping of countries according to UAI score in Table 6.1 is some-
what associated with their dominant religion. Most Orthodox and Roman
Catholic Christian countries score high; exceptions are the Philippines and
Ireland. Muslim countries tend to score in the middle; Protestant Christian
countries below average; and Buddhist and Hindu countries medium to
very low, with Japan as an exception.

A problem in classifying countries by religion is that the major reli-

gions of the world are all internally heterogeneous. Polish, Peruvian, Ital-
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ian, and Dutch Roman Catholicism are very different. Indonesian, Iranian,
Saudi, and Balkan Islam mean quite different things to their believers and
to their countries. Thai, Singaporean, and Japanese Buddhism have quite
dissimilar affective and practical consequences.

It is evident, as was suggested in Chapter 1, that religious conver-
sion does not cause a total change in cultural values. The value com-
plexes described by the dimensions of power distance, individualism or
collectivism, masculinity or femininity, and uncertainty avoidance seem
to have survived religious conversions. These value complexes may even
have influenced to what extent a population has been receptive to cer-
tain religions and how the accepted religion has evolved in that country.
Indonesian (Javanese) mysticism has survived Hindu, Buddhist, Muslim,
and Christian conversions. In the Christian countries, the Reformation has
separated almost exactly those European countries once under the Roman
Empire from the rest. All former Roman countries (the ones now speak-
ing Romance languages) refuted the Reformation and remained Roman
Catholic; most others became Protestant or mixed. Poland and Ireland
were never part of the Roman Empire, but in their case Roman Catholicism
provided an identity against non-Catholic oppressors.

In establishing a relationship between uncertainty avoidance and reli-
gious belief, it makes sense to distinguish between Western and Eastern
religions. The Western religions—Judaism, Christianity, and Islam—are
based on divine revelation, and all three originated from what is now called
the Middle East. What distinguishes the Western from the Eastern reli-
gions is their concern with Truth with a capital 7. The Western revela-
tion religions share the assumption that there is an absolute Truth that
excludes all other truths and that human beings can possess. The differ-
ence between strong and weak uncertainty-avoidance societies adhering
to these religions lies in the amount of certainty one needs about having
this Truth. In strong uncertainty-avoidance cultures, the beliefis more fre-
quent that “There is only one Truth and we have it. All others are wrong.”
Possessing this Truth is the only road to salvation and the main purpose in
a person’s life. The consequence of the others” being wrong may be trying
to convert them, avoiding them, or killing them.

Weak uncertainty-avoidance cultures from the West still believe in
Truth, but they have less of a need to believe that they alone possess it.
“There is only one Truth and we are looking for it. Others are looking for it
as well and we accept as a fact of life that they look in different directions.”
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One certainty of these cultures is that God wants nobody to be prosecuted
for holding a given belief.

For centuries the Roman Catholic church maintained an Inquisition,
which sent many people with deviant ideas to their deaths and banned or
burned books; some books are banned by the Roman Catholic church even
today. In Iran, Ayatollah Ruhollah Khomeini, shortly before his death in
1989, banned the book The Satanic Verses by Salman Rushdie and invited
all believers to kill the author and his publishers. It is somewhat amazing
that many people in Christian countries were so shocked by this action, in
view of their own countries” histories of religious intolerance. With some
exceptions, and Khomeini’s action is one of them, Islam in history has been
more tolerant of other religions than has Roman Catholic Christianity. The
medieval Crusades, which cost hundreds of thousands of lives, were a prod-
uct of Christian, not of Muslim, intolerance. In the Muslim Turkish Empire,
People of the Book (that is, Jews and Christians) were tolerated and could
exercise their religions, as long as they paid a special tax. On the other hand,
even Protestant Christians, generally considered to be more broad-minded,
have made victims of religious intolerance, such as Michael Servetus, who
was burned to death by John Calvin’s followers in Geneva in 1553. Prot-
estant nations have also in past centuries burned supposed witches. In the
early twenty-first century, fundamentalist Christian preachers denounced
J. K. Rowling’s Harry Potter series as a work of the devil.

Confession of sins fits the strong uncertainty-avoidance culture pat-
tern. If a rule cannot be kept, confession is a way to preserve the rule and
put the blame on the individual. The Roman Catholic practice of confession
is relatively mild and discreet; militant communism in the Soviet Union
in the days of Stalin made it a public show. In weak uncertainty-avoidance
cultures, there will be more of a tendency to change a rule if it is evident
that it cannot be respected.

Eastern religions are less concerned about Truth. The assumption that
there is one Truth that a person can possess is absent in their thinking.
There is more to this view than uncertainty acceptance, and we will dis-
cuss it further in Chapter 7.

Across all countries with a Christian majority, there is a strong cor-
relation between the percentage of Catholics in the population (as opposed
to Protestants) and the country’s UAI. A second correlation is with mas-
culinity, implying that where Catholicism prevails, masculine values tend

to prevail as well—for instance, in refusing to admit women to leadership
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positions (see Chapter 5).°° The correlation with uncertainty avoidance is
easy to interpret, as the Catholic Church supplies its believers with a cer-
tainty that most protestant groups lack (apart from some of the smaller
sects). The Catholic Church appeals to cultures with a need for such cer-
tainty. Within the Protestant nations the dominant cultures have equipped
people with a lesser need for certainty. Those who do need it find a spiritual
home in sects and fundamentalist groups.

Both within Islam and within Judaism there is also a clearly visible
conflict between more and less uncertainty-avoiding factions, the first dog-
matic, intolerant, fanatical, and fundamentalist (“There is only one Truth
and we have it”), the second pragmatic, tolerant, liberal, and open to the
modern world. In recent years the fanatic wings in all three revelation
religions have been active and vocal. In history fanaticism has always led
to its own undoing, so there is some hope that the excesses will not last.

What holds for religions applies also to political ideologies that can
become secular neoreligions. Marxism in many places has been an exam-
ple. When East Germany was still solidly communist, the facade of the
University of Leipzig was decorated with an enormous banner reading
“Der Marzismus ist allmdchtig, weil er wahr ist!” (“Marxism is all-powerful
because it is true!”)°" In strong uncertainty-avoidance cultures, we find
intolerant political ideologies; in weak uncertainty-avoidance cultures, we
find tolerant ones. The respect for what are commonly called human rights
assumes a tolerance for people with different political ideas. Violation of
human rights in some countries is rooted in the strong uncertainty avoid-
ance within their cultures. In other countries it is rather an outcome of a
power struggle (and related to power distance) or of collectivist intergroup
strife.

In the area of philosophy and science,’ grand theories are more likely
to be conceived within strong uncertainty-avoidance cultures than in weak
uncertainty avoidance ones. The quest for Truth is an essential motivator
for a philosopher. In Europe, Germany and France have produced more
great philosophers than Britain and Sweden (for example, Descartes, Kant,
Hegel, Marx, Nietzsche, and Sartre). Weak uncertainty-avoidance cultures
have produced great empiricists, people developing conclusions from obser-
vation and experiments rather than from pure reflection (such as Newton,
Linnaeus, and Darwin).

In serving as peer reviewers of manuscripts submitted to scientific

journals, we notice that papers by Germans and French writers often pres-
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ent broad conclusions unsupported by data. Manuscripts by British and
American writers present extensive data analysis but shy away from bold
conclusions. The Germans and French tend to reason by deduction, British
and Americans by induction.®

Scientific disputes sometimes hide cultural assumptions. A famous
example is the discussion between the German physicist Albert Einstein
(1879-1955) and his Danish colleague Niels Bohr (1885-1962) on whether
certain processes inside the atom are governed by laws or random. “I can-
not imagine God playing dice,” Einstein is supposed to have said. Bohr
could; recent research has proved him right, not Einstein. Denmark scores
very low on uncertainty avoidance (rank 74, score 23).

A society’s level of uncertainty avoidance has practical consequences
regarding the ability of people who hold different convictions to be per-
sonal friends. Stories of scientists who separated their ties of friendship
after a scientific disagreement tend to come from high-UAI countries. The
conflict between psychiatrists Sigmund Freud (Austria) and Carl Gustav
Jung (Switzerland) is one example. In weak uncertainty-avoidance coun-
tries, different scientific opinions do not necessarily bar friendships.

Before and during World War II many German and Austrian sci-
entists of Jewish descent or who were otherwise anti-Nazi fled their
countries, mostly to Britain and the United States. Examples are Albert
Einstein, Sigmund Freud, Karl Popper, Kurt Lewin, and Theodor Adorno.
This “brain injection” has been highly beneficial to the host countries. The
younger among the refugees have made substantial contributions to their
scientific fields in the new country. They brought synergy between the
Middle European taste for theory (rooted in strong uncertainty avoidance)
and the Anglo-American sense of empiricism fostered by weak uncertainty
avoidance.

Some of the refugees experienced scientific culture shock. Former
Frankfurt sociologist Herbert Marcuse, when preaching his critique of
modern society in California, met with what he labeled repressive tolerance.
This is a nonsensical term, because repression and tolerance are mutually
exclusive. However, the term reflects Marcuse’s embarrassment at trying to
provoke—and expecting—heated debate in the German style, but instead
meeting with intellectual tolerance American style.

Marieke de Mooij has pointed out that cultural values can be recog-
nized in both the subjects and the style of literary fiction produced in a
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country. As examples of world literature from high-UAI countries, she
mentions Franz Kafka’s The Castle from Czechia and Goethe’s Faust from
Germany. In the former the main character is haunted by impersonal rules;
in the latter the hero sells his soul for knowledge of Truth. Low-UAI Brit-
ain has produced literature in which the most unreal things happen: Lewis
Carroll’s Alice in Wonderland, J. R. R. Tolkien’s Lord of the Rings, and J. K.
Rowling’s Harry Potter series.”™

Table 6.6 completes the summary of key differences between weak and
strong uncertainty-avoidance societies started in Table 6.2, adding issues

covered in the past two sections.

TABLE 6.6 Key Differences Between Weak and Strong

Uncertainty-Avoidance Societies
V: Tolerance, Religion, and Ideas

WEAK UNCERTAINTY AVOIDANCE

More ethnic tolerance

Positive or neutral toward foreigners
Refugees should be admitted.
Defensive nationalism

Lower risk of violent intergroup
conflict

One religion’s truth should not be
imposed on others.

If commandments cannot be
respected, they should be changed.

Human rights: nobody should be
persecuted for his or her beliefs.

In philosophy and science, there is

a tendency toward relativism and
empiricism.

Scientific opponents can be personal
friends.

Literature dealing with fantasy worlds

STRONG UNCERTAINTY AVOIDANCE

More ethnic prejudice
Xenophobia

Immigrants should be sent back.
Aggressive nationalism

High risk of violent intergroup conflict

In religion, there is only one Truth,
and we have it.

If commandments cannot be
respected, we are sinners and should
repent.

More religious, political, and
ideological intolerance and
fundamentalisms

In philosophy and science, there is a
tendency toward grand theories.

Scientific opponents cannot be
personal friends.

Literature dealing with rules and Truth
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Origins of Uncertainty-Avoidance Differences

Possible origins of power distance differences were explored in Chapter
3. The grouping of countries suggested that the roots of the differences
could go back as far as the Roman Empire two thousand years ago. In East
Asia it assumed roots in the even older Chinese Empire. Both empires left
a legacy of large power distances.

On uncertainty avoidance we again find the countries with a Romance
language together. These heirs of the Roman Empire all score on the
strong uncertainty-avoidance side. The Chinese-speaking countries Tai-
wan, Hong Kong, and Singapore score low on uncertainty avoidance, as do
countries with important minorities of Chinese origin: Thailand, Indone-
sia, the Philippines, and Malaysia.

The Roman and Chinese Empires were both powerful centralized
states, supporting a culture pattern in their populations prepared to take
orders from the center. The two empires differed, however, in an important
respect. The Roman Empire had developed a unique system of codified
laws that in principle applied to all people with citizen status regardless
of origin. The Chinese Empire never knew this concept of law. The main
continuous principle of Chinese administration has been described as “gov-
ernment of man,” in contrast to the Roman idea of “government by law.”
Chinese judges were supposed to be guided by broad general principles,
like those attributed to Confucius (see Chapter 7).

The contrast between the two intellectual traditions explains the
fact that IBM employees from countries with a Roman inheritance scored
higher on uncertainty avoidance than their colleagues from countries
with a Chinese inheritance. It is another powerful illustration of the deep
historical roots of national culture differences. Their long history should
make us modest about expectations of fundamental changes in these value
differences within our lifetime.

Power distance differences in Chapter 3 were found to be statistically
related to geographic latitude, population size, and national wealth. No
such broad relationships could be found for uncertainty avoidance. The
relationship between UAI and economic growth varies depending on the
region and the period. It was negative in Europe for the period 1925-50,
because the strong uncertainty-avoidance countries were more actively
belligerent in World War II, and their economies suffered badly. After
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1950 the relationship reversed as they were catching up. All in all, the sta-
tistical analysis does not allow us to identify any general sources of weak

or strong uncertainty avoidance, other than history.”

The Future of Uncertainty-Avoidance Differences

UALI scores based on the IBM studies are not available over time, and we
know of no studies that have measured equivalent scores longitudinally
for any population. Interesting historical information about the develop-
ment of anxiety over time was supplied by Richard Lynn, whose national
anxiety scores were shown earlier in this chapter to correlate with UAIL
Lynn was able to follow national anxiety levels for eighteen countries from
1935 to 1970.” The five countries with the highest anxiety scores in 1935
were Austria, Finland, Germany, Italy, and Japan (the World War II Axis
powers and two countries that got involved in the war on their side). From
1935 to 1950 all countries that had been defeated or occupied during World
War II (19839—45) increased in anxiety level, while six out of the nine coun-
tries not defeated or occupied decreased. The overall average was highest
in 1950, shortly after the war, and then sank to an overall low in 1965, to
increase again after that.

Lynn’s data suggest that national anxiety levels fluctuate and that high
anxiety levels are associated with wars. It seems a reasonable assumption
that a similar wave of anxiety earlier accompanied World War I and the
various wars before it. The process could be as follows: When anxiety lev-
els in a country increase, uncertainty avoidance increases. This is notice-
able in intolerance, xenophobia, religious and political fanaticism, and all
the other manifestations of uncertainty avoidance presented in this chapter.
Leadership passes into the hands of fanatics, and these may drive the coun-
try toward war. War, of course, pulls in other countries that did not show
the same fanaticism but that will develop increasing anxiety because of the
war threat.

In countries experiencing war within their territory, anxiety mounts
further. After the war the stress is released, first for the countries not directly
touched and some years later for the others, which start reconstructing.
Anxiety decreases and tolerance increases, but after a number of years the
trend is reversed, and a new wave of anxiety sets in that could be the prelude

to a new conflict. Economic processes play a role; increasing prosperity
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supports individualism and reduces the explosive combination of strong
uncertainty avoidance with the collectivism of the poor (Figure 6.2).

Breaking this vicious spiral demands international concerted action.
The formation of the European Union among partners that less than sixty
years before were deadly enemies is an example. The ultimate recourse
is the United Nations, and it has no substitute in legitimizing actions on
behalf of world peace.



Yesterday, Now, or Later?

T/ze Dream of the Red Chamber is a famous Chinese novel that was
published around 1760. In it the author, Cao Xueqin, describes the
rise and fall of two branches of an aristocratic family who live in adja-
cent plots in Beijing. In between their properties they have laid out
a magnificent common garden with several pavilions, for the young,
mostly female, members of both families. The maintenance of such a big
garden poses many problems, until one of the young women, Tan Chun,

is put in charge. She announces a new business plan:

1 think we ought to pick out a few experienced trustworthy old women from
among the ones who work in the Garden—women who know something
about gardening already—and put the upkeep of the Garden into their
hands. We needn’t ask them to pay us rent; all we need ask them for is
an annual share of the produce. There would be four advantages in this
arrangement. In the first place, if we have people whose sole occupation is

to look after trees and flowers and so on, the condition of the Garden will

235
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improve gradually year after year and there will be no more of those long
periods of neglect followed by bursts of feverish activity when things have
been allowed to get out of hand. Secondly there won’t be the spoiling and
wastage we get at present. Thirdly the women themselves will gain a little
extra to add to their incomes, which will compensate them for the hard
work they put in throughout the year. And fourthly, there’s no reason why
we shouldn’t use the money we should otherwise have spent on nurserymen,

rockery specialists, horticultural cleaners and so on for other purposes.'

As the story goes on, Tan Chun’s privatization is successfully carried
through. Cao has described a society in which entrepreneurial spirit could
be taken for granted, among old women as much as among others. It was
in the software of their minds.

National Values and the Teachings of Confucius

In Chapter 2 we described why and how Michael Bond asked his Chinese
colleagues to develop what became the Chinese Value Survey (CVS). In
1985 his international connections administered it to students in twenty-
three countries around the world.” His analysis of the CVS database pro-
duced four dimensions, of which three, across twenty common countries,
were each significantly correlated with one of Geert’s IBM dimensions.
The fourth CVS dimension was not correlated with the fourth IBM dimen-
sion: uncertainty avoidance had no equivalent in the CVS. Instead, the
fourth CVS dimension contrasted values unrelated to anything in the IBM
database. However, to our excitement, this dimension correlated strongly
with recent economic growth; as it turned out later, it also predicted future
economic growth.” From the IBM dimensions, IDV and to some extent
PDI correlated with national wealth, but none correlated with growth—
that is, increase of wealth. Nor did we know of any other noneconomic
index that correlated with growth. This discovery was sufficient reason to
add the new dimension as a fifth to our model.
The fourth CVS dimension combined on the one side these values:

. Persistence (perseverance)

. Thrift

. Ordering relationships by status and observing this order
. Having a sense of shame
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And on the opposite side:
. Reciprocation of greetings, favors, and gifts

. Respect for tradition
. Protecting one’s “face”

0 g o O

. Personal steadiness and stability

Students of Chinese culture recognized in these values elements of the
teachings of Confucius, to whom we referred in Chapters 3 and 4.

Confucius (or K'ung-tzu, as he is called in Chinese) was an intellectual
of humble origins in China around 500 B.c. He sought, rather unsuccess-
fully, to serve various local rulers in the divided China of his day. He did
succeed, however, in gaining a reputation for wit and wisdom, and in his
later life he was surrounded by a host of disciples who recorded his ideas.
Confucius thus held a position rather similar to that of Socrates in ancient
Greece, who was his virtual contemporary (Confucius was born about
eighty years before Socrates).

The teachings of Confucius are lessons in practical ethics without a
religious content. Confucianism is not a religion but a set of pragmatic
rules for daily life derived from Chinese history. The following are the key
principles of Confucian teaching:

1. The stability of society is based on unequal status relationships between
people. This part of Confucius’s teaching was described in Chapter 3.
He distinguished five basic relationships (the wu lun): ruler-subject,
father-son, older brother—younger brother, husband-wife, and senior
friend—junior friend. These relationships are based on mutual and
complementary obligations: for example, the junior partner owes the
senior partner respect and obedience, and the senior owes the junior
protection and consideration. Value 3, “ordering relationships by status
and observing this order,” fits this principle.

2. The family s the prototype of all social organizations. A person is not
primarily an individual; rather, he or she is a member of a family. In
Chapter 4 we already stressed the importance in the (collectivist) fam-
ily of shame (rather than guilt). Value 4, “having a sense of shame,” is
essential in the Confucian family-based society.

3. Virtuous behavior toward others consists of not treating others as one
would not like to be treated oneself: In Western philosophy this precept is
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known as the Golden Rule, but without the double not. Confucius pre-
scribes a basic human benevolence toward others, but it does not go as
far as the Christian injunction to love one’s enemies. Geert heard the
Confucian comment that if one should love one’s enemies, what would
remain for one’s friends?

Virtue with regard to one’s tasks in life consists of trying to acquire skills and
education, working hard, not spending more than necessary, being patient,
and persevering. Conspicuous consumption is taboo, as is losing one’s
temper. Everything should be done with moderation, a rule that was
also formulated by Socrates. Value 1, “persistence,” and value 2, “thrift,”
closely fit this principle. So from the eight values found related to the
fourth CVS dimension, the first four, all on one side, directly resonate
with Confucius’s principles. Values five to eight include the importance
of “reciprocation of greetings, favors, and gifts” and “protecting one’s
face,” behaviors well recognizable in a Chinese environment but not
specifically Confucian. The concepts “respect for tradition” and “per-
sonal steadiness and stability” are not even specifically Chinese.

The fourth CVS dimension is not “Confucianism” per se. Some very

Confucian values were not related to the dimension—for example, “filial

piety,” which in the CVS was associated with collectivism. And a non-

Confucian country like India also scored quite high on the dimension.

At this point let us stop a moment and recall how this group of eight

values (four on each side) was created:

The Chinese scholars who designed the CVS questionnaire chose

to include them. Considering these values relevant was a matter of
Chinese judgment. Some other values embraced in the Western-
conceived IBM dimensions, in particular those related to uncertainty
avoidance, were not included in the CVS. This does not mean that
they did not make sense in China: for example, uncertainty avoid-
ance accounts for striking differences between Chinese and Japanese
culture.

The scores on each of these eight values, produced by students from
twenty-three countries and averaged by country, ranked the coun-
tries in a similar way (which means these values formed a cross-

national dimension together). Combining the eight values into a
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common dimension was the result of an empirical statistical analysis
at the country level; it was not a matter of either Western or Chinese

Jjudgment.*

The reason the dimension had not been found in the IBM research was that
the relevant questions had not been asked. The Western designers of the
[BM questionnaire had not considered them relevant. However, because
the dimension correlated with economic growth, Geert considered it an
essential addition for a global instrument. As persistence and thrift reflect
an orientation toward the future, whereas personal stability and tradition
can be seen as a static orientation toward the present and the past, start-
ing with his 1991 book Geert labeled this fifth dimension long-term versus
short-term orientation (LTO).°

The fifth dimension was defined as follows: long-term orientation stands
for the fostering of virtues oriented toward future rewards—in particular, per-
severance and thrift. Its opposite pole, short-term orientation, stands for the
Jfostering of virtues related to the past and present—in particular, respect for
tradition, preservation of “face,” and fulfilling social obligations.

Table 7.1 lists index scores on the new dimension for the twenty-three
countries that participated in the CVS. The top positions are occupied by
China® and other East Asian countries. (Japan, Hong Kong, Taiwan, South
Korea, and Singapore were known in the last decades of the twentieth
century as the “Five Dragons” because of their fast economic growth.)
Continental European countries occupied a middle range. Great Britain
and its Anglo partners Australia, New Zealand, the United States, and
Canada scored on the short-term side. The African countries Zimbabwe
and Nigeria scored very short-term, as did the Philippines and Pakistan.

A problem with the new dimension was that scores were available for
only twenty-three countries, fewer than half the more than fifty in the IBM
database. The 2005 edition of this book listed LT O scores for sixteen addi-
tional countries based on replications and extrapolations; still too few, and
of doubtful quality.” Misho Minkov’s analysis of the World Values Survey
offered us an opportunity to extend our database fourfold at one stroke.
This meant redefining long-term orientation in some respects.

Before we present the new scores and their implications we will first
review some major conclusions from the CVS-based scores for twenty-

three countries.
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TABLE 7.1 Long-Term Orientation Index Scores for 23 Countries
Based on the Chinese Value Survey (LTO-CVS)

RANK COUNTRY/REGION SCORE
1 China 118
2 Hong Kong 96
S Taiwan 87
4 Japan 80
5 Korea (South) 75
6 Brazil 65
7 India 61
8 Thailand 56
9 Singapore 48

10 Netherlands 44

11 Bangladesh 40

12 Sweden &8

13 Poland 32

14 Australia 31

15 Germany 31

16 New Zealand 30

17 United States 29

18 Great Britain 25

19 Zimbabwe 25

20 Canada 28

21 Philippines 19

22 Nigeria 16

23 Pakistan 00

Implications of LTO-CVS Differences for Family Life

In all human societies, children have to learn an amount of self-restraint
and deferment of gratification in order to be accepted as civilized per-
sons. The German sociologist Norbert Elias (1897-1990) described self-
control and developing a longer-term view on life as essential steps in the
civilization process.* Within societies, deferment of gratification increases

with social class: children of lower classes seek more immediate reward in
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spending their time and their money than middle-class children.” Among
societies in the CVS, deferment of gratification varies with LTO.

Marriage in high-L'T'O countries is a pragmatic, goal-oriented arrange-
ment. Questions in the 1990-93 WVS about “things that make a marriage
successful” showed that for families in high-LTO countries, living with
in-laws was considered normal, and differences in tastes and interests
between spouses did not matter. In another study students in high-LTO
countries agreed most with the statement “If love has completely disap-
peared from a marriage, it is best for the couple to make a clean break and
start new lives.” At the same time, actual divorce rates in these high-LTO
countries were lower.'

Chapter 5 cited a survey by the Japanese market research company
Wacoal, asking young working women in eight Asian cities about traits
preferred in husbands versus steady boyfriends. The trait that differentiated
most between high- and low-LTO countries was affection. In high-LTO
cultures affection was associated with the husband, in low-LTO countries
with the boyfriend. In the section of the Wacoal study dealing with gender
stereotypes, the trait that differentiated most between high- and low-LTO
countries was humility. In the high-L'TO cultures humility was considered a
general human virtue; in low-LTO countries humility was seen as feminine.
As a Chinese student in one of Geert’s classes wrote, “Without a sense of
humility we become worse than an animal.” He saw humility as the conse-
quence of “having a sense of shame.”"" We will come back to this topic.

Another study, this one covering nineteen countries, surveyed stu-
dents” views about aging. The age at which a person was described as
“old” (an overall mean of sixty for men and sixty-two for women) corre-
lated positively with national wealth and (across ten overlapping countries)
negatively with LTO. In poorer countries, but also in high-LTO cultures,
old age was seen as starting earlier. Then again, the same survey showed
that students in the high-L'TO countries expected to be more satisfied with
their lives when they were old."

In the 1990-93 WVS section about “things that make a marriage suc-
cessful,” mentioned earlier, another question that correlated with LTO was
whether children of preschool age suffer when the mother does not stay
at home. Respondents in high-L'TO countries thought the children would
suffer.

A study in Australia asked mothers from two ethnic categories what
was on their minds when choosing presents for their children. White Aus-
tralian mothers mentioned making the children feel good and gaining
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their love. First-generation Chinese-Vietnamese immigrant mothers men-
tioned contributing to their children’s education and financial situation;
these mothers did not mention any benefits to themselves. The first group
went for short-term benefits, the second for long-term benefits.”

In summary, family life in the high-LTO culture is a pragmatic
arrangement but is supposed to be based on real affection and with atten-
tion paid to small children. The children learn thrift, not to expect imme-
diate gratification of their desires, tenacity in the pursuit of their goals, and
humility. Self-assertion is not encouraged."

Children growing up in a low-LTO culture experience two sets of
norms. One is toward respecting “musts”: traditions, face-saving, being
seen as a stable individual, respecting the social codes of marriage even if
love has gone, and reciprocation of greetings, favors, and gifts as a social
ritual. The other is toward immediate need gratification, spending, and
sensitivity to social trends in consumption (“keeping up with the Joneses”).
There is a potential tension between these two sets of norms that leads to
a wide variety of individual behaviors.

Table 7.2 summarizes the differences between societies with a short-

versus long-term orientation based on CVS data discussed so far.

Implications of LTO-CVS Differences for Business

U. T. Qing went to Singapore in 1921 when he was twenty and started ped-
dling embroidered textiles, mainly to expatriate clients. In 1932 he opened
his own shop. After World War II a son and a nephew joined him in the
business, which kept expanding and grew into a major upscale department

store.

The structure at the store was familial and the culture, simple. The founder
was autocratic and respected by his obedient and docile followers. The
Qings led in decision-making and supervision while workers comple-
mented with their obedience, and harmony prevailed. All shared values of
thrift, a habitual respect for hierarchy, perseverance, and focused on one
objective of profit maximization. The old-timers said they “didn’t think
very much” which meant that their thoughts were not distracted by ambi-
tions. They merely did their jobs to the utmost of their ability in the hope

that their performance was accepted.”’
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TABLE 7.2 Key Differences Between Short- and Long-Term Orientation

Societies Based on CVS Data: General Norm and Family

SHORT-TERM ORIENTATION

Social pressure toward spending

Efforts should produce quick results.

Concern with social and status
obligations

Concern with “face”

Respect for traditions

Concern with personal stability
Marriage is a moral arrangement.

Living with in-laws is a source of
trouble.

Young women associate affection
with a boyfriend.

Humility is for women only.

Old age is an unhappy period, but it
starts late.

Preschool children can be cared for
by others.

Children get gifts for fun and love.

LONG-TERM ORIENTATION

Thrift, being sparing with resources

Perseverance, sustained efforts
toward slow results

Willingness to subordinate oneself for
a purpose

Having a sense of shame

Respect for circumstances

Concern with personal adaptiveness
Marriage is a pragmatic arrangement.

Living with in-laws is normal.

Young women associate affection
with a husband.

Humility is for both men and women.
Old age is a happy period, and it
starts early.

Mothers should have time for their
preschool children.

Children get gifts for education and
development.

In the overseas Chinese environment, family and work are not sepa-

rated. FFamily enterprises are normal. The values at the LTO pole sup-

port entrepreneurial activity. Persistence (perseverance), or tenacity in the

pursuit of whatever goals one has set, is an essential asset for a beginning

entrepreneur. Ordering relationships by status and observing this order reflects

the Confucian stress on unequal relationship pairs. A sense of a harmoni-

ous and stable hierarchy and complementarities of roles makes the entre-

preneurial role easier to play. Thriftleads to savings and to the availability

of capital for reinvestment by oneself or one’s relatives. The value of having

a sense of shame supports interrelatedness through sensitivity to social con-
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tacts and a stress on keeping one’s commitments. These were the values at
the positive pole of LTO-CVS.

The values at the negative pole of LTO-CVS are not mentioned in the
Qing story. No reference is made to protecting one’s face; even if there is in
fact a lot of face-saving going on in East Asia, the LTO-CVS scores show
that at the conscious level, the student respondents wanted to de-emphasize
it. No reference is made to respect for tradition; part of the secret of the
Dragons’ economic success is the ease with which these countries have
accepted Western technological innovations.

Adaptiveness was described by one of Confucius’s disciples as follows:

The superior man goes through his life without any one preconceived action
or any taboo. He merely decides for the moment what is the right thing

to do.™®

Sixty senior business leaders from the five Dragons plus Thailand and
an equivalent group in the United States were asked to rank seventeen
possible work values. The top seven values selected by the Asians were
hard work, respect for learning, honesty, openness to new ideas, account-
ability, self-discipline, and self-reliance. The Americans selected freedom
of expression, personal freedom, self-reliance, individual rights, hard work,
personal achievement, and thinking for oneself.'” This finding confirms
both the LTO differences (hard work, learning, openness, accountability,
self-discipline) and the IDV differences (freedoms, rights, thinking for one-
self) between East Asia and the United States. In successive rounds of the
WVS, the relative importance in one’s life of leisure time compared with
family, work, friends, religion, and politics was consistently negatively cor-
related with LTO-CVS."®

Investing in building up strong market positions, at the expense
of immediate results, is supposed to be a characteristic of Asian, high-
LTO companies. Managers (often family members) are allowed time and
resources to make their own contribution. In cultures that are short-term
oriented, the “bottom line” (the results of the past month, quarter, or year)
is a major concern; control systems are focusing on it, and managers are
constantly judged by it. This state of affairs is supported by arguments
assumed to be rational, but this rationality rests on cultural—that is, pre-
rational—choices. The cost of short-term decisions in terms of “pecuniary

considerations, myopic decisions, work process control, hasty adoption and
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quick abandonment of novel ideas™* is evident; managers are rewarded or
victimized by today’s bottom line even where that is clearly the outcome
of decisions made by their predecessors or pre-predecessors years ago, yet
the force of a cultural belief system perpetuates the system.

Supported by a network of associates, Geert studied the goals that
part-time M.B.A. students in seventeen countries ascribed to the country’s
business leaders. The combination of the importance of “profits 10 years
from now” and the unimportance of “this year’s profits” was significantly
correlated with LTO.*°

East Asian entrepreneurship is not based only on the values of the
entrepreneurs. Both the story at the beginning of this section and the way
the CVS scores were found (by surveying student samples) suggest that the
decisive values are held broadly within entire societies, among entrepre-
neurs and future entrepreneurs, among their employees and their families,
and among other members of the society.

Gordon Redding, in a book based on interviews with overseas Chinese
businessmen, divided the reasons for respondents’ efficiency and failure
into four parts: vertical cooperation, horizontal cooperation, control, and

adaptiveness. About vertical cooperation he wrote:

The atmosphere is not . . . one in which workers and owner/managers natu-
rally divide into two camps psychologically. They tend to be similar socially,
in terms of their values, their behavior, their needs, and their aspirations. . . .
One of the outcomes of this vertical cooperativeness is willing compliance.
This tendency s also reinforced by early conditioning of people during child-
hood and education, and the respect for authority figures, deeply ingrained
in the Confucian tradition, tends to be maintained throughout life. . . . An
extension of this willingness to comply is willingness to engage diligently in
routine and possibly dull tasks, something one might term perseverance. This
nebulous but nonetheless important component of Overseas Chinese work
behavior, a kind of micro form of the work ethic, pervades their factories and
offices. . .. The huge diligence required to master the Chinese language has
played a part here, as has also the strict order of a Confuctan household.'

‘We recognize the LTO components of ordering relationships by status and
maintaining this order and of perseverance; the latter functions not only in
the sustained efforts of the entrepreneur in building a business but also in
those of his or her workers in carrying out their daily tasks.
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An international public opinion survey of human values and satisfac-

tions asked respondents to choose between two opinions:

1. There is too much emphasis upon the principle of equality. People
should be given the opportunity to choose their own economic and
social life according to their individual abilities.

2. Too much liberalism has been producing increasingly wide differ-
ences in people’s economic and social life. People should live more

equally.

The percentages of respondents choosing opinion 2 varied from 30 in
France to 71 in Japan and were correlated significantly with LTO-CVS.**
Long-term orientation stands for a society in which wide differences in eco-
nomic and social conditions are considered undesirable. Short-term orienta-
tion stands for meritocracy, differentiation according to abilities.

Horizontal coordination refers to networks. The key concept of guanx:
(pronounced “gwon shee”) in Asian business is by now known worldwide.
It refers to personal connections; it links the family sphere to the business
sphere. In high-L'TO societies, having one’s personal network of acquain-
tances is essential for success. This is an evident consequence of collectiv-
ism (relationships before task), but it also demands a long-term view. One’s
capital of guanxi lasts a lifetime, and one would not want to damage it for
short-term, bottom-line reasons.??

One consequence of adaptiveness in business plus the importance of
networks is that high-LTO exporting countries on average score higher
on the Bribe Payers Index (BPI) than low-LTO countries (see the section
on corruption in Chapter 6). Companies in high-LTO countries will more
easily use side payments and services to their customers and prospects

abroad, which Transparency International classifies as bribing.**

Implications of LTO-CVS Differences for
Ways of Thinking

Dr. Rajendra Pradhan was a Nepalese anthropologist who in 1987-88 con-
ducted a ten-month field research project in the Dutch village of Schoonre-
woerd. He thus reversed the familiar pattern of Western anthropologists
doing field research in Eastern villages. Schoonrewoerd was a typical
Dutch village in the rural heart of the province of South Holland, with
1,500 inhabitants and two churches from different Calvinist Protestant
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denominations. Dr. Pradhan became a regular churchgoer in both, and he
established his contacts with the local population predominantly through
the congregations. He was often invited to people’s homes for coffee after
church, and the topic, usually, was religion. He used to explain that his
parents respected Hindu rituals but that he stopped doing this, because it
would take him too much time. His Dutch hosts always wanted to know
what he believed—an exotic question to which he did not have a direct
answer. “Everybody over here talks about believing, believing, believing,”
he said, bewildered. “Where I come from, what counts is the ritual, in
which only the priest and the head of the family participate. The others
watch and make their offerings. Over here so much is mandatory. Hindus
will never ask, ‘Do you believe in God?” Of course one should believe, but
the important thing is what one does.””

The Chinese Value Survey research revealed an important difference
between Eastern and Western thinking. The CVS questionnaire, designed
by Eastern minds, did not detect the uncertainty avoidance dimension. The
IBM and Rokeach Value Survey questionnaires, both designed by Western
minds, did not detect long- versus short-term orientation. The other three
dimensions deal with basic human relationships that were recognized by
the questionnaire designers both in the East and in the West.

Uncertainty avoidance was described in Chapter 6. It deals ultimately
with a society’s search for Truth. Uncertainty-avoiding cultures foster a
belief'in an absolute Truth, and uncertainty-accepting cultures take a more
relativistic stance. In Western thinking this is an important choice, reflected
in key values. In Eastern thinking the question of Truth is less relevant.

Long- versus short-term orientation can be interpreted as dealing with
a soclety’s search for Virtue. It is no accident that this dimension relates to
the teachings of Confucius. As mentioned earlier in this chapter, Confucius
was a teacher of practical ethics without a religious content. He dealt with
Virtue but left the question of Truth open. In Eastern thinking the search
for Virtue is key. In Western thinking Virtue is secondary to Truth.

The 1990-93 WVS asked respondents to choose between two
statements:

1. There are absolutely clear guidelines about what is good and evil.
These always apply to everyone, whatever the circumstances.

2. There can never be absolutely clear guidelines about what is good and
evil. What is good and evil depends entirely upon the circumstances
at the time.
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The agreement with statement 1 varied from 60 percent in Nigeria and
50 percent in the United States to 19 percent in Sweden and 15 percent in
Japan. On average, poorer countries believed more in absolute guidelines.
When the influence of wealth was eliminated, answers were correlated
with LTO-CVS. Respondents in high-LTO countries believed less in uni-
versal guidelines about what is good and evil and more in considering the
circumstances.”®

These differences are partly reflected in rates of imprisonment—the
share of the population that is locked up in a penitentiary institution. In
2002 this share ranged from 690 per 100,000 inhabitants in the United
States, to 140 in Britain, 85 in Germany, 65 in Sweden, and 45 in Japan.*”
Worldwide, rates of imprisonment relate primarily to national poverty
(they are higher in poorer countries), but this variable cannot explain the
huge differences between equally wealthy countries. We believe that these
differences are affected by what these societies consider the purpose of
punishment. The short-term solution is to protect society by locking crimi-
nals away. The long-term solution is to reform criminals and recycle them
into productive citizens. If good and evil are clearly separated, evil people
should be locked away. If good and evil reside within every person, those
who committed evil should learn to be good.

Eastern religions (Hinduism, Buddhism, Shintoism, and Taoism) are
separated from Western religions (Judaism, Christianity, and Islam) by a
deep philosophical dividing line. The three Western religions belong to the
same thought family; historically, they grew from the same roots. As argued
in Chapter 6, all three are based on the existence of a Truth that is accessible
to the true believers. All three have a Book. In the East neither Confucian-
ism, which is a nonreligious ethic, nor any major religion is based on the
assumption that there is a Truth that a human community can embrace.
They offer various ways in which a person can improve him- or herself;
however, these consist not of believing, but of ritual, meditation, or ways of
living. Some of these may lead to a higher spiritual state and, eventually,
to unification with God or gods. This difference in thinking explains why
Dr. Pradhan was so puzzled by the question about what he believed. It is an
irrelevant question in the East. What one does is important. U.S. mytholo-
gist Joseph Campbell, comparing Western and Eastern religious myths,
concluded that Judaism, Christianity, and Islam separate matter and spirit,
while Eastern religions and philosophers have kept them integrated.*® This
difference in thinking also explains why a questionnaire invented by West-
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ern minds produced a fourth dimension dealing with Truth; a questionnaire
invented by Eastern minds found a fourth dimension dealing with Virtue.

Data from the public opinion survey of human values and satisfactions
mentioned earlier showed that people in high-LTO countries were more
satisfled than people in low-LTO countries with their personal contribu-
tions in the areas of “Being attentive to daily human relations, deepen-
ing human bonds in family, neighborhood and friends or acquaintances”
and “Making efforts to correct social inequality and injustice, bringing
about fair and equal life for everybody.”™ Respondents in cultures with a
short-term orientation felt less satisfied with their contributions to these
good causes. In a culture that believes in absolute criteria for good and
evil, it is difficult to be satisfied with one’s own efforts at doing good. In
cultures with a long-term orientation, a strong concern for Virtue allows
a pragmatic integration of morals and practice. Virtue is not based on
absolute standards for good and evil; what is virtuous depends on the cir-
cumstances, and when behaving virtuously, one doesn’t feel a strong need
to do more for correcting social injustice.

The Western concern with Truth is supported by an axiom in Western
logic that a statement excludes its opposite: if A is true, B (which is the
opposite of A) must be false. Eastern logic does not have such an axiom. If
A is true, its opposite B may also be true, and together they produce a wis-
dom superior to either A or B. Human truth in this philosophical approach
is always partial. People in East and Southeast Asian countries see no
problem in adopting elements from different religions or adhering to more
than one religion at the same time. In countries with such a philosophi-
cal background, a practical nonreligious ethical system like Confucianism
can become a cornerstone of society. In the West ethical rules tend to be
derived from religion: Virtue from Truth.

According to Danish sinologist Verner Worm, the Chinese give prior-
ity to common sense over rationality. Rationality is abstract, analytical,
and idealistic, with a tendency to logical extremes, whereas the spirit of
common sense is more human and in closer contact with reality.*

Western psychology assumes that people seek cognitive consistency,
meaning that they avoid mutually conflicting bits of information. This
seems to be less the case in East and Southeast Asian countries.” In com-
parison with North Americans, the Chinese viewed disagreement as less
harmful to personal relationships than injury or disappointment. A differ-
ent opinion did not hurt their egos.*
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Korean psychologist Uichol Kim believes the Western way of practic-
ing psychology does not fit in East Asia:

Psychology . . . is deeply enmeshed with Euro-American cultural val-
ues that champion rational, liberal and indrvidualistic ideals. . . . This
belief affects how conferences are organized, research collaborations are
developed, research is funded, and publications are accepted. In East Asia,
human relationships that can be characterized as being “virtue-based”
rather than “rights-based” occupy the center stage. Individuals are con-
sidered to be linked in a web of inter-relatedness and ideas are exchanged

through established social networks.>

In science and technology, Western Truth stimulated analytical, East-
ern Virtue, synthetic thinking. A Chinese student told Geert:

The biggest difference between the Chinese and the Western society is that
the Western society worships the hero and the Chinese worship the saint. If
one is good in doing one thing, one can be a hero. To be a saint, you have

to be good in everything.

During the Industrial Revolution in the West, the search for Truth led
to the discovery of laws of nature that could then be exploited for the sake
of human progress. Chinese scholars, despite their high level of civilization,
never discovered Newton’s laws. They were simply not looking for laws.
The Chinese script betrays this lack of interest in generalizing. It needs
three thousand or more different characters, one for each syllable, while by
splitting the syllables into separate letters, Western languages need only
about thirty signs. Western analytical thinking focused on elements, while
Eastern synthetic thinking focused on wholes. A Japanese Nobel Prize
winner in physics is quoted as having said that “the Japanese mentality is
unfit for abstract thinking.”*

By the middle of the twentieth century, the Western concern for Truth
gradually ceased to be an asset and turned instead into a liability. Science
may benefit from analytical thinking, but management and government
are based on the art of synthesis. With the results of Western, analyti-
cally derived technologies freely available, Eastern cultures could start
putting these technologies into practice using their own superior synthetic
abilities. What is true or who is right is less important than what works
and how the efforts of individuals with different thinking patterns can be



Yesterday, Now, or Later? 251

coordinated toward a common goal. Japanese management, especially with
Japanese employees, is famous for this pragmatic synthesis.

Table 7.8 summarizes the differences between societies having a
short- versus long-term orientation based on CVS data from the past two
sections.

TABLE 7.3 Key Differences Between Short- and Long-Term Orientation

Societies Based on CVS Data: Business and Ways of Thinking

SHORT-TERM ORIENTATION

Main work values include freedom,
rights, achievement, and thinking for
oneself.

Leisure time is important.
Focus is on the “bottom line.”

Importance of this year’s profits

Managers and workers are
psychologically in two camps.

Meritocracy, reward by abilities

Personal loyalties vary with business
needs.

Concern with possessing the Truth.

There are universal guidelines about
what is good and evil.

Dissatisfaction with one’s own
contributions to daily human relations
and to correcting injustice

Matter and spirit are separated.

If A is true, its opposite B must be
false.

Priority is given to abstract
rationality.

There is a need for cognitive
consistency.

Analytical thinking

LONG-TERM ORIENTATION

Main work values include
learning, honesty, adaptiveness,
accountability, and self-discipline.

Leisure time is not important.
Focus is on market position.

Importance of profits ten years from
now

Owner-managers and workers share
the same aspirations.

Wide social and economic differences
are undesirable.

Investment in lifelong personal
networks, guanxi

Concern with respecting the demands
of Virtue.

What is good and evil depends on the
circumstances.

Satisfaction with one’s own
contributions to daily human relations
and to correcting injustice

Matter and spirit are integrated.

If A is true, its opposite B can also
be true.
Priority is given to common sense.

Disagreement does not hurt.

Synthetic thinking
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Long-Term Orientation Scores Based on
World Values Survey Data

In 2007 Misho Minkov published his analysis of World Values Survey
(WVS) data, introducing three new dimensions. The first, exclusionism ver-
sus universalism, was correlated with our collectivism, and we discussed it
in Chapter 4. The second, indulgence versus restraint, will be the subject of
Chapter 8. The third was called monumentalism versus flexhumality,” and
it correlated strongly (and negatively) with LTO-CVS.*® Monumentalism
predicted 42 percent of the country differences in LTO-CVS, which sug-
gested that the two measures share common underlying values.*’

Misho’s monumentalism versus flexhumility dimension had been
inspired by the work of Canadian psychologist Steve Heine, who saw a
link between self-enhancement (a tendency to seek positive information
about oneself) and self-stability or self-consistency (a tendency to believe
that one should have unchangeable values, beliefs, and behaviors that do
not depend on shifting circumstances).?® Although Heine referred to indi-
viduals, Misho guessed that Heine’s theory might also apply at the national
cultural level. WVS data proved him right.

W VS measurements of pride (a self-enhancing feeling) and religious-
ness (which tends to imply unchangeable values and beliefs) did correlate
at the national level. Nations with higher percentages of people who state
that they are very proud to be citizens of their country, or that one of
their main goals in life has been to make their parents proud, also tend to
have higher percentages of very religious people. Pride and religiousness
together formed a strong cultural dimension. The dimension contrasts
socleties in which the human self is like a proud and stable monolithic
monument versus societies whose cultures promote humility, flexibility,
and adaptability to changing circumstances.

In the Chinese Value Survey, saving face can be seen as a form of
self-enhancement, and personal steadiness and stability is the same thing
as self-consistency; both goals appear at the short-term pole of the LTO-
CVS dimension. This explains the negative correlation between LTO and
monumentalism. On monumentalism too, East Asian countries formed a
compact cluster at one pole (flexhumility). African and Islamic countries
were found closer to the opposite pole (monumentalism), and so was the
United States.

This demonstrated that conceptually and statistically similar dimen-
sions could be arrived at starting from very different databases and
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theoretical perspectives—Chinese or North American. LTO-CVS and
monumentalism overlapped only partly, because monumentalism does
not predict thrift or persistence, and LTO-CVS is not about religious-
ness. The correlation between the two indexes encouraged a search for
WYVS items that would replicate the meaning of both poles of the LTO-CVS
dimension.

Misho scoured the WVS database up to the year 2008 for items that
fulfill the following conditions:

They are conceptually similar to the LTO-CVS items.
They correlate significantly with LTO-CVS.

The WYVS items that best satisfied these conditions were the
following:*’

1. Thrift as a desirable trait for children: “Here is a list of qualities
that children can be encouraged to learn at home. Which, if any, do
you consider to be especially important? Please choose up to five.”
The list included independence, hard work, feeling of responsibility,
imagination, tolerance and respect for other people, thrift (saving
money and things), determination (perseverance), religious faith,
unselfishness, and obedience. Measured was the percentage choosing
“thrift.”

2. National pride: “How proud are you to be (name of your nation-
ality)? very proud, quite proud, not very proud, not at all proud.”
Measured was the percentage choosing “very proud,” which scored
negatively.** This item measures an aspect of self~-enhancement.

3. Importance of service to others: “Ior each of the following, indi-
cate how important it is in your life—very important, rather impor-
tant, not very important, or not at all important: family, friends,
leisure time, politics, work, religion, service to others.” Measured was
the percentage choosing “very important” for service to others.

“Service to others” resembles the LTO-CVS item “reciprocation of
greetings, favors, and gifts.” Scoring “service to others” as very important
in one’s life can be seen as another form of self-enhancement (like pride): a
concern for maintaining a positive self-image. The three items were mutu-
ally correlated, and across the available countries each of the three was
significantly correlated with LTO-CVS.*' From the three items, we could



254 DIMENSIONS OF NATIONAL CULTURES

calculate new, WVS-based LTO scores for eighty-four countries.* New
data later allowed us to expand this number to ninety-three countries."’

Across the countries represented in both studies, these scores share
52 percent of their variance with the original LTO-CVS scores.** Con-
ceptually, the new LTO scores follow the old ones also in correlating with
(other WVS) items that measure the importance of tradition as well as
perseverance as a desirable trait for children.*” The new LTO scores for
ninety-three countries are presented in Table 7.4

We deliberately maintained the label long-term orientation for the new
index. We will call it LTO-W VS because it is similar to LTO-CVS but is
not identical. The new index was inspired by the old one, but it had to be
based on a very different questionnaire, with different respondents in a
different time period. Experience with replication of concepts in surveys
shows that 50 percent common variance in such a case is about the best
attainable.

The differences between LTO-CVS and LTO-W VS are that the first
originated from a survey designed by Chinese scholars, and it produced its
highest score for mainland China. In the first part of this chapter we inter-
preted the implications of the LTO dimension with its Chinese origins in
mind. [ts scores are available for only twenty-three countries, and attempts
at expansion using the same questions produced disappointing results.

LTO-WYVS tries to replicate the essence of long-term orientation from
a massive and permanently updated survey database that originated in
Europe and expanded worldwide under American leadership—a product
of Western minds. It lacks the Chinese flavor of the earlier study. However,
it allows us to expand the basic distinctions from the CVS to many more
countries.

As LTO-WYVS is partly based on national pride, it is strongly corre-
lated with Misho’s monumentalism.”® At the same time, it is statistically
entirely independent from the four IBM dimensions."” Unlike LTO-CVS,
which was independent of national wealth, LTO-W VS is weakly positively
correlated with national wealth.*® The relationship with economic growth
depends on the period and on the countries included, and we will come
back to this point later in the chapter.

From the twenty-three countries of the LTO-CVS scale, six have
noticeably shifted on the LTO-W VS scale: Pakistan, Germany, and Great
Britain moved up; Australia, Brazil, and Hong Kong moved down. Paki-
stan joins India and Bangladesh; Germany and Great Britain join a West-
ern European cluster. Australia moves closer to the United States, Brazil
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joins other Latin American countries, and Hong Kong scores lower than
Singapore. For the remaining countries, the shifts between the CVS and
WYVS rankings are minor.*’

The four highest-scoring countries in Table 7.4 are still East Asian,
and with three exceptions (Malaysia, Thailand, and the Philippines), all
other South and Southeast Asian countries are found in the top half of
the table. The top half further holds all countries from Eastern Europe,
including the entire former Soviet Union, with the exception of Poland
and Georgia. Finally, it includes most other European countries, except
Greece, IFinland, Denmark, Norway, Portugal, and Iceland.

The lower half of the table contains four Anglo countries overseas:
Canada, New Zealand, the United States, and Australia. It contains all
countries from the Middle East and Africa, as well as all countries from
Middle and South America.

Long-Term Orientation and the
GLOBE Dimensions

In Chapter 2 we introduced the GLOBE study, which claimed to replicate
and improve Geert’s model across some sixty countries. For each of the
topics discussed in Chapters 3 through 6, we compared GLOBE'’s findings
with ours. The GLOBE dimension inspired by our LTO was called future
orzentation.

Our old LTO measure, LTO-CVS, across twenty-one common coun-
tries correlated significantly with four of the eighteen GLOBE measures,
but in the end only one (strong negative) relationship remained: with per-
Jformance orientation “should be”; this explained 51 percent of the variance
in LTO-CVS.?® Performance orientation “should be” also correlated with
Misho’s monumentalism: it implies that “we should be a great performing
nation!”—a self-enhancing feeling, typical of cultures with a short-term
orientation. Long-term orientation correlates with flexhumility, so the
negative relationship makes sense.

Across forty-nine common countries, our new LTO-WVS measure
correlated significantly with six of the eighteen GLOBE measures. The
strongest correlations were (again negatively) with performance orienta-
tion “should be” and (also negatively) with group collectivism “should be.”!
Group collectivism “should be” means family pride; in the first half of this
chapter we saw that families in high-LTO cultures are pragmatic rather
than proud about family matters.
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GLOBLE's future orientation “as is,” meant to express long-term orienta-
tion, did not correlate with either of our measures of LTO but did with a
combination of low UAI and low PDI.** It is about planning for the future,
and GLOBE respondents in relatively relaxed, egalitarian societies claimed
to do more of this.

GLOBE's future orientation “should be” correlated with a combination
of high PDI and low LTO-W VS.? It stands for “the accepted norm should
be to plan for the future” and “people should worry about current cri-
ses.” Respondents in cultures that are more authoritarian and with more
of a short-term orientation were more likely to agree with such “should”
statements.

GLOBE’s attempts to replicate long-term orientation as “future ori-
entation” has therefore completely failed; the only significant correlation
between the two is negative.

Long- and Short-Term Orientation, Family
Relations, and School Results

In Chapters 4-and 5 we referred to a 2005 market research study on ideals
of beauty and body image held by fifteen- to seventeen-year-old girls from
ten countries around the world. The same study also conducted telephone
interviews with larger samples of women between the ages of eighteen
and sixty-four in the same ten countries. Women in cultures with a short-
term orientation more often mentioned their mothers as having positively
influenced their feelings about themselves and beauty and said that the
mother’s ideas of beauty had shaped their own.”* We recognize the mother’s
contribution to the daughter’s self~-enhancement as part of the short-term
orientation of a culture.

TIMSS (Trends in International Mathematics and Science Study) is
an international comparative test of mathematics and science performance
administered every four years in now more than fifty countries among all
continents. Its latest round, at the time of this writing, was in 2007. Par-
ticipants are fourth-grade students (age about ten) and/or eighth-grade
students (age about fourteen). Consistently, the East Asian students (those
from Singapore, South Korea, Taiwan, Hong Kong, and Japan) outperform
all other students, especially in mathematics. The lowest-achieving nations
are found in Africa, the Middle East, and Latin America.

Using TIMSS data from 1999, Geert had found that performance in
mathematics correlated significantly with LTO-CVS; performance in sci-
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ence did not, although science and math scores were mutually strongly
correlated. There was something in high-L'TO cultures that contributed
to mathematical skills. Wealthier countries did slightly better than poorer
countries, but the math performance was more correlated with LTO-CVS
than with national wealth.””

Misho had explained both mathematics and science performance
differences from his monumentalism dimension and Heine’s theory. Cul-
tures encouraging self-enhancement will reduce children’s interest in
self-improvement activities, such as education. In monumentalist cultures
people seek positive information about themselves and dismiss negative
information. It takes a flexhumble culture to encourage admitting that one
needs self-improvement.”

Older studies had shown that in the United States, Asian students more
than Western students tended to attribute success to effort, and to attri-
bute failure to lack of'it, which is in line with Misho’s interpretation.”

We analyzed the 2007 TIMSS scores, correlating them with LTO-
CVS, LTO-WVS, and national wealth. Again, LTO-CVS correlated only
with math performance, not with science performance, although the two
were very strongly mutually correlated.”® LTO-WVS correlated highly
significantly with both math and science performance, although the math
correlations were always slightly stronger.*

These results suggest that for the 2007 TIMMS scores, both Geert’s
interpretation and Misho’s interpretation are still correct. Higher scores
on LTO-WVS come with higher scores on both math and science, and this
effect remains when we eliminate the effect of national wealth, at least for
the eighth-grade students. For the fourth-grade students, the better school
results can be entirely attributed to national wealth.*°

At the same time, the correlations with LTO-CVS remain significant
only for math performance, not for science performance. In these correla-
tions there are relatively many East Asian countries. In the correlations
with LTO-WVS, East Asian countries represent a smaller share; these
correlations are significant for both math and science performance, but
always somewhat more for math. We conclude that East Asian students
have a double advantage: they not only work harder but also have a cul-
tural talent for understanding mathematics. This advantage exists already
for fourth-grade students (ten-year-olds), while the hard work effect only
starts to affect the eighth-graders (fourteen-year-olds).

A traditional assumption has been that East Asian students focus on rote
learning instead of comprehension, but the superior performance in basic
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mathematics of students in high-LTO-CVS cultures refutes this assump-
tion. What Western minds interpret as rote learning may in fact be a way
toward understanding. Teaching and learning are culturally conditioned,
and apparently similar behaviors may have different deep meanings.*’
Basic mathematics poses well-defined problems in which goals are
explicitly stated—that is, “formal” rather than “open” problems.** Students
from high-LTO cultures prove to be well equipped for solving such prob-
lems. Professor Gordon Redding, who spent many years at Hong Kong

University, wrote:

The Chinese student, if he has been initially educated in his own culture,
and in his own language, will have begun to use a set of cognitive processes
which give him a “fix” on the world of a very distinctive kind. . . . It is
possible to see some rationale for the noticeable tendency of Chinese to excel
in certain subjects, particularly the applied sciences, where “the individual
and the concrete” is paramount, and for their tendency not to move natu-
rally into the abstract realms of philosophy and sociology.

1t is a common question why an active tradition of scientific investi-
gation failed to develop in China in the way it did in the West. The most
appealing explanations for it center upon differences in cognitive structures
of a fundamental kind.*®

A talent for the concrete implies a talent for solving practical problems.
‘What works is more important in high-LTO cultures than why it works.
China’s Chairman Deng Xiaoping is credited for the dictum “What does

the color of the cat matter as long as it catches mice?”

Long- and Short-Term Orientation and
Economic Growth

After World War II (1939—45) the victorious powers claimed a new world
order led by the United Nations, with universal human rights. The first
issue on the world’s agenda in the 1950s and '60s was political independence.
The colonial era ended, and many former colonies of rich countries became
new states. Around 1970 priorities shifted to economic development. Three
international organizations already founded in 1944—the World Bank, the
International Monetary Fund (IMF), and the World Trade Organization
(WTO)—made a commitment to end poverty.
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Poverty, however, did not disappear. From 1970 to 2000 some countries
were extremely successful in moving from “rags to riches.” The absolute
winners were the five Dragons: Taiwan, South Korea, Singapore, Hong
Kong, and Japan—this in spite of a serious economic crisis in their region
in 1997. In U.S. dollars, Taiwan’s 2000 GNI per capita was thirty-six
times as high as its 1970 GNI per capita. Japan’s nominal GNI per capita
increased by a factor of eighteen. On the other hand, the GNIs per capita of
the countries of sub-Saharan Africa and Latin America rose insignificantly
or not at all.

The economic success of the Dragons had not been predicted by econ-
omists. (Even after it happened, some failed for a time to recognize it.)
A forecast for the region by prominent World Bank economists in the
American Economic Review in 1966°* did not even include Hong Kong and
Singapore, because they were considered insignificant; it underrated the
performances of Taiwan and South Korea and overrated those of India and
Sri Lanka. Fifteen years later Singapore, with a population of 2.5 million,
exported more than India with its 700 million.

After the Dragons’ economic miracle had become undeniable, econom-
ics had no explanation for it. According to economic criteria, Colombia, for
example, should have outperformed South Korea, while the reverse was
true.®” The American futurologist Herman Kahn (1922-83)° formulated a
neo-Confucian hypothesis. He suggested that the economic success of the
countries of East Asia could be attributed to Confucian values, common
cultural roots going back far into history.

Kahn’s hypothesis remained unproved until the Chinese Value Survey
appeared. Economic growth in the last three decades of the twentieth cen-
tury was highly significantly correlated with LTO-CVS; this was Geert’s
initial reason for adopting long-term orientation as a fifth dimension.

The Chinese Value Survey was conducted in 1985 and covered twenty-
three countries around the world; the LTO index derived from it not only
correlated with the economic growth of these countries in the preceding
twenty years (1965—85) but also turned out to even better predict their
growth in the next ten years (1985-95).%

As of this writing, fifteen more years have passed, and our LTO-CVS
has been succeeded by a new scale, LTO-WVS, extending our database
from twenty-three countries to ninety-three. Does our new LTO scale still
explain economic growth, across so many more countries in a changed
world?
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For the period 1970-95, included in our correlations with LTO-CVS,
we find that LTO-W VS still correlates with an increase in GNI per capita.®®
This is no longer the case for the period 1995-2005. Across all countries
for which we have data, the correlation between LTO-WVS and increase
in GNI per capita from 1995 to 2005 is about zero.*

However, the post-1995 data refer neither to the same set of countries
nor to the same world economy. Our new list of countries includes nineteen
names that did not yet exist as independent economies in 1970. The former
Yugoslavia disintegrated in 1991 into Croatia, Slovenia, Macedonia, Bos-
nia, and a loose alliance of Serbia and Montenegro. The Soviet Union also
ceased to exist in 1991 and was replaced by the Russian Federation (“Rus-
sia”) plus many new republics, of which Estonia, Lithuania, Latvia, Belarus,
Ukraine, Moldova, Armenia, Georgia, Azerbaijan, and Kyrgyzstan figure
on our list. Czechoslovakia in 1993 split into a Czech and a Slovak republic.
The transition was accompanied by economic liberation and the opportu-
nity to develop a market economy, which the new countries each seized in
their own way. With the demise of the Soviet Union, the Soviet influence in
Eastern Europe also disappeared, and countries formerly under an imposed
communist economic system could now choose their own economic ways.
This applied to East Germany, which already in 1990 had reunified with
West Germany, and to Poland, Hungary, Romania, and Bulgaria, which
later joined the European Union. By 1995 all these new economies were
supplying more or less reliable data on GNI per capita, and by 2005 one
could compare their rates of growth over the past ten years.

Cultural theories that addressed the East Asian economic miracle were
often criticized for failing to explain why East Asia did not achieve strong
economic growth much earlier. After all, its Confucian values are extremely
old. Why were they dormant for 2,500 years, triggering a miracle only
in the second half of the twentieth century? The answer to this conun-
drum was known to German sociologist Max Weber eighty years ago. He
observed that the so-called Protestant work ethic (basically another name
for the set of values related to economic growth that we discuss in this
chapter) could yield results only in a specific historical period. In our case
two conditions had to be satisfied:

1. Availability of Western technology and of educational resources to
use it

2. Integration of local markets into a world market of supply and
demand for goods and services
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A third condition, however, turns out to be initial poverty. LTO explains
why some societies succeeded better than others in moving from rags to
riches, but not from riches to more riches. The successful East Asian Drag-
ons, for example, were hit by a regional economic crisis in 1997, which
abruptly cut their economic ascent.

These considerations inspired us to take another look at the relation-
ship between LTO-WVS and increase in GNI per capita from 1995 to
2005. We split the eighty-four countries for which we had both LTO-WVS
and GNI growth data into fifty-four poor and thirty wealthy cases, on the
base of their 1995 GNI per capita.™

In Figure 7.1 the ratio of GNI per capita in 2005 over GNI per capita in
1995 is plotted against LTO-W VS for eighty-four countries. For fifty-four
poor countries, the correlation is significantly positive; for thirty wealthy
countries, it is significantly negative.”

FIGURE 7.1 LTO-WVS Versus GNI per Capita Ratio 2005/1995 for
54 Poor and 30 Wealthy Nations
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The correlation between LTO and economic growth for poor coun-
tries, even after 1995, confirms Herman Kahn’s neo-Confucian hypothesis.
It also indicates which of the various Confucian values were associated
with economic growth. Very important was thrift. In a separate study,
Misho Minkov and Vesselin Blagoev added to this conclusion a low impor-
tance of leisure. They cite prominent twentieth-century U.S. development
economists who saw nothing miraculous in the East Asian economic per-
formance and attribute it to old-fashioned hard work, thrift, and better
education.™ Of course, the question remains as to why East Asian countries
did follow this road and others did not.

It also is noteworthy that it took an East Asian instrument, the Chinese
Value Survey, to isolate a dimension that proved the role of culture in the
development of East Asia and to provide an explanation of the economic
success of the Dragons. In the meantime, we moved one step further: we
discovered that similar conclusions can be drawn from data that had been
hidden in the World Values Survey, basically a Western instrument. The
logic of the growth of the Dragons now extends to the growth of several
Eastern European economies between 1995 and 2005.

In 1998 a U.S. political scientist, Russell Read, proved the relationship
between long-term orientation and various measures of saving. The stron-
gest link he found was with the marginal propensity to save (MPS)—the
change in real per capita saving—from 1970 to 1990, in percentages of the
total changes in private consumption plus saving. MPS ranged from a low
of 8 percent in the United States to a high of 64 percent in Singapore.™

In her analysis of consumer behavior, de Mooij found that people in
high-LTO countries invested more in real estate, which is a long-term
commitment, while people in low-LTO countries invested more in mutual
funds.™

In 2008 a new economic crisis hit the world, spreading from the United
States by the interdependence of globalized financial markets. Lack of
thrift—overspending in economies that are short-term oriented—seems
to lie at the heart of this new disaster.

The value item “thrift” (as with “persistence”) was missing in the
Rokeach Value Survey, which is supposed to have been based on a complete
inventory of American values around 1970. Spending, not thrift, seems to
have been a U.S. value at least since the second part of the twentieth cen-
tury, both at the individual level and at the government level. When asked
why Americans did not save more, Herbert Stein, former chairman of the
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Council of Economic Advisers of two Republican U.S. presidents, said:
“Economists have been unable to answer this question. Our savings quote
... has always been lower than elsewhere. . . . It is most likely a reflection

»75

of the American lifestyle, although this is no explanation.

Economic Growth and Politics

Along with the economic conditions for growth discussed in the previous
section, growth also depends on the political context. The growth of the
Dragons started only after 1955, when for the first time in history a truly
global market developed. The need for a supportive political context was
met in all five Dragon countries, but in very different ways, with the role
of government varying from active support to laissez-faire. Labor unions
were weak and company oriented in all five countries, and a relatively
egalitarian income distribution meant that support for revolutionary social
changes was weak. The Confucian sense of moderation affected political
life as well, in spite of occasional outbreaks of unrest and violence.

The influence of the political context was evident in the country that
was the cradle of Confucianism, mainland China. Overseas Chinese were
at the core of the economic miracles in Hong Kong, Singapore, and Tai-
wan and contributed to the emerging economies of Indonesia, Malaysia,
Thailand, and the Philippines. They seem to have been able to use their
entrepreneurial skills better than their relatives who stayed in the mother
country.

In 1970 the Chinese currency was not convertible, which led to an
overestimate of 1970 GNI per capita and an underestimated 2000/1970
ratio. China’s economic growth also suffered from political events: the
disasters of the Great Leap Forward (1958—59) and the Great Proletarian
Cultural Revolution (1966—76) and the backlash after the dramatic sup-
pression of student demonstrations at the Square of the Gate of Heavenly
Peace (Tiananmen Square) in Beijing in 1989. On the other hand, tight
political control, by enforcing a one-child family policy, prevented a popu-
lation explosion that would have diluted per capita growth. From 1975
to 2007 the Chinese population grew by 42 percent from 930 million to
1.32 billion, an average of 1.3 percent a year. The forecast for the period
extending to 2015 is 0.7 percent a year. With a less effective population
control, the population of India in the same period grew by 81 percent from
620 million to 1.12 billion, an average of 1.9 percent a year. Without any
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planned population control at all, the population of Nigeria grew by 169
percent from 55 million to 148 million, an average of 2.9 percent a year.”

China’s rulers have to cope with the domestic political consequences
of the country’s economic opening toward the rest of the world. Turning
around a nation of 1.8 billion people without falling into despotism, anar-
chy, or fatal destruction of the environment is immensely more difficult
than modernizing an island with 5 million inhabitants as with Singapore.
In a 1988 article that analyzed the implications of the Chinese Value Sur-
vey, at a time when China was still exceedingly poor, Geert interpreted
China’s top score on what he later called LTO as a likelihood that “the
People’s Republic will follow the success of the Five Dragons—albeit at
some distance—and eventually become the sixth—and most powerful—
dragon of them all.” History has proved this prophecy correct.”

The opposite example in the 1980s was the Soviet Union and its sphere
of political influence, which stifled initiative in places where—according to
their LTO-W'VS scores—the mental software for development was pres-
ent. The fast economic growth in a number of Eastern European countries
since the end of the Soviet era has demonstrated this.

The development of East Asia was strongly guided by a desire to learn
from others. Japan has actively studied European (in particular, Dutch)
science and technology since the seventeenth century. Western fads and
fashions are popular in East Asia even where governments don’t like them.
Likewise, Eastern European countries in spite of communism have always
taken the West as a model.

This desire to learn from others is not necessarily present in countries
scoring low on the LTO-WVS index. National pride is a component of
short-term orientation, and too much national pride is a recipe for eco-
nomic disaster. In the United States it contributed to the decision to start
the Iraq war with a cost of a trillion dollars. It supports a lack of interest
in and understanding of other countries, and it played a major role in the
2008 financial crisis.™

In Chapter 9 we will compare business goals and corporate governance
across major economic powers and will show that the dominant concern of
U.S. business leaders for short-term growth and greed without continuity
and responsibility was already visible in an international comparison in
the 1990s.



Yesterday, Now, or Later? 269

Fundamentalisms as Short-Term Orientation

As argued earlier in this chapter, Judaism, Christianity, and Islam are three
Western religions belonging to the same thought family and having his-
torically grown from the same roots. All three derive Virtue from Truth.
All three have modern wings, focusing on the present, and fundamental-
ist wings, focusing on wisdom from the past. Religious fundamentalisms
represent the extreme short-term pole of the long-term versus short-term
dimension. Decisions are based not on what works today but on an inter-
pretation of what was written in the old holy books. Fundamentalisms are
unable to cope with the problems of the modern world. British philosopher
Bertrand Russell (1872-1970) wrote:

All fanatical creeds do harm. This is obvious when they have to compete
with other fanaticisms, since in that case they promote hatred and strife.
But it s true even when only one fanatical creed is in the field. It cannot
allow free inquiry, since this might shake its hold. It must oppose intel-
lectual progress. If; as is usually the case, it involves a priesthood, it gives
great power to a caste professionally devoted to maintenance of the intel-
lectual status quo, and to a pretence of certainty where in fact there is no

certainty.”

Politically influential fundamentalisms that represent a threat to world
peace and prosperity exist within all three Western religions. The oppos-
ing modern wings are weakest in Islam. There was a period in history,
from about the ninth to the fourteenth century a.p., when the Muslim world
was not only militarily but also scientifically advanced, while Christian
Europe was backward. With the Renaissance and the Reformation, Chris-
tian countries embarked on the road to modernization, while the world of
Islam withdrew into traditionalism.

U.S. Islamologist Bernard Lewis has described the Muslim scholars
after the fourteenth century as having a “feeling of timelessness, that noth-
ing really changes,” and a lack of interest into what happened in the rest
of the world. Knowledge was seen as a “corpus of eternal verities which
could be acquired, accumulated, transmitted, interpreted and applied but

not modified or transformed.” Innovation was bad and similar to heresy.
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While in Europe printing had been invented around 1450, the first print-
ing press in Turkey was installed in 1729, and it was closed down in 1742

by conservative Muslims. Lewis writes:

The contrast has sometimes been drawn between the very different responses
of the Islamic world and of Japan to the challenge of the West. Their situa-
tions were very different. . .. Muslim perceptions of Europe were influenced,
indeed dominated, by an element which had little or no effect on the Jap-
anese—namely religion. Like the rest of the world, Europe was perceived
by Muslims first and foremost in religious terms, i.e., not as Western or
European or white but as Christian—and in the Middle East, unlike the
Far East, Christianity was familiar and discounted. What lesson of value
could be learned from the followers of a flawed and superseded religion?*°

Today modern technology has penetrated into the Muslim world. There
are both traditional and modern forms of Islam, but the first are still strong
and aggressive. Confronted with backwardness and poverty, some groups
react by calling for reinstating the sharia, laws from the Prophet Muham-
mad’s day. Muslim countries that temporarily collected enormous riches
from their oil resources have hardly adapted better to the modern world
than those that remained poor. The oil benefits seem to have been a liability
rather than an asset. None of the five Dragons had any natural resources
worth mentioning besides the mental software of their populations.

In the second half of the twentieth century, many Muslims migrated
to Western countries. Europe in the beginning of the twenty-first century
counted some 18 million Muslim citizens. Many have integrated and moved
into the working and middle classes, occupying positions of responsibility
in Western societies. Others have failed to integrate, mostly remaining
underclass, and populate new ghettos. The latter group is most tempted
by fundamentalist forms of Islam that compensate their marginal position
in the host society by preaching pride in possessing the right doctrine.

A manifestation of national pride—rather than religiosity—in some
Muslim cultures with a short-term orientation is the migrants’ hesitation
at changing nationality, leading to dual citizenship. The government of
Morocco, as one example, actively encourages this practice; Moroccans
cannot understand why a child of their great country would ever want to

renounce his or her citizenship.
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Short-Term Orientation in Africa

Around 1970 Geert was a manager of personnel research in IBM’s Europe,
Africa, and Middle East area. One of his responsibilities was the develop-
ment of tests for employee selection. One day he received a call from the
regional manager for Africa, an American to whom all English-speaking
African countries, except South Africa, reported. The regional manager
had a problem with IBM’s Programming Aptitude Test, at that time the
instrument used to select persons able to learn computer programming. In
Africa, the manager said, nobody could pass the test, so they had no way of
selecting candidates, neither for IBM itself nor on behalf of its customers.

It so happened that the U.S. designer of the original Programming
Aptitude Test, Dr. Walter McNamara, had just retired, and he agreed to
make a three-month study trip through a number of African countries and
to try to resolve the problem. Upon his return, McNamara reported these

conclusions:

It wasn’t true that nobody passed. Some African candidates did pass,
but the percentages were lower than elsewhere.

The original test existed in two versions, one for college graduates
and one for high school graduates. IBM offices in Africa had been sup-
plied with only the college-level test, while the majority of candidates
came straight from high school and should have been given the other
version.

Most candidates had no experience with forced-choice tests and
should first be instructed on how they worked.

The tests used American English; some words were unknown in the
local English varieties.

The time limits used applied to native speakers; for those with Eng-
lish as a second (or third or fourth) language, a wider limit existed,
but the administrators of the test were not aware of this option.

McNamara had run a trial with an adapted version of the test among
graduates of a number of high schools in Zambia, and the results obtained
were almost equivalent to those in the United States. Thanking McNamara
for his excellent work, Geert had the new version printed as “Program-

ming Aptitude Test for Countries with English as a Second Language.”
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He proudly presented it at a conference of country managers from IBM’s
African region.

Geert’s announcement met with less enthusiasm than he had expected.
During the ensuing break the country manager of IBM-Ghana, one of the
first Africans to have reached this level, stood next to Geert in the men’s
room and told him in his deep voice, “I want the American test for my
people.”

This true story tells us that the problem of selecting personnel in the
African subsidiaries of IBM was not a lack of skills: given the same care to
the process as is usual in other countries, enough capable candidates could
be selected. However, to the African country manager, this was a matter
not of solving a problem but of satisfying his national pride, which he felt
to be hurt by the fact that his compatriots would not get the same test as
the Americans.”

Africa, and particularly sub-Saharan Africa, is a development econo-
mist’s headache. In 2009 thirty-two of the forty poorest countries in the
world were African.®” African countries are plagued by a population explo-
sion, with growth rates of 8 percent annually, leading to a doubling of the
population within twenty-five years. They are also plagued by AIDS and
other epidemics (which may be nature’s answer to the population explosion);
by extremely bloody wars and massacres (man’s answer); and by ineffective
governments perceived as corrupt and as enemies by their own people.
In many of the fifty African states, with a few favorable exceptions, basic
government tasks such as health care have deteriorated or disappeared.

The extreme case is Somalia, which Siad Barre, president since 1969,
fled in 1991, leaving the country in chaos in the hands of competing war-
lords. Foreign interventions by Americans and Ethiopians were unsuc-
cessful.”” In the 2000s the Somalis hit the world news as highly proficient
pirates hunting commercial vessels for ransom, and there was no govern-
ment that could be held responsible.

It was evident that Western logic often did not apply in Africa. The
example of Bond’s Chinese Value Survey led Geert to suggest a similar
exercise for Africa: asking Africans to develop a values questionnaire,
administer this instrument in both African and non-African countries,
and see whether any new dimension emerged that explained why Western
recipes for development don’t seem to work in Africa.

The project was undertaken at Geert’s former institute, the Institute
for Research on Intercultural Cooperation (IRIC),** by his successor, Niels
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Noorderhaven, with Bassirou Tidjani from Senegal. African scientists in
Africa and African students abroad were asked to suggest value survey
items. Through a “Delphi” approach, the first results were anonymously
fed back to the contributors, and their comments were incorporated. The
questionnaire, in an English or a French version, was then administered to
samples of male and female students in the African countries Cameroon,
Ghana, Senegal, South Africa, Tanzania, and Zimbabwe and outside Africa
in Belgium, Germany, Great Britain, Guyana, Hong Kong, Malaysia, the
Netherlands, and the United States; it yielded a total of 1,100 respondents
in fourteen countries.®

Unlike the case with the Chinese Value Survey, the African Value Sur-
vey did not reveal a new, African-inspired value dimension. It produced
six factors. Four of these were significantly correlated each with one of
the IBM dimensions. One other was trivial, caused by differences between

the two language versions.*’

The remaining factor (the second strongest
in Noorderhaven and Tidjani’s analysis), traditional wisdom, was signifi-
cantly correlated with LTO-CVS and opposed the African countries (and
some of the European countries) to the Asian countries in the study.”
Distinctive items on the short-term pole of this dimension were “Wisdom
is more important than knowledge” and “Wisdom comes from experience
and time, not from education.” These statements fiercely oppose Confucian
values.

This result of the African Value Survey, just as with the story at the
beginning of this section, confirms the low scores for African countries on
both LTO-CVS and LTO-WVS. In Table 7.4 the scores for three north-
ern African and ten middle and southern African countries are all on the
short-term side. Putting pride over practical results and expecting wisdom
without knowledge and education does not encourage working and study-
ing today for reaping benefits tomorrow.

In African countries, cause-effect relationships that are obvious to out-
siders are sometimes denied. An example was the refusal of then-president
Thabo Mbeki of South Africa to recognize the link between HIV conta-
gion and AIDS. A widespread belief in witchcraft supports blaming oth-
ers and occult forces for evils that, according to outsiders, Africans have
brought on themselves.

The values scores do not imply that all Africans are short-term think-
ers, nor that all East Asians are long-term thinkers. They do mean that

these ways of thinking are sufficiently general to affect common behav-
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ior patterns and the structure and functioning or malfunctioning of
national institutions. Through these processes, thinking affects economic
development.

Nearly all African countries have become dependent on foreign aid
and on loans from the International Monetary Fund. According to Joseph
Stiglitz, former chief economist of the World Bank and 2001 Nobel Prize
winner in economics, Africa’s economic problems have been compounded
by the conditions for loans dictated by the IMI. Even more than the World
Bank, the IMF has been dominated by short-term-oriented market fun-
damentalism. This posture has led to a stress on budget discipline at the
expense of education, health, and infrastructure and to forced liberaliza-
tion of imports while keeping Western markets closed for African exports,
ruining fledgling local enterprises.*® Table 7.4 classifies the U.S. mind-set,
which dominates among the IMF advisers, in the same short-term orienta-
tion bracket as that of the country’s African clients.

Very short-term values were also found in a study of Australian
aborigines, as mentioned in Chapter 4. This, too, is a group whose eco-
nomic development is problematic.*” Also in their case, conditions created
by short-term-oriented white policies often compound their problem.

Table 7.5 summarizes key differences between societies on the dimen-
sion of short- versus long-term orientation based on WVS data.

The Future of Long- and Short-Term Orientation

The second time Duke Ching called Confucius to an audience, he again
asked him, “What s the secret of good government?” Confucius replied,

“Good government consists in being sparing with resources.” *°

The future is by definition a long-term problem. Our grandchildren and
their grandchildren will have to live with the long-term consequences of
our present actions.

The question Duke Ching put before Confucius 2,500 years ago is
still as topical as ever: What is good government? In 1999—-2000 social
scientists from East Asia (China, Japan, and South Korea) and from Nordic
Europe (Denmark, Finland, and Sweden) in a joint project surveyed rep-
resentative samples of the populations of their countries about the same
issue. The survey showed differences in opinions about how the relation-

ship between rulers and citizens should be, reflecting the countries’ differ-
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TABLE 7.5 Key Differences Between Short- and Long-Term Orientation

Societies Based on WVS Data

SHORT-TERM ORIENTATION

Service to others is an important
goal.

Proud of my country
Tradition is important.
Monumentalist (Minkov)
Family pride

Mothers positively influence
daughters’ feelings about themselves
and beauty.

Students attribute success and
failure to luck.

Weaker mathematics and science
results of fourteen-year-olds due to
less effort

No special skills for mathematics

Talent for theoretical, abstract
sciences

Slow or no economic growth of poor
countries

Small savings quote, little money for
investment

Investment in mutual funds
Appeal of fundamentalisms

Appeal of folk wisdom and witchcraft

LONG-TERM ORIENTATION

Children should learn to save money
and things.

Learn from other countries
Children should learn to persevere.
Flexhumble (Minkov)

Family pragmatism

Daughters’ ideas of beauty are
independent of mothers’ ideas.

Students attribute success to effort
and failure to lack of it.

Better mathematics and science
results of fourteen-year-olds due to
harder work

In East Asia, better at mathematics

Talent for applied, concrete sciences

Fast economic growth of poor
countries

Large savings quote, funds available
for investment

Investment in real estate
Appeal of pragmatism

Appeal of knowledge and education

ent positions on the power distance and uncertainty avoidance dimensions.

On the role of government as such, the survey showed remarkable con-

sensus. A majority in all six countries supported “a strong government

to handle today’s complex economic problems” and did not believe that

“the free market can handle these problems without governmental involve-

ment.” Next to its role in the economy, the government tasks about which

there was the strongest consensus were fighting environmental pollution

and maintaining harmonious social relations.”!
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The report on the Asian-Nordic study takes issue with the ongoing
process of globalization, perceived by the Asians as “Westernization” and
by the Nordic Europeans as “Americanization.” It signals a values dis-
crepancy between all six countries and what the authors see as the values
behind this kind of globalization.”

In our interpretation, the main value-based objections of these Asians
and Northern Europeans were directed against the short-term focus of
this kind of globalization. In Table 7.4 the countries participating in this
research project all scored more long-term than the United States. Their
respondents saw good government as future directed, while the ongoing
U.S.- and IMF-led globalization stressed quick fixes. In fact, according to
economist Joseph Stiglitz, it was based on a market fundamentalism that as
much as other fundamentalisms was predicated on maintaining or return-
ing to past positions rather than guided by a view of a common future for
humankind as a whole.

Responsible thinking about the long term cannot avoid the conclusion
that in a finite world, any growth has its limits. The human population
cannot continue growing forever, nor can the economy of a state, unless
its growth comes at the expense of other states. Few politicians have been
prepared to face this reality. The most evident area where this applies is
the environment. Climate changes through global warming, water short-
ages, and radioactive waste deposits are examples of environmental costs
of unbridled growth, with which good government should take issue.

Religious, political, and economic fundamentalisms are aggressive
enemies of long-term thinking. They are based on the past and tend to
escape their share of responsibility for the future, putting it in the hands
of God or the market. For example, in many parts of the world an immedi-
ate threat to peace, health, and justice is human overpopulation. Adequate
methods of family planning exist, but religious and economic fundamental-
ists in a remarkable consensus try to resist making it widely accessible.

The economic importance of East Asia in this twenty-first century
is likely to increase. One precious gift the wise men and women from the
East can carry to the others would be a shift toward global long-term
thinking.



Light or Dark?

In its special Christmas edition, at a time when people in the tradi-
tionally Christian world are supposed to be merry and happy, the

well-known British magazine The IEconomist once published the follow-

ing story:'

Once a week, on Sundays, Hong Kong becomes a different city. Thousands
of Filipina women throng into the central business district, around Statue
Square, to picnic, dance, sing, gossip, and laugh. . . . Th