
3. Greg's cultural background, more than Lao Zhang's, 
guides people into making distinctions between a person's 
"own business" and what is reasonably the concern of 
others.

4. Lao Zhang's cultural background, more than Greg's, 
guides people into making distinctions between a person's 
"own business" and what is reasonably the concern of 
others.

5. In China, one's organization is not an appropriate 
place to meet members of the opposite sex for 
relationships that may become romantic in nature.

Explanations for "Is More Expected of Leaders?" begins in 
the following section.

Explanations for "Is More Expected of Leaders?"

1. This, admittedly, is a difficult incident, and the ■ 
interpretation of several alternatives hinges on the 
guidance in one culture compared with the other. In this 
incident, we are arguing that Greg's urban American 
culture does not give explicit guidance about considering 
the personal morality of leaders. Rather, in the United 
States this is a personal issue. It is up to individuals 
to make judgments about a person's leadership skills and 
about his or her morality. At times, Americans will 
conclude that although personal morality could be at a 
higher level, they are willing to set that aside when 
thinking about potential leaders. Remember that members of 
the American voting public were willing to set aside their 
opinions about President Clinton's extramarital affairs. 
Even when it was proven that he had had a sexual relation­
ship with a young White House intern and then lied about 
it to a grand jury, citizens seemed more impressed by 
near-zero inflation and low unemployment than upset about 
the president's immorality. A similar case could be made 
about President John Kennedy. Many knew about his 
extramarital affairs, but they were willing to set this 
aside when considering his leadership. We are quite 
willing to point out, on the other hand, that this 
explanation will not be accurate for all parts of the
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United States or for all groups of Americans. This is not 
a good answer. Please choose again.

2. This is a good answer. We have drawn the following 
conclusions about leadership from a number of sources. In 
China there are three concepts that people keep in mind 
when thinking about leaders. The first is the ability of 
leaders to deal with the workload assigned to them, and 
the second is their ability to deal effectively with the 
social needs of their subordinates (motivation, morale, 
integration of individuals into cooperative work groups, 
etc.). These two, incidentally, are also concepts 
Americans use when thinking about leaders in the
workplace. The third concept is more a part of people's 
thinking in China than in the United States, and this 
third concept involves the personal morality of leaders. 
Leaders should behave according to high moral standards, 
and having a romantic relationship with a secretary is not 
considered exemplary of high morals. Reasons include the 
fact that the secretary may be favored by the Chinese boss 
and that the relation has become sexual outside any 
marital bond (frowned upon in China more than in urban 
areas in the United States). Keep in mind that Chinese 
coworkers, more than Greg, would be able to pick up subtle 
cues that indicate preferential treatment in the workplace 
and the probability of a sexual relationship. If a similar 
incident took place among Americans in Boston, Greg more 
than Lao Zhang would be able to perceive subtle cues 
indicative of preferential treatment or a sexual 
relationship. In the incident, then, Lao Zhang has become 
a "poor" leader due to people's suspicions about the 
possible sexual relationship and so has a difficult time 
marshaling the support of subordinates and peers.

One of us offered this Chinese perspective: Chinese his­
tory is full of heroes and leaders. They are held up to 
the Chinese, from childhood, as role models, but they are 
more than just role models; they are idolized. Sometimes 
their moral virtues are more important than their actual 
leadership qualities. Confusing relationships with female 
employees are something Chinese leaders particularly want 
to avoid. A person's leadership qualities will immediately 
be called into question once people find out about any 
relationship with a female subordinate. As in the United 
States, however, different parts of the country are more 
or less conservative. As Western ideas flood into the
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country, people in more cosmopolitan areas, like Shanghai, 
are becoming more liberal about this kind of issue. Some 
people may begin to feel that a business leader's (if no_ 
a political leader's) personal and public lives might be 
separable. We are not saying that the Chinese do not have 
romantic relationships outside of marriage. Such 
relationships, however, are far more culturally acceptable 
if the people involved work in different organizations and 
if the relationships are carried on in a discreet manner. 
There is a saying in China that translates roughly as "The 
wise rabbit does not eat the grass that immediately 
surrounds it."

There is another answer that also helps with the inter­
pretation of this incident, and we recommend that you look 
for it.

3. This is a good answer. As a generalization, people from 
highly individualistic cultures such as the United States 
make a sharp distinction between what they consider 
"people's private business" and what they consider 
appropriate public knowledge about themselves. In this 
incident, Greg remembered that his relationship with a 
female subordinate (who eventually became his second wife) 
was considered his own business and nobody else's. He is 
likely to interpret the incident involving Lao Zhang from 
this frame of mind and conclude that Lao Zhang's
relationship with a secretary should not be considered 
public knowledge. In China, there is not so sharp a 
distinction between "my own business" and "other people's 
business." People take great interest in the lives of 
others, and membership in a collective is marked by a 
great deal of shared knowledge of matters that would be 
considered private in an individualistic culture. Good 
advice for individualists moving to a collectivistic 
culture is to practice giving more personal information 
about themselves during interactions with collectivists. 
Another piece of intercultural wisdom is that when 
collectivists start revealing personal information about 
themselves and clearly expect sojourning individualists to 
provide similar- information, this is an indicator that the 
sojourners are being accepted as welcomed visitors, rather 
than mere intruders, to the culture.

4. There is not as sharp a distinction between "my own 
personal business" and "things about me that are known to
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others" in China compared with the United States, and so 
this is not a good answer. Co-workers would not feel that 
they are "nosy" or that they are "busybodies" just because 
they talk frequently about Lao Zhang and his relationship 
with the secretary. Such a relationship is appropriate 
knowledge to be considered part of public discourse.
Please choose again.

5. Choosing this alternative may indicate that you are on 
the right track, but there are better answers. In China, 
people do form romantic relationships after meeting 
members of the opposite sex in their organization. 
However, such relationships are considered much more 
appropriate (a) if the man and woman are unmarried and 
have no current roman tic attachment with anyone else, (b) 
if they are from very different branches of a large 
organization such that one person does not have a 
supervisory relation with the other, and ( c) if the 
supervisors of both people have signaled acceptance of the 
romantic relationship. In this incident, Lao
Zhang had a romantic and possibly a sexual relationship 
with a subordinate, behavior that was not considered 
appropriate. Please choose again.

Wang, M. M., Brislin, R. W., Wang, W. Z., Williams, D., &

Chao, J. H. (2000). Turning bricks into j ade.

Yarmouth, MN: Intercultural Press
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"Whose Ideas Are These?"

John Coleman was twenty-five and an ambitious 
businessman. He had recently graduated with an MBA degree 
from a prestigious American university. From the age of 
eighteen he had been interested in China and had become 
convinced that this extremely large country represented 
great potential for international investments. During his 
college years he had studied Chinese and become reasonably 
fluent.

After being hired by an American pharmaceutical company, 
John convinced his superiors that the company would be 
well served if he were assigned to China. One of John's 
superiors happened to know of some Chinese businesspeople 
who wanted to look into the possibilities of expanding 
their line of nonprescription medicines. This superior 
contacted the Chinese businesspeople, and they agreed to 
work with John out of their offices in Shanghai.

After arriving in Shanghai and sewing in, John reported 
to work. He discovered that his supervisor in China would 
be Fang Da-chun, a fifty-year-old businessman who had 
recently been able to amass considerable wealth working 
with American firms desirous of expansion in China. Mr. 
Fang was impressed with John's Chinese skills and imme­
diately began including him in meetings with other 
Chinese. Grateful for this attention, John shared some of 
his ideas for the manufacturing of nonprescription drugs.

One afternoon Mr. Fang invited John to a meeting with 
the executives of a Chinese pharmaceutical company. Mr. 
Fang presented some ideas about possible future joint 
ventures between himself and this company. John was 
pleased to hear Mr. Fang present some of John's own ideas, 
but he was not pleased after the meeting when he realized 
that Mr. Fang never made a connection between the ideas 
and the person who had originally developed them. John 
concluded that he could not work with Mr. Fang, and he 
began to consider drafting a letter to his company in the 
United States recommending the severing of ties with Mr. 
Fang.

If John asked your advice concerning whether he should 
send a letter to his American company, what might you tell 
him?

1. In Chinese, the syntactic form that indicates the 
relationship between an abstract concept (e.g., a person's
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"Acknowledge Reality"

Rolf-Ernst Brener and Deutsche Bank AG (Germany)

Title: Chairman
Headquarters: Frankfurt
Business: The world's largest bank, as a result of its 
recent acquisition of U.S.-based Bankers Trust, with more 
than 2,200 offices in over 50 countries.
Employees: 95,847

Rolf-Ernst Breuer is a proud man in a country that 
struggles with pride.

An optimistic realist, Breuer has a vision of where he 
wants to go, helping Deutsche Bank become the world's 
largest financial institution. Reflective about its past, 
he is also decisive about its future-willing to buy 
Bankers Trust for $10 billion, he was just as willing to 
scrap the deal if the return on investment wasn't just 
right. He's not afraid of the realities he faces: 
satisfying regulators in two continents, eliminating jobs, 
and handling revelations about the bank's support of the 
Nazis.

Proud of his roots, Breuer is frank about the past, 
present, and future. He's honest about Deutsche Bank's 
past mistakes in going global and its need for a new 
corporate culture that thrives on speed and delighting 
customers. He doesn't fool himself about the strengths of 
German quality-or the country's bureaucratic shortcomings. 
And he's clear about acknowledging the bank's part in the 
World War II Holocaust. He even commissioned historians 
from around the world to write The Deutsche Bank: 1870- 
1995, a book documenting the bank's past.

Says Breuer, "There is a difference between guilt and 
responsibility."

Rosen, R., Digh, P, Singer, M., & Phillips, C. (2000).

Global Literacies. New York: Simon & Schuster.
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"Craft Social Ground Rules"

Peter Ma and Ping An Insurance Company (China)

Title: President -and CEO
Headquarters: Shenzhen
Business: Founded in 1988, Ping An is one of China's three 
national insurance companies. Its formation was a 
breakthrough in the reforms of China's insurance system. 
Ping An maintains relationships with 160 foreign insurers, 
enabling them to provide services in more than 700 
countries and cities.
Employees: 130,000 in 400 branches in China, Hong Kong and 
the United States, plus offices in London and Singapore

Walk into the headquarters of Ping An Insurance Company 
and look up, and you'll see a bust of Confucius-not at all 
surprising in this Chinese company. But look again. Facing 
Confucius from across the lobby is none other than Sir 
Isaac Newton. In fact, paintings of great Eastern and 
Western thinkers serve as a backdrop all the way down the 
entry hall to where Confucius and Newton peacefully 
coexist.

Ping An blends the best of Chinese and Western 
traditions-and not just in artwork. "Confucius says people 
should love each other, obey the rules, and respect each 
other. Yet in modern society, we must advocate change and 
innovations. By blending the past with the present and 
integrating foreign experience into the Chinese
environment, we've created a highly competitive
enterprise," says the company's CEO, Ma Mingzhe, or Peter 
Ma, as he's known outside China.

Ma has a deep understanding of the principles of human 
relationships and knows that a fast-changing world 
requires a set of guidelines to clarify commitments and 
responsibilities -- not unlike those of Confucius himself.

Rosen, R., Digh, P, Singer, M., & Phillips, C. (2000).

Global Literacies. New York: Simon & Schuster.
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"Leverage Knowledge for Competitive Advantage"

E. T. "Ted" Kunkel and Foster's Brewing Group (Australia)

Title: President and CEO
Headquarters: Melbourne
Business: One of the world's ten largest brewers whose 
flagship brand, Foster's, is the third most widely 
distributed beer brand in the world. Global assets include 
joint ownership of Canada's largest brewer, Molson 
Breweries. Exports to more than 130 countries, with 
international growth of more than 40% since 1993.
Employees: 8,207

"Consider a beer can," begins Thomas Stewart's recent 
book on intellectual capital. It is, he says, "an artifact 
of a new economy, evidence of how knowledge has become the 
most important component of business activity." A beer 
can?

The transition from heavy steel to lightweight aluminum 
marked the transition to the knowledge age, Stewart 
explains. "It still holds twelve ounces of beer, but the 
can contains dramatically less material and energy-and 
more brains." Knowledge and innovation have been 
substituted for raw material.

Ted Kunkel just hopes it's a Foster's inside that smart 
beer can. According to the company's ads, Foster's is 
"Australian for beer." And according to CEO Kunkel, not 
only Foster's beer but the company itself is "unashamedly 
Australian"; fun, egalitarian, and optimistic, like its 
commercials. But don't be fooled into thinking Foster's is 
just a beer company. Behind that frothy, happy go-lucky, 
work-hard-and-play-hard Australian facade lies a company 
that has fully recognized the power of knowledge.

Rosen, R., Digh, P, Singer, M., & Phillips, C. (2000).

Global Literacies. New York: Simon & Schuster.
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"Cultivate a Global/Local Mind Set"

Jean-Louis Beffa and Saint-Gobain (France)

Title: President and Director-General
Headquarters: Paris
Business: Founded in 1665 by order of the Sun King, Louis 
Xlv. With 580 companies in 42 countries, it has many 
international markets and product lines, including glass, 
ceramics, plastic, and iron businesses. In 1986, after a 
change in France's political climate, it became the first 
company to be re-privatized.
Employees: 108,000

When Jean-Louis Beffa visits the Palace of Versailles, 
he can't help but notice the windows. His pride in the 
craftsmanship is well founded: those windows were created 
by the company he now leads, Saint-Gobain.

The market for palace windows has dwindled in the 
ensuing 330 years of Saint-Gobain's corporate history and 
Beffa has focused on balancing products, sectors, and 
geographies to allocate opportunities and risks worldwide 
"By being in different businesses around the world, we 
buffer the cyclical nature of the business," he says. 
"It's not good to be dependent on anyone business; we 
overcome that by becoming more global."

A diversified group with decentralized organization, 
Beffa sees his role as CEO to be one of spreading limited 
resources around: "My job is to get senior executives to 
share risks and money. There is ongoing pressure for each 
business to provide cash to the holding company, and we 
allocate net cash flow back to the businesses."

By developing a global/loCal identity, strategy, and 
leaders, Beffa has created a flexible consumer-oriented 
strategy with emphasis on local execution. With the 
company achieving its highest net income in history in 
1997, his strategy must be working.

Rosen, R., Digh, P, Singer, M., & Phillips, C. (2000).

Global Literacies. New York: Simon & Schuster.
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APPENDIX I

SAMPLE TRAINING MODULE FOR AMERICANS LIVING IN CHINA
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"Learning to Fit In"

Here is what one student wrote:

My critical incident took place in the most ordinary of 
places - at the dry cleaner's just around the corner from 
my host family. After wearing my corduroy jacket almost 
daily for several weeks, I realized that I needed to get 
it cleaned, and my host mother told me where to go.

I went into the small establishment and dropped off the 
jacket, asking to have it back as soon as possible because 
I needed to wear it to stay warm as the autumn days became 
chillier. The attendant promised me it would be ready the 
next day.

Following school the next day, I stopped in on my way 
home to pick up my jacket. It was ready and quickly was 
folded and wrapped up for me in paper, a different 
procedure from what I was used to in the U.S., where I'd 
get it back on a hanger. "This is a different system," I 
thought, "but it has its advantages: no waste of hangers 
going back and forth as we have back home." I was feeling 
accomplished in my observational skills and ability to see 
the pros and cons of a small difference across cultures.

As I was about to leave, she held up her hand, asking me 
to wait, she'd forgotten something. She opened a drawer 
under the counter and pulled out a small, sealed envelope. 
"Voila vos boutons"-here are your buttons! Totally 
mystified, I opened the envelope to discover the six 
braided leather buttons that used to be on my jacket.

"You must have forgotten to remove them before bringing 
them in, monsieur," she explained. "Fortunately, we 
noticed that before your jacket went into the machine."

My earlier confidence about how attuned I was to small 
everyday subtleties seemed to vanish. This lady cut the 
buttons off my jacket and now she's just giving them back 
to me to deal with. What kind of service is that?

My anger about what had been done wrong paralyzed my 
abilities to explain in French what was bothering me. For 
about half a minute I sputtered something, not feeling I 
could explain myself clearly. Meanwhile, the person in the 
back who had done me the good deed of removing the buttons 
was brought out to explain to me again'- how lucky I was 
that she'd caught it and lectured me on the fact that I 
should think about doing this beforehand next time,
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because sometimes there is too much dry cleaning to allow 
them to double-check such things.

Defeated, I left the shop and walked around the block 
three times before I could go back home and face my host 
mother. I headed in, greeting her as she was going out to 
run errands, and went into my room to sit and suffer my 
defeat in peace.

An hour later, my host' mother came back, knocking on my 
door. "I hear you might need some help with sewing on some 
buttons," she said to. me with a gentle smile. As it turned 
out, the dry cleaner was on -her errand list, and the owner 
had related my performance to her. We had a little chat 
about it and I learned all about how careful one must be 
with leather goods sent to the dry cleaner-that the owner 
was right that 1 should have thought to remove those 
buttons. At that point, it seemed useless to try to 
explain that I'd sent that jacket to a dry cleaner's half 
a dozen times back home and that I'd never taken off the 
buttons then, and they seemed, to have survived....

Ultimately I realized that my first observation about a 
cultural difference-folding the jacket up in paper, saving 
on hangers was a "safe" insight I'd been able to make 
based on what I'd learned through my cross-cultural 
orientation. But that was external-I wasn't really 
involved and didn't have much to lose one way or the 
other. After I'd thought over the rest of the situation, I 
realized that, yes, 1 was really involved here as a person 
and that I had to be ready to have others assume that my 
actions were possibly as- erroneous (despite being based on 
my own safe assumptions about "how things are" back home) 
as those that I was criticizing as the outsider.

Procedure
At the reentry weekend, the workshop leader takes the 
following steps to facilitate discussion of the incident:

Introduction: The leader begins with a short 
introduction, including observations such as:

*A11 of you experienced certain incidents during your 
summer or year overseas that, upon reflection, were very 
important.

*These were situations which helped you better understand
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or appreciate the cross-cultural experience.

*Perhaps there was an experience that demonstrated to you 
the variety of ways in which we can communicate or an 
uncomfortable situation that vividly showed your lack of 
understanding of the host culture.

*By becoming more aware of the cross-cultural issues you 
have faced, you can now begin to identify the skills you 
developed to deal with those issues.

Personal example: The leader can begin with a personal 
critical incident (sample follows) in order to set the 
tone for discussion and provide a model for presentation. 
The incident itself should be short (no more than three 
minutes to relate).

I have always been a night person. I enjoy staying up 
late and talking with friends, and relish having the quiet 
peacefulness of the night to myself. I prefer sleeping in 
late in the morning.

Soon after I settled in with my host family, I went out 
one night with friends I'd met through my family there, 
and came home at about 10:00 P.M., relatively late for a 
small town over there, but usually about the hour I would 
begin to sit down to study back home.

Once I'd settled in at my desk in my room to study and 
write letters, the hours passed by quickly, though I had 
no concept of the time. Just as I was re-reading a long 
letter I'd written, I heard some stirring noises in the 
hallway, and suddenly, with a loud click all of the lights 
went out!

I was in total darkness, confused, unprepared, trying to 
understand why they would be so cruel as to turn the 
lights out that way-just to conserve electricity?! The 
next day, my host mother explained to me what had 
happened-that my host father had awakened in the night, 
saw the light under my door, and assumed I'd fallen asleep 
without turning off the lights. In order to be "correct" 
he decided to cut off all the lights in the apartment 
rather than look in on me.

I was apologetic, explaining I was awake but had just 
lost track of time, and I promised it wouldn't happen 
again, thinking with dread that I'd be sacrificing my 
hours of solitude.

This incident made me realize that I would have to 
change my hours and habits to comply with those of my host
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family. My commitment to being a part of the family and 
pleasing them helped me to adjust to their way of living, 
even if it meant giving up something I enjoy very much.
This sacrifice helped me understand more.about myself, my 
values, my habits and how they differ from those of my new 
family.

Discussion issues. List the following issues on 
newsprint to use as a guide during the discussion of the 
incident:

1. What I learned from the incident: about myself, my host 
country, and the United States

2. How I dealt with the situation

3. How I could have dealt with it

4. What cross-cultural skills resulted from the experience

Group work: Now ask the students to form small groups. 
Instruct the groups as follows:

First choose a recorder who will take notes on your 
discussion. You will each be able to share your own 
incident and discuss it with the other group members, 
using the four questions shown on the newsprint. The 
recorder should keep track of the major issues and skills 
mentioned, in order to report them to the full group when 
we come back together.

Then choose a group leader. Group leaders should monitor 
the clock so that each student has time to recount his or 
her incident. They should also encourage all group members 
to participate in the discussion, drawing out various 
points of view and individual differences. Leaders should 
help the group focus and summarize their discussion so the 
recorder can spot the major issues and skills to be 
reported.

Report: All the groups reassemble and recorders report 
on their discussions. Closure: In summary, the leader 
should emphasize the importance of what students have 
learned, highlight the skills they have developed, and 
reiterate the fact that these skills can be valuable 
assets in the future.
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Reflections on Using This Method
Alumni of the exchange program from the past three years 
are invited to participate in the reentry orientation. The 
reporting out of the exercise allows older alumni an 
opportunity to reflect again on their experiences and to 
provide to the discussion the kind of insight that comes 
from distance, while the newer returnee brings a fresh, 
immediate view. When incidents are read at the reentry 
orientation, the insights of one student often trigger 
similar or related ones for others. It is not unusual to 
find that a small detail of one person's experience throws 
light on unnoticed aspects of other students' experiences, 
which then can be identified and analyzed as critical 
points of learning.

The facilitator performs an interesting role in this 
exercise-staying out of the way of participants' learning 
but making sure that it occurs. The participants provide 
the content for the workshop and have a lot to learn from 
each other. However, without a skilled facilitator, 
important insights might be missed, and the full value of 
the overseas experience might not be realized.

Fowler, S., & Mumford, M. (1995). Intercultural

Sourcebook: Cross-Cultural Training Methods. Maine:

Intercultural Press, Inc
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"The Dinner Invitation"

After a couple of months in China, Jason seemed to be 
settling down somewhat. He was still excited and pleased 
with his company's decision to transfer him to the main 
office in Shanghai. The city was very crowded, but there 
were some interesting places to visit, and he was enjoying 
the opportunity to practice his Chinese. Although he had 
studied Chinese for two years while enrolled at the 
university, it almost seemed like a new language upon his 
arrival in China. Still, he was making good progress. One 
person he was thankful for was Cao Jianfa. Xiao Cao, as 
everyone called him, worked with Jason in finance, and had 
really helped him get acquainted with the office and, to 
some extent, with Shanghai. Xiao Cao's English was much 
better than Jason's Chinese, which allowed them to 
communicate fairly well in English. Xiao Cao had picked 
Jason up at the airport upon his arrival and showed him 
how to commute to work, accompanying Jason during the 
first week. Xiao Cao had invited Jason to lunch on several 
occasions, showing him the good places to eat, and had 
also invited him to dinner or other evening social 
activities a few times. Their conversations had ranged 
from matters at the office to their families. They also 
coached each other in their language development. At the 
office they worked well together, sharing responsibility 
for several finance projects and analyses.
Jason thought it would be a good idea to invite Xiao 

Cao to dinner at a nice restaurant far helping him out so 
much, so he asked Xiao Cao if he would like to go to 
dinner on Friday. Xiao Cao responded in Chinese, "Dui bu 
qi, you shi," meaning literally, "I'm sorry, I have things 
(to do)." Jason, feeling the answer was a little cold, was 
curious about what Xiao Cao had to do that would prevent 
him from going out to dinner, so he asked, "Are you busy? 
Working late?" Xiao Cao, seeming a little uneasy, 
responded, "No, I just have same things to take care of." 
Jason, sensing the uneasiness in the conversation, became 
puzzled and a little frustrated. Not wanting to create a 
bad situation, he said to Xiao Cao, "Well, when you'd like 
to, maybe we Carl go out some time...."

During the remainder of the week, Jason felt a bit 
awkward around Xiao Cao. He spent the weekend by himself 
and could not keep from wandering why Xiao Cao did not 
seem interested in going to dinner with him. What might 
explain Xiao Cao's behavior?
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1. In China, it is only appropriate far the host colleague 
to invite the foreign colleague to evening social events.

2. Xiao Cao was simply carrying out his initial
responsibility to introduce Jason to a few places, but he 
had no further interest in a personal relationship with 
Jason.

3. Xiao Cao had to work Friday evening but was embarrassed 
to divulge this to Jason because, to the Chinese, working 
late means that one is not working productively during the 
day.

4. Xiao Cao felt that he had developed a trusting
relationship with Jason and, as such, could trust Jason to 
understand when he had "things."

5. By saying that he had "things," Xiao Cao was implying 
that he had to take care of same personal affairs. Xiao 
Cao did not wish to specify them because by doing so, he 
would reveal the relative importance of various personal 
affairs compared with Jason's request.

Explanations for "The Dinner Invitation" begin in the 
following section.

Explanations for "The Dinner Invitation"

1. This statement is simply not true. Social life in China 
is reciprocal. While it may be easier, initially, for the 
host colleague to invite the guest colleague simply 
because the host knows more about the local scene, it is 
perfectly appropriate (and actually expected) for the 
guest to reciprocate with something like a dinner 
invitation, when he or she feels ready to do so.

2. This is not a good answer. While Xiao Cao may have been 
obligated to show Jason around initially, one cannot con­
clude from the above incident that Xiao Cao had no further 
interest in developing a personal relationship with Jason. 
On the contrary, there is considerable evidence that Xiao 
Cao did value Jason's companionship and felt quite 
comfortable with him.
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3. This is not a good choice. It is not true that the 
Chinese consider working late to be evidence of low 
productivity. To the contrary, the Chinese are generally 
encouraged to go the extra mile for their organization. 
Working late is equated with working hard.

4. This is a possible answer. Xiao Cao felt enough trust 
had been developed between Jason and himself that Jason 
should have been able to understand when he had "things 
(to do)." In China, it is very common for people to give 
ambiguous explanations such as "I have things." The person 
giving this answer mayor may not have specific things to 
do. However, it is considered to be a polite way of 
turning down an invitation. People don't expect further 
questioning when such a reason is given. Chinese people 
will feel their trustworthiness is challenged if their 
friends or colleagues try to find out what "things" they 
have p1anned.

Chinese people spend a lot of time, resources, and en­
ergy developing a trusting relationship. Once such a 
relationship is established, a lot of assumptions will be 
made. For example, if a Chinese person makes plans to meet 
her friends for dinner on Sunday night and later finds out 
for some reason that she cannot attend the dinner, she 
will tell her friends that she "has things." She will as­
sume her friends will understand that she is missing the 
dinner for sufficient reasons. She won't need to worry 
about explaining to them what she will be doing instead of 
going to dinner with them.

An American will often refuse an invitation from an ac­
quaintance with the phrase "I have other plans." However, 
in such a case, the relationship is not such a close one 
as that which has developed between Cao Jianfa and Jason. 
Jason felt that he and Xiao Cao were buddies and that they 
were close enough that Xiao Cao should offer a plausible 
reason when declining an invitation: "Oh, I would love to, 
but my child is ill and I will be needed at home" or "I'm 
sorry, but I previously arranged an appointment with some 
old friends at that time." Even if Xiao Cao had said,
"I've got some stuff to do for my dad," Jason would have 
felt better. Xiao Cao's "I have things" seemed cold to 
Jason. From Xiao Cao's point of view, however, it is the 
very closeness of the relationship that allowed him to say 
no more than "I have things." While Xiao Cao was most 
likely made uncomfortable by what seemed to him like a
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lack of trust on Jason's part, Jason probably thought Xiao 
Cao was being unnecessarily secretive.

Xiao Cao was also protecting his emotional privacy by 
being unclear about the exact nature of the things he had 
planned. Chinese people have virtually no personal 
privacy; they are hardly ever alone. The privacy of their 
thoughts and plans can be very important to them, and they 
do not expect to have that emotional privacy challenged by 
a friend.

5. This is a good answer. By saying that he had "things," 
Xiao Cao avoided comparing the relative importance between 
the "things" and Jason's dinner invitation. Such an 
indirect approach is often adopted by the Chinese to avoid 
hurting other people's feelings, as a more direct response 
might do.

There are many other instances in these incidents of the 
Chinese preference for indirectness and saving face. By 
simply saying that one has "things," the person declining 
the invitation is avoiding a situation wherein a 
comparison might be made as to the relative importance the 
declining person assigns to the activities in question. 
Rather than creating a possibly embarrassing situation 
(and loss of face), it is much more harmonious to give the 
indirect "I have things."

Wang, M. M., Brislin, R. W., Wang, W. Z., Williams, D., &

Chao, J. H. (2000) . Turning bricks into jade.

Yarmouth, MN: Intercultural Press
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"Share the Wealth"

Joe Kingsley had been working for a Chinese-owned and- 
operated company in Bengbu for about six months. The 
division he was working in had a small collection of 
Chinese-English dictionaries, English language reference 
books and novels, and some videos in English, including a 
couple of training films and several feature films that 
Joe had brought at his new employer's request when he came 
from Iowa. Joe knew that some of the other divisions in 
the company had similar collections. He had sometimes used 
his friendship with one of the guys in another department, 
Gu Bing, to borrow English novels and reference books, and 
in return he had let Gu Bing borrow books from his 
section's collection. On other occasions, he had seen 
friendly, noisy exchanges, where one of the other workers 
in his division had lent a book or video to a colleague 
from another section.

Joe thought it was a great idea when a memo was 
circulated saying that the company's leaders had decided 
to collect all the English-language materials together 
into a single collection and put them in a small room that 
was currently being used for storage, so that all em­
ployees could have equal access to them. Now he would no 
longer have to go from department to department trying to 
find the materials he needed.

Joe was very surprised to hear his co-workers 
complaining about the new policy and was astounded to see 
them hiding most of the books and all but one of the 
videos in their desks when the young man in charge came to 
the department to collect their English-language
materials. When Joe checked out the new so-called
collection, he found that the few items there were all 
outdated or somehow damaged. He also noticed that none of 
the materials he had borrowed from Gu Bing were in the 
collection. He asked his friend why the Chinese were un­
willing to share their English-language materials with all 
of their coworkers, when they had seemed willing to share 
them within their departments and with individuals from 
other departments.

What explanation do you think Gu Bing gave Joe?

1. By restricting access to their materials, co-workers in 
each section were able to maintain a certain necessary 
control over their colleagues.
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2. This was not normal behavior among Chinese co-workers. 
Something was very wrong with the relationships among the
people in the different departments. Joe hadn't noticed 
this because he was an outsider and couldn't detect the 
subtle1 signals.

3. The workers simply felt it would be inconvenient for 
them if they had to go to another room every time they 
needed English-language materials.

4. The workers in each division felt that they needed to 
keep their materials so that they had something valuable 
to exchange when they needed information or help from 
colleagues in another section.

5. Joe didn't understand that the divisions in Chinese 
companies are in much greater competition with one another 
than are similar divisions in an American company.

Explanations for "Share the Wealth" begin in the following 
section.

Explanations for "Share the Wealth"

1. Although Gu Bing would be unlikely to give the
situation such a negative interpretation, this is a good 
answer. The question was not so much one of having control 
over others as of ensuring cooperation among all by 
maintaining a balance of power. When access to knowledge 
or information is restricted, the person who can grant 
access has a certain power. Everyone in the company 
understood that if they wanted to get things done., they 
had to stay on the good side of the people who controlled 
access to the information (or goods, services, people). 
They also knew that such relationships were facilitated by 
the fact that many different people, or departments, had 
control over valuable materials. Having and keeping power 
over small things, like having access to a Chinese- 
English dictionary, contributes to getting and keeping 
small amounts of power over large numbers of people. This 
system is reciprocal and is referred, to, generally, as 
guanxi. Look for an answer that takes the cooperation
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angle into account.

2. There is no support for this answer in the incident. 
Both the friendly exchange of favors between departments 
and the hoarding of materials within departments are quite 
normal among Chinese colleagues. Look for a better 
explanation.

3. While this explanation appears to be reasonable on the 
surface, remember that Joe felt that it would be more 
convenient for him if the English-language books and 
videos were all in one location. As it stood prior to the 
memo, the materials were spread allover the company and 
had to be sought out one by one. As one of our validators 
pointed out, however,, this is the explanation that Gu Bing 
would most likely have given to Joe, the real answer being 
a bit embarrassing, as Gu Bing may have felt it reflected 
negatively on the Chinese. Choose another answer.

4. This is the best answer. Chinese relationships are 
based on a complex system of guanxi, or connections (Luo 
and Chen 1996; Fang 1999). One way of establishing good 
guanxi is to exchange favors, small and large, over a long 
period of time. Often the result of this is that Chinese 
will withhold information, goods, and services from 
others, even those with whom they are ostensibly 
cooperating, such as colleagues or fellow researchers 
working in the same field at other institutions. If they 
don't withhold information and access to materials (or 
even people), then those resources won't be available as 
bargaining tools later on. It is common practice for a 
Chinese person who has done someone a favor to make a very 
specific suggestion as to something that he or she might 
be offered in exchange in the future to even out the 
guanxi debt- The Chinese in each division may have feared 
that by pooling the relatively rare and valuable English- 
language materials, they were setting up a situation where 
one division or group of people might gain control over 
all of them and subsequently have undue power over 
everyone else, since everyone needed to use the materials. 
Joe may have seen his colleagues as stingy, foolish, or 
simply inefficient, because he didn't understand the 
importance of those materials in developing guanxi and 
maintaining a balance of power among the departments.
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5. Not a good answer. Chinese companies are no different 
from American companies in that there is both cooperation 
and competition among departments for skilled personnel, 
scarce resources, the attention of the leadership, and so 
forth. Controlling access to information is an important 
way that divisions within an organization acquire and 
maintain power. Try to find an answer that better 
addresses this issue.

Wang, M. M., Brislin, R. W., Wang, W. Z., Williams, D., &

Chao, J. H. (2000). Turning bricks into jade.

Yarmouth, MN: Intercultural Press
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"Practice What You Preach"

Shelly Lazarus and Ogilvy & Mather Worldwide (U.S.A.)

Title: CEO
Headquarters: New York, New York
Business: A subsidiary of WPP Group pic, the world's 
largest advertising and marketing services firm, with a 
network of 40 companies in 83 countries. Clients include 
American Express, IBM, Ford, Mattei, SmithKJine Beecham, 
and Mattel.
Employees: 8,500 employees in 359 offices in 100 countries

Shelly Lazarus sacrifices nothing of her personal life 
to the fast-paced, global world of brand advertising. With 
confident humility, aggressive insight, and authentic 
flexibility, the Ogilvy 6-Mather CEO fosters a creative 
environment for people to excel while enjoying a life 
outside work.

Every firm has to be clear about what it does and how it 
does it, especially if it's in the branding business. 
Lazarus knows that strong principles make strong brands, 
and Ogilvy 6-Mather is brand maker for some of the most 
famous products in the world. It has created its own brand 
as a lean-forward company that stands by its principles 
and unleashes creativity around the world.

Lazarus exemplifies the changing role of women in 
America. She shows her cultural heritage in her strongly 
held values, direct style, and commitment to self- 
development and creative individualism.

Rosen, R., Digh, P, Singer, M., & Phillips, C. (2000).

Global Literacies. New York: Simon & Schuster.
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"Communicate Deeply About Change"

Daniel Vasella and Novartis AG (Switzerland)

Title: President and CEO
Headquarters: Basel
Business: Johann Geigy began selling spices and natural 
dyes in Basel in 1758. After World War I, the Swiss formed 
a chemical cartel of Ciba, Geigy, and Sandoz to compete 
with the Germans. The cartel dissolved in 1951, Ciba and 
Geigy merged in 1970, and in 1996, Ciba-Geigy and Sandoz 
reunited to create Novartis. Now the number two maker of 
generic drugs and pharmaceuticals, number one maker of 
crop protection products, and largest producer of jarred 
baby food (Gerber) in the United States.
Employees: 87,000 operating in 275 affiliates in 142 
countries worldwide

At the time, this was the largest merger in history, a 
$30 billion deal to bring together two large 
multinationals, Ciba-Geigy and Sandoz, to form one of the 
largest pharmaceutical and life sciences companies in the 
world. It was a "merger of equals," says Novartis CEO 
Daniel Vasella, a forty-five-year-old former hospital 
physician.

To symbolize the company's fresh image, it began with a 
new name, Novartis, from the Latin term novae artes. And 
while Vasella and his team didn't know the meaning until 
after it was chosen, it was the new start they needed: 
"Novartis" means "new skills,"

"As Andre Gide wrote, 'One doesn't discover new lands 
without consenting to lose sight of the shore,' " Vasella
noted in one of his quarterly communications to all 
Novartis employees during the merger. "We must
courageously and boldly push ahead, surpassing the
standards.we set for ourselves and achieving the 'slightly 
impossible.'" His strategy to communicate deeply 
throughout the organization led to a 43 percent increase 
in net profit the first year, and the company is moving 
full speed ahead.

171



Rosen, R., Digh, P, Singer, M., & Phillips, C. (2000)

Global Literacies. New York: Simon Schuster.
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"Integrate And Align Your Company"

Sir Peter Bonfield and British Telecommunications (U.K.

Title: CEO
Headquarters: London
Business: A $23 billion telecommunications giant. Its 
Concert Communications Services is the world's leading 
provider of seamless global communication services for 
multinationals, with more than 3,700 customers in 50 
countries, including 40% of the Fortune Global 500. BT 
recently formed an alliance with AT&T; together they 
bought a 30% stake in Japan Telecom.
Employees: 129,000, down from 245,700 in 1990

"The data wave is breaking higher every day. Monopoly, 
bureaucracy, and stagnation are out; competition, choice, 
and innovation are in."

Sir Peter Bonfield knows what he's talking about, 
having led British Telecommunications' dramatic 
transformation from monopoly to global competitor with the 
administrative ability that has marked British history.
The company's transition from regulated to unregulated, 
from public to private, from national to global, and from 
voice to data has been dramatic-and fast.

BT has emerged as a fast, market-driven business riding 
the crest of that data wave. To make it work, Bonfield had 
to create a business-literate workforce: employees know 
where they're going and how to weather adversity, develop 
aspiration goals, and measure success. It's the complete 
alignment of vision, values, strategies, goals, and 
success indicators that has made this company world-class.

Rosen, R., Digh, P, Singer, M. , & Phillips, C. (2000).

Global Literacies. New York: Simon & Schuster.
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"Be a Mirror and a Modernizer of Your Culture"

Keshub Mahindra and Mahindra & Mahindra, Ltd. (India)

Title: Chairman
Headquarters: Mumbai
Business: Tenth largest private sector business in India. 
World's largest manufacturer of tractors and India's 
biggest manufacturer of utility vehicles.
Employees: 17,000

Keshub Mahindra is both a mirror and a modernizer of his 
rich Indian culture. He understands how his view of the 
world is influenced by the rich mix of cultures, 
languages, and religions that is his homeland.

Mahindra accepts that others have different values; he 
remains constantly curious, about other people, places, and 
cultures. Because he sees opportunity outside India, he 
looks globally for new customers, capital, suppliers, and 
talent-but he doesn't.stop there. Instead, he brings the 
best of the world back to India, to modernize this country 
for a new era.

Rosen, R., Digh, P, Singer, M., & Phillips, C. (2000).

Global Literacies. New.York: Simon & Schuster.
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