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Getting results across borders

ome cross-cultural blind spots are down-

right funny. Sweden’s Electrolux was sur-
prised when its vacuum cleaner was not selling
in the United States. Why? Well, the company
had marketed the vacuum with the slogan
“Nothing sucks like Electrolux”,

Orcher intercultural mistakes are less funny
and more expensive. Microsoft wanted to
launch Windows in China, bur used Taiwanese
programmers who peppered the application
with references to “communist bandits”. A tiny
mistake became a straregic disaster: furious, the
Chinese government decided to back Linux in-
stead — in the third-largest software marker
worldwide,

How can you prevent such costly culture
clashes? In twenty years of coaching managers
on five continents, 1've learned that any accom-
plishment — from a simple meeting to a complex
endeavor like seeking dominance in a chosen
market — requires that you move through the
Global Resules Pyramid, a four-level method for
producing results across barders. Clashes hap-
pen when cultures stress different levels.

Relationship, Eager to get right down to
business, Westerners often neglect
Relationship. But the height of the
Pyramid is directly correlated with
the breadth and depth of your relarionships.
Execurives ar a ULS. investment bank com-
plained birterly thar their European coun-
terparts had ignored them. After some
prodding we found that the Americans

before end of business GMT
and saying, “l need this re-
port today.” Similarly, in
Japan and India, it is vie-
wally impossible to

had never bothered o build working
demands, calling London just
T
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Vision. Vision is a view
of the furure; ultimately it is
the answer to the question,
“What do we want}" Ameri-
cans and Germans are typical-
ly strong in Vision, but Vision
must be shared or it can
backfire. Although touting
DaimlerChrysler as a "merg-
er of equals,” chairman Jiir-
gen Schrempp failed to cre-
ate a shared vision of the
combined firm. On the con-
trary: he pushed all but two
Americans off the joint man-
agement board. Daimler-
Chrysler paid dearly for im-
posing its narrow vision: its
revenue fell by 13% and its
operating profit by 75% that
year, Five years later, recovery is still not cerrain.

Strategy. Strategy is all abour “How™: “How
will we do this? What will it cost?” A the Vision
level, optimism was called for; Strategy demands
a reality check. Some cultures emphasize Strate-

gy less than others. In the U.S.,
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Building Global Results the credo “Just Do It" forces

managers to jump from Vision
directly to Action. But that impulse can be
disastrous in Central Europe or Japan -
cultures that need detailed plans before
they act.
Action, The final level is all
about putting the other three to
work. But remember that other
cultures have reasons for do-
ing what they do. Barging
in will meet with resis-
tance unless you creare
a demand for your

actions, Be sure o

do business without give people free-
building  trust, St P e s dom to decline
which can take of  counter-
months, The Global Relationship Pyramid offer  your
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requests, and be patient.
Train yourself to see
what level of the Global
Results Pyramid is miss-
ing. If people are upser,
it's Relationship. If they
are defeatist or overly
risk-averse, it's Vision, If
they are confused or par-
alyzed, it might be Strat-
egy. A lack of action is a
symptom of something
wrong at one of the oth-
er levels. Manage the
four levels of the Global
Resuls  Pyramid, and
you will get the results

you want.
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