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Learning objectives
After studying this chapter you should be able to do the following

6.1

l

Discuss how the sociocultural environment will affect the attractiveness of
a potential market.

l

Deﬁne culture and name some of its elements.

l

Explain the ‘4 + 1’ dimensions in Hofstede’s model.

l

Discuss the strengths and weaknesses of Hofstede’s model.

l

Discuss whether the world’s cultures are converging or diverging.

Introduction
The importance of culture to the international marketer is profound. Culture is a
pervasive influence which underlies all facets of social behaviour and interaction. It
is embodied in the objects used in everyday life and in modes of communication in
society. The complexity of culture is reflected in the multitude of definitions of culture
(Craig and Douglas, 2006). Every author who has dealt with culture has given a different definition. Tylor’s (1881) definition is one of the most widely accepted: ‘Culture is
a complex whole which includes knowledge, belief, art, morals, law, custom and any
other capabilities and habits acquired by man as a member of the society’.
Culture is an obvious source of differentiation between international markets. Some
cultural differences are easier to manage than others. In tackling markets in which
139
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buyers speak different languages or follow other religions, for instance, the international
marketer can plan in advance how to manage specific points of difference. Often a greater
problem is to understand the underlying attitudes and values of buyers in different
countries.
The concept of culture is broad and extremely complex. It encompasses virtually
every part of a person’s life. The way in which people live together in a society is
influenced by religion, education, family and reference groups. It is also influenced by
legal, economic, political and technological forces. There are various interactions
between these influences. We can look for cultural differences in the ways different
societies communicate: different spoken languages are used, and the importance of
spoken and other methods of communication (e.g. the use of space between people)
will vary. The importance of work, the use of leisure, and the types of reward and
recognition that people value vary from culture to culture. In some countries people
are highly motivated by monetary rewards, while in other countries and cultures social
position and recognition are more important.
Culture develops through recurrent social relationships which form patterns that
are eventually internalized by members of the entire group. In other words, a culture
does not stand still, but changes slowly over time. Finally, cultural differences are
not necessarily visible but can be quite subtle, and can surface in situations where one
would never notice them.
It is commonly agreed that a culture must have these three characteristics:
1 It is learned: that is, acquired by people over time through their membership of a
group that transmits culture from generation to generation. In the case of a national
culture, you learn most intensively in the early years of life. By the age of five you are
already an expert in using your language. You have internalized values associated
with such functions as:
(a) interacting with other members of your family;
(b) eliciting rewards and avoiding punishments;
(c) negotiating for what you wanted;
(d) causing and avoiding conflict.
2 It is interrelated: that is, one part of the culture is deeply connected with another
part such as religion and marriage, business and social status.
3 It is shared: that is, tenets of a culture extend to other members of the group. The
cultural values are passed on to an individual by other members of the culture
group. These include parents, other adults, family, institutions such as schools, and
friends.

Culture
The learned ways
in which a society
understands, decides
and communicates.

140

Culture can be thought of as having three other levels (Figure 6.1). The tangible
aspects of a culture – things you can see, hear, smell, taste or touch – are artefacts or
manifestations of underlying values and assumptions that a group of people share. The
structure of these elements is like that of an iceberg.
The part of the iceberg that you see above the water is only a small fraction of what
is there. What you cannot see are the values and assumptions that can sink your ship
if you mistakenly run into them. Daily behaviour is influenced by values and social
morals that work closer to the surface than the basic cultural assumptions. The values
and social norms help people to make adjustments to their short-term daily behaviour;
these standards change over shorter periods of time (ten or 20 years), whereas the basic
cultural assumptions are probably formed over centuries.
For the purposes of this book we will define culture as the learned ways in which a
society understands, decides and communicates.
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Figure 6.1 The visible and invisible parts of culture

One way to approach the analysis of cultural influences is to examine cultures by
means of a high context/low context analysis. Because languages are an important
component of culture and an important means of communication we will look at both
spoken languages and silent languages.
The differences between some cultures may be large. Language and value differences
between the Swiss and Chinese cultures, for instance, are considerable. There are also
differences between the Spanish and Italian cultures, but they are much fewer. Both
have languages based on Latin – they use the same written form of communication
and they have similar, although not identical, values and norms.

Exhibit 6.1

Scotch whisky crossing international borders

Scotch whisky is consumed globally but bought for many different reasons. The right image has to be communicated for each culture, without of course losing any of the product’s core brand values. The key value for Scotch
generally is status.
In the United Kingdom this tends to be underplayed, never brash or ‘in-your-face’. In Italy the image is more
tied to machismo and any Scotch ad would have to show a man with a woman on his arm, flaunting the status the
drink confers. In Japan, however, the status value is all about going with the majority. It is not aspirational to be
individualistic in Japan.
Thus the understated drinker image that might work in the United Kingdom is inappropriate in other countries.
Source: Adapted from Boundary Commission, Marketing Week, London, 29 January 1998; Sophie MacKenzie.

The use of communication techniques varies in different cultures. In some languages communication is based strictly on the words that are said or written; in others
the more ambiguous elements such as surroundings or the social status of the message
giver are important variables in the transmission of understanding. Hall (1960a) used
this finding to make a generalized division between what he referred to as ‘low-context
cultures’ and ‘high-context cultures’.
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6.2

Layers of culture
The norms of behaviour accepted by the members of the company organization
become increasingly important with the company’s internationalization. When people
with increasingly diverse national cultural backgrounds are hired by international
firms the layers of culture can provide a common framework to understand the various individuals’ behaviour and their decision-making process of how to do business.
The behaviour of the individual person is influenced by different layers of culture.
The national culture determines the values that influence business/industry culture,
which then determines the culture of the individual company.
Figure 6.2 illustrates a typical negotiation situation between a seller in one country
and a buyer in another country. The behaviour of the individual buyer or seller is
influenced by cultural aspects on different levels, which are interrelated in a complex
way. Each of the different levels influences the individual’s probable behaviour.
In Figure 6.2 the different levels are looked at from a ‘nesting’ perspective, where the
different culture levels are nested into each other in order to grasp the cultural interplay
between the levels. The total nest consists of the following levels:
l

l

National culture. This gives the overall framework of cultural concepts and legislation for business activities.
Business/industry culture. Every business is conducted within a certain competitive
framework and within a specific industry (or service sector). Sometimes these may
overlap but, in general, a firm should be able to articulate quite clearly what business it is in. This level has its own cultural roots and history, and the players within
this level know the rules of the game. Industry culture is very much related to a
branch of industry, and this culture of business behaviour and ethics is similar
across borders. For example, shipping, the oil business, international trading and
electronics have similar characteristics across national borders.

Figure 6.2 The different layers of culture
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l

l

6.3

Low-context cultures
Rely only on spoken and
written language (‘get
everything down in the
written contract’). Low
degree of complexity in
communication.

Company culture (organizational culture). The total organization often contains
subcultures of various functions. Functional culture is expressed through the shared
values, beliefs, meanings and behaviours of the members of a function within an
organization (e.g. marketing, finance, shipping, purchasing, top management and
blue-collar workers).
Individual behaviour. The individual is affected by the other cultural levels. In the
interaction environment the individual becomes the core person who ‘interacts’
with the other actors in industrial marketing settings. The individual is seen as
important because there are individual differences in perceiving the world. Culture
is learned; it is not innate. The learning process creates individuals due to different
environments in learning and different individual characteristics.

High- and low-context cultures
Edward T. Hall (1960a) introduced the concept of high and low contexts as a way of
understanding different cultural orientation. Table 6.1 summarizes some of the ways
in which high- and low-context cultures differ.
l

Low-context cultures rely on spoken and written language for meaning. Senders of
messages encode their messages, expecting that the receivers will accurately decode
the words used to gain a good understanding of the intended message.

Table 6.1 General comparative characteristics of cultures
Characteristic

Low-context/individualistic
(e.g. western Europe, US)

High-context/collectivistic (e.g.
Japan, China, Saudi Arabia)

Communication and
language

Explicit, direct

Implicit, indirect

Sense of self and space

Informal handshakes

Formal hugs, bows and
handshakes

Dress and appearance

Dress for individual success,
wide variety

Indication of position in society,
religious rule

Food and eating habits

Eating is a necessity, fast food

Eating is social event

Time consciousness

Linear, exact, promptness is
valued, time = money

Elastic, relative, time spent on
enjoyment, time = relationships

Family and friends

Nuclear family, self-oriented,
value youth

Extended family, other oriented,
loyalty and responsibility,
respect for old age

Values and norms

Independence, confrontation
of conflict

Group conformity, harmony

Beliefs and attitudes

Egalitarian, challenge
authority, individuals control
destiny, gender equity

Hierarchical, respect for
authority, individuals accept
destiny, gender roles

Mental process and
learning

Lateral, holistic, simultaneous,
accepting life’s difficulties

Linear, logical, sequential,
problem solving

Business/work habits

Deal oriented (‘quickly getting
down to business’), rewards
based on achievement, work
has value

Relationship oriented (‘first you
make a friend, then you make
a deal’), rewards based on
seniority, work is a necessity
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Figure 6.3 The contextual continuum of differing cultures

Source: Usunier, J.-C., 2000, International Marketing. Reprinted by permission of Pearson Education Limited.

High-context cultures
Use more elements
surrounding the message.
The cultural context in
where the message is
communicated has a
lot to say. High degree
of complexity in
communication.

6.4

l

High-context cultures use and interpret more of the elements surrounding the

message to develop their understanding of the message. In high-context cultures the
social importance and knowledge of the person and the social setting add extra
information, and will be perceived by the message receiver.
Figure 6.3 shows the contextual differences in the cultures around the world. At one
extreme are the low-context cultures of northern Europe. At the other extreme are the
high-context cultures. The Japanese and Arabs have a complex way of communicating
with people according to their sociodemographic background.
In an analysis of industrial buyer behaviour in Arab countries Solberg (2002) found
that building trust with partners willing to endorse one’s products takes more time in
Arab countries than is customary in the West. Networking – using the power of other
partners – seems to play a far greater role for Arab buyers. In Arab countries the position of the agent and his network with prominent families may be critical for success.
‘Falling in love’ with the wrong agent may therefore spoil the exporter’s chances of
spending a long period of time in the market.
The greater the context difference between those trying to communicate, the greater
the difficulty in achieving accurate communication.

Elements of culture
There are varying definitions of the elements of culture, including one (Murdoch, 1945)
that counts 73 ‘cultural universals’.
The following elements are usually included in the concept of culture.

Language
A country’s language is the key to its culture and can be described as the mirror of the
culture. Thus, if one is to work extensively with any one culture, it is imperative to
learn the language. Learning a language well means learning the culture because the
words of the language are merely concepts reflecting the culture from which it derives.
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Language can be divided into two major elements. The verbal language of vocal
sounds in patterns that have meaning is the obvious element. Non-verbal language is
less obvious, but it is a powerful communicator through body language, silences and
social distance.
Verbal language
Verbal language is an important means of communication. In various forms, such
as plays and poetry, the written word is regarded as part of the culture of a group of
people. In the spoken form, the actual words spoken and the ways in which the words
are pronounced provide clues to the receiver about the type of person who is speaking.
Language capability plays four distinct roles in global marketing:
1 Language is important in information gathering and evaluation efforts. Rather
than rely completely on the opinions of others, the manager is able to see and hear
personally what is going on. People are far more comfortable speaking their own
language, and this should be treated as an advantage. The best intelligence is gathered on a market by becoming part of the market rather than observing it from the
outside. For example, local managers of a global corporation should be the firm’s
primary source of political information to assess potential risk. But take care, they
may also be biased.
2 Language provides access to local society. Although English may be widely spoken,
and may even be the official company language, speaking the local language may make
a dramatic difference. For example, firms that translate promotional materials and
information are seen as being serious about doing business in the country.
3 Language capability is increasingly important in company communications, whether
within the corporate family or with channel members. Imagine the difficulties
encountered by a country manager who must communicate with employees through
an interpreter.
4 Language provides more than the ability to communicate; it extends beyond
mechanics to the interpretation of contexts.

Non-verbal language
More important in highcontext cultures: time,
space (conversational
distance between people),
material possessions,
friendship patterns and
business agreements.

A very important dimension of the language that can vary by culture is the extent
to which communication is explicit or implicit. In explicit-language cultures managers
are taught that to communicate effectively you should ‘say what you mean, and mean
what you say’. Vague directives and instructions are seen as a sign of poor communication abilities. The assumption in explicit-language cultures is that the burden of
effective communication is on the speaker. In contrast, in implicit-language cultures
(mostly high context) the assumption is that the speaker and listener both share the
burden of effective communication. Implicit communication also helps avoid unpleasant and direct confrontations and disagreements.
Estimates of the main spoken languages around the world are given in Table 6.2.
Chinese is spoken as the mother tongue (or first language) by three times more
people than the next largest language, English. However, Chinese is overtaken by English
when spoken business-language population numbers are taken into account.
It should be noted that official languages are not always spoken by the whole population of a country. For example, French is an official language in Canada, but many
Canadians have little or no fluency in French.
Hence English is often, but by no means always, the common language between
businesspeople of different nationalities.
Non-verbal language
Non-verbal language is a powerful means of communication, according to Hall (1960a).
The importance of non-verbal communication is greater in high-context countries. In
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Table 6.2 Ofﬁcial languages and spoken languages in the world
Mother tongue (first language)
Chinese
English
Spanish
Hindi
Arabic
Bengali
Russian
Portuguese
Japanese
German
French
Punjabi

No. of speakers (million)
1,000
350
250
200
150
150
150
135
120
100
70
70

Note: Chinese is composed of a number of dialects of which Mandarin is the largest.
Source: Adapted from Phillips et al., 1994, p. 96.

these cultures people are more sensitive to a variety of different message systems, while
in the low-context Anglo-Germanic cultures many of these non-verbal language
messages would not be noticed.
Non-verbal language messages, according to Hall (1960b), communicate up to
90 per cent of the meaning in high-context cultures. Table 6.3 describes some of the
main non-verbal languages.
Table 6.3 The main non-verbal languages in international business
Non-verbal language

Implications for global marketing and business

Time

The importance of being ‘on time’. In the high-context cultures (Middle
East, Latin America), time is flexible and not seen as a limited commodity.

Space

Conversational distance between people.
Example:
Individuals vary in the amount of space they want separating them from
others. Arabs and Latin Americans like to stand close to people they are
talking with. If an American, who may not be comfortable with such
close range, backs away from an Arab, this might be taken incorrectly
as a negative reaction.

Material possessions

The relevance of material possessions and interest in the latest
technology. This can have a certain importance in both low-context
and high-context countries.

Friendship patterns

The significance of trusted friends as a social insurance in times of
stress and emergency.
Example:
In high-context countries extended social acquaintance and the
establishment of appropriate personal relations are essential to
conducting business. The feeling is that one should often know
one’s business partner on a personal level before transactions occur.

Business agreements

Rules of negotiations based on laws, moral practices or informal customs.
Example:
Rushing straight to business will not be rewarded in high-context
cultures because deals are made not only on the basis of the best
product or price, but also on the entity or person deemed most
trustworthy. Contracts may be bound by handshakes, not complex
agreements – a fact that makes some, especially western,
businesspeople uneasy.
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Exhibit 6.2 Sensuality and touch culture in Saudi Arabian versus European
advertising

Drakkar Noir: Sensuality and touch culture in Europe and Saudi Arabia

Source: Field, 1986.

Although Saudi Arabia has a population of only about 9 million people (including 2 million immigrants) the country
is the sixth biggest fragrance market in the world behind the United States, Japan, Germany, France and Italy.
Saudi Arabia also has the world’s highest per capita consumption of fragrance, leaving all other countries far behind.
In promoting perfumes the big importers generally use the same advertising materials used by marketers in
Europe. What is specifically Arabian in the campaigns is often dictated by Arabian morals.
Normally Saudi Arabia is a high-touch culture, but inappropriate use of touch in advertising messages may
cause problems. The Drakkar Noir pictures show two advertisements for the men’s perfume, in which Guy Laroche
(via the advertising agency Mirabelle) tones down the sensuality for the Arab version. The European ad (left) shows
a man’s hand clutching the perfume bottle and a woman’s hand seizing his bare forearm. In the Saudi version
(right), the man’s arm is clothed in a dark jacket sleeve, and the woman is touching the man’s hand only with her
fingertip.

Manners and customs
Changes occurring in manners and customs must be carefully monitored, especially
in cases that seem to indicate a narrowing of cultural differences between peoples.
Phenomena such as McDonald’s and Coca-Cola have met with success around the
world.
Understanding manners and customs is especially important in negotiations
because interpretations based on one’s own frame of reference may lead to a totally
incorrect conclusion. To negotiate effectively abroad one needs to read correctly all
types of communication.
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In many cultures certain basic customs must be observed by the foreign business
person. One of them concerns the use of the right and left hands. In so-called right-hand
societies the left hand is the ‘toilet hand’ and using it to eat, for example, is considered
impolite.

Technology and material culture
Material culture results from technology and is directly related to how a society organizes
its economic activity. It is manifested in the availability and adequacy of the basic
economic, social, financial and marketing infrastructures.
With technological advancement comes cultural convergence. Black-and-white
television sets extensively penetrated the US market more than a decade before they
reached similar levels in Europe and Japan. With colour television, the lag was reduced
to five years. With videocassette recorders, the difference was only three years, but this
time the Europeans and the Japanese led the way, while Americans concentrated on
cable systems. With the compact disc, penetration rates were even after only one year.
Today, with the Internet or MTV available by satellite across Europe, no lag exists at all.

Social institutions
Social institutions – business, political, family or class related – influence the behaviour
of people and the ways in which people relate to each other. In some countries, for
example, the family is the most important social group, and family relationships sometimes influence the work environment and employment practices.
In Latin America and the Arab world a manager who gives special treatment to a
relative is considered to be fulfilling an obligation. From the Latin point of view, it
makes sense only to hire someone you can trust. In the United States and Europe,
however, it is considered favouritism and nepotism. In India there is a fair amount of
nepotism. But there too it is consistent with the norms of the culture. By knowing the
importance of family relationships in the workplace and in business transactions
embarrassing questions about nepotism can be avoided.
An important part of the socialization process of consumers worldwide is reference
groups. These groups provide the values and attitudes that become influential in
shaping behaviour. Primary reference groups include the family, co-workers and
other intimate groupings, whereas secondary groups are social organizations in which
less continuous interaction takes place, such as professional associations and trade
organizations.
Social organizations also determine the roles of managers and subordinates and
how they relate to one another. In some cultures managers and subordinates are
separated. In other cultures managers and subordinates are on a more common level,
and work together in teams.

Education
Education includes the process of transmitting skills, ideas and attitudes, as well as
training in particular disciplines. Even primitive peoples have been educated in this
broader sense. For example, the Bushmen of South Africa are well educated for the
culture in which they live.
One function of education is the transmission of the existing culture and traditions
to the new generation. However, education can also be used for cultural change. The
promotion of a communist culture in the People’s Republic of China is a notable
example, but this, too, is an aspect of education in most nations. Educational levels will
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have an impact on various business functions. Training programmes for a production
facility will have to take the educational backgrounds of trainees into account.
The global marketing manager may also have to be prepared to overcome obstacles
in recruiting a suitable sales force or support personnel. For example, Japanese culture
places a premium on loyalty, and employees consider themselves to be members of the
corporate family. If a foreign firm decides to leave Japan employees may find themselves stranded in mid-career, unable to find a place in the Japanese business system.
University graduates are therefore reluctant to join all but the largest and most well
known of foreign firms.
If technology is marketed the level of sophistication of the product will depend on
the educational level of future users. Product adaptation decisions are often influenced
by the extent to which targeted customers are able to use the product or service
properly.

Values and attitudes
Our attitudes and values help determine what we think is right or appropriate, what is
important, and what is desirable. Some relate to marketing, and these are the ones we
will look at here.
The more rooted values and attitudes are in central beliefs (such as religion), the
more cautiously the global marketing manager has to move. Attitude towards change
is basically positive in industrialized countries, whereas in more tradition-bound societies change is viewed with great suspicion, especially when it comes from a foreign
entity.
In a conservative society there is generally a greater reluctance to take such risks.
Therefore the marketer must also seek to reduce the risk involved in trying a new
product as perceived by customers or distributors. In part this can be accomplished
through education; guarantees, consignment selling or other marketing techniques
can also be used.

Aesthetics
Aesthetics
What is meant by good
taste in art, music,
folklore and drama may
vary a lot from culture to
culture.

Aesthetics refers to attitudes towards beauty and good taste in the art, music, folklore
and drama of a culture. The aesthetics of a particular culture can be important in the
interpretation of symbolic meanings of various artistic expressions. What is and what
is not acceptable may vary dramatically even in otherwise highly similar markets. Sex
in advertising is an example.
It is important for companies to evaluate in depth such aesthetic factors as product
and package design, colour, brand name and symbols. For instance, some conventional
brand names that communicate positive messages in the United States have a totally
different meaning in another country, which may substantially damage corporate
image and marketing effectiveness (see Table 6.4).

Religion
The major religions are shared by a number of national cultures:
l

l

Christianity is the most widely practised. The majority of Christians live in Europe
and the Americas, and numbers are growing rapidly in Africa.
Islam is practised mainly in Africa, the Arab countries and around the Mediterranean, and in Indonesia. There has been a recent rise in Islamic fundamentalism in
Iran, Pakistan, Algeria and elsewhere.
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Table 6.4 US brand names and slogans with offensive foreign translations
Company

Product

Brand name or slogan

Country

Meaning

ENCO

Petroleum

Former name of EXXON

Japan

‘Stalled car’

American Motors

Automobile

Matador

Spain

‘Killer’

Ford

Truck

Fiera

Spain

‘Ugly old woman’

Pepsi

Soft drink

‘Come alive with Pepsi’

Germany

‘Come out of the grave’

Source: Going International: How to Make Friends and Deal Effectively in the Global Marketplace, Copyright © Lennie Copeland and
Lewis Griggs (Random House, 1985); all rights reserved.

l

l

l

Hinduism is most common in India. Beliefs emphasize the spiritual progress of each
person’s soul rather than hard work and wealth creation.
Buddhism has adherents in central and south-east Asia, China, Korea and Japan.
Like Hinduism it stresses spiritual achievement rather than wealth, although the
continuing development of these regions shows that it does not necessarily impede
economic activity.
Confucianism has adherents mainly in China, Korea and Japan. The emphasis
on loyalty and obligation between superiors and subordinates has influenced the
development of family companies in these regions.

Religion can provide the basis for transcultural similarities under shared beliefs in
Islam, Buddhism or Christianity, for example. Religion is of utmost importance in
many countries. In the United States and Europe substantial efforts are made to keep
government and church matters separate. Nevertheless there remains a healthy respect
for individual religious differences. In some countries, such as Lebanon and Iran,
religion may be the very foundation of the government and a dominant factor in business, political and educational decisions.
Religion may affect the global marketing strategy directly in the following ways:
l

l

l

l

150

Religious holidays vary greatly among countries, not only from Christian to
Muslim, but even from one Christian country to another. In general, Sundays are a
religious holiday in all nations where Christianity is an important religion. In the
Muslim world, however, the entire month of Ramadan is a religious holiday for all
practical purposes.
In Saudi Arabia, for example, during the month of Ramadan, Muslims fast from
sunrise to sunset. As a consequence worker production drops. Many Muslims rise
earlier in the morning to eat before sunrise and may eat what they perceive to be
enough to last until sunset. This affects their strength and stamina during the working
day. An effort by management to maintain normal productivity levels will probably
be rejected, so managers must learn to be sensitive to this and similar customs.
Consumption patterns may be affected by religious requirements or taboos. Fish on
Friday for Catholics used to be the classic example. Taboos against beef for Hindus
and pork for Muslims and Jews are other examples. The pork restriction exists in
Israel as well as in Islamic countries in the Middle East such as Saudi Arabia, Iraq
and Iran, and south-east Asian countries such as Indonesia and Malaysia.
Islamic worshippers pray facing the holy city of Mecca five times each day. Visiting
westerners must be aware of this religious ritual. In Saudi Arabia and Iran it is not
unusual for managers and workers to place carpets on the floor and kneel to pray
several times during the day.
The economic role of women varies from culture to culture, and religious beliefs are
an important cause. In the Middle East women may be restricted in their capacity
as consumers, as workers or as respondents in a marketing study. These differences
can require major adjustments in the approach of a management conditioned to
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western markets. Women are, among other things, required to dress in such a way
that their arms, legs, torso and faces are concealed. An American female would be
expected to honour this dress code while in the host country.

Exhibit 6.3

Polaroid’s success in Muslim markets

During the past 30 years Polaroid’s instant photography has
been largely responsible for breaking down taboos against
picture taking in the Arab world, especially those concerning
women revealing their faces.
When Polaroid entered the market in the mid-1960s it
discovered that instant photography had a special appeal.
Because of religious constraints there were only a few photoprocessing laboratories. But with Polaroid’s instant cameras
Arab men were able to photograph their wives and daughters
without fear of a stranger in a film laboratory seeing the women
unveiled and without the risk of someone making duplicates.
Source: Harper, 1986.

6.5

Hofstede’s original work on national cultures
(the ‘4 + 1’ dimensions model)
While an international manager may have neither the time nor the resources to obtain
a comprehensive knowledge of a particular culture, a familiarity with the most pervasive cultural ‘differentiators’ can provide useful guidance for corporate strategy
development. One approach to identifying these pervasive fundamental differences of
national cultures is provided by Hofstede (1983). Hofstede tried to find an explanation for the fact that some concepts of motivation did not work in the same way
in all countries. Hofstede based his research on an extensive IBM database from which
– between 1967 and 1973 – 116,000 questionnaires (from IBM employees) were used
in 72 countries and in 20 languages.
According to Hofstede, the way people in different countries perceive and interpret
their world varies along four dimensions: power distance, uncertainty avoidance,
individualism and masculinity.
1 Power distance refers to the degree of inequality between people in physical and
educational terms (i.e. from relatively equal to extremely unequal). In high power
distance societies power is concentrated among a few people at the top who make
all the decisions. People at the other end simply carry these decisions out. They
accept differences in power and wealth more readily. In low power distance societies,
on the other hand, power is widely dispersed and relations among people are more
egalitarian. The lower the power distance the more individuals will expect to participate in the organizational decision-making process. A high power distance score
was observed in Japan. The United States and Canada record a middle-level rating
on power distance, but countries such as Denmark, Austria and Israel exhibit much
lower ratings.
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2 Uncertainty avoidance concerns the degree to which people in a country prefer
formal rules and fixed patterns of life, such as career structures and laws, as means
of enhancing security. Another important dimension of uncertainty avoidance is
risk taking. High uncertainty avoidance is probably associated with risk aversion.
Organization personnel in low uncertainty avoidance societies face the future as it
takes shape without experiencing undue stress. In high uncertainty avoidance cultures managers engage in activities such as long-range planning to establish protective barriers to minimize the anxiety associated with future events. On uncertainty
avoidance the United States and Canada score quite low, indicating an ability to be
more responsive in coping with future changes. But Japan, Greece, Portugal and
Belgium score high, indicating their desire to meet the future in a more structured
and planned fashion.
3 Individualism denotes the degree to which people in a country learn to act as individuals rather than as members of groups. In individualistic societies people are
self-centred and feel little need for dependency on others. They seek fulfilment of
their own goals over the group’s. In collectivistic societies members have a group
mentality. They are interdependent on each other and seek mutual accommodation to maintain group harmony. Collectivistic managers have high loyalty to their
organizations, and subscribe to joint decision making. The United Kingdom,
Australia, Canada and the United States show very similar high ratings on individualism, while Japan, Brazil, Colombia, Chile and Venezuela exhibit very low
ratings.
4 Masculinity relates to the degree to which ‘masculine’ values, such as achievement,
performance, success, money and competition, prevail over ‘feminine’ values, such
as quality of life, maintaining warm personal relationships, service, care for the
weak, preserving the environment and solidarity. Masculine cultures exhibit different roles for men and women, and perceive anything big as important. The
feminine cultures value ‘small as beautiful’, and stress quality of life and environment over materialistic ends. A relatively high masculinity index was observed for
the United States, Italy and Japan. In low-masculinity societies such as Denmark
and Sweden people are basically motivated by a more qualitative goal set as a
means to job enrichment. Differences on masculinity scores are also reflected
in the types of career opportunity available in organizations and associated job
mobility.
5 Time perspective In a 23-country study, some years after Hofstede’s original work,
Hofstede and Bond (1988) identified a fifth dimension that they first termed
Confucian Dynamism and then renamed ‘time orientation’. This time orientation is
defined as the way members in an organization exhibit a pragmatic future-oriented
perspective rather than a conventional history or short-term point of view. The
consequences of a high score on the long-term orientation (LTO) index are:
persistence, ordering relationships by status and observing this order. The opposite
is short-term orientation, which includes personal steadiness and stability.
Most south-east Asian markets, such as China, Hong Kong, Taiwan and South
Korea, score high on the LTO index. This tendency has something to do with the
Confucian traditions prevalent there. On the other hand many European countries are
short-term oriented, believing in preserving history and continuing past traditions.
In countries scoring high on the LTO index the respondents said they valued thrift, and
in fact these countries have higher saving rates than countries scoring more shortterm. More savings means more money for future productive investment (Hofstede,
2007).
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Exhibit 6.4

Pocari Sweat – A Japanese soft drink expands sales in Asia

Pocari Sweat is a popular Japanese soft and sports
drink, manufactured by Otsuka Pharmaceutical Co. Ltd.
The brand started selling in Japan in 1980 and has
secured a good foothold for international expansion.
The drink is now distributed in other countries in the
region including China (Hong Kong), South Korea, Taiwan,
Thailand, Indonesia, and the United Arab Emirates.
In addition it can be obtained in the ‘Chinatown’ areas
of many cities around the world.
Pocari Sweat’s slogan runs as follows:
‘Pocari Sweat – A drink with Properties to your Body’s
own Fluids’

‘60 per cent of the Human Body is made up of Body
Fluids’ is also included in advertising.
Contrary to the odd name and its translucent-grey
colour, Pocari Sweat does not taste like sweat; it is a
mild-tasting, relatively light, sweet drink.
l

What do you think about the brand name (Pocari
Sweat) and its slogan?

Sources: Otsuka Pharmaceutical Co. Ltd. www.otsuka.co.jp/poc/.Pocari Sweat’s official website.

6.6

Managing cultural differences
Having identified the most important factors of influence from the cultural environment
on the firm’s business and having analysed those factors, the international marketer is
able to take decisions about how to react to the results of the analysis.
In accordance with Chapter 7 (The international market selection process) less
attractive markets will not be considered further. On the other hand, in the more
attractive markets, marketing management must decide to what extent adaptions to
the given cultural specifics are needed.
For example, consider punctuality. In the most low-context cultures – the Germans,
Swiss and Austrians, for example – punctuality is considered extremely important. If
you have a meeting scheduled for 9.00 a.m. and you arrive at 9.07 a.m. you are considered ‘late’. Punctuality is highly valued within these cultures, and to arrive late for a
meeting (thus ‘wasting’ the time of those forced to wait for you) is not appreciated.
By contrast, in some southern European nations, and within Latin America, a
somewhat ‘looser’ approach to time may pertain. This does not imply that one group
is ‘wrong’ and the other ‘right’. It simply illustrates that different approaches to the
concept of time have evolved for a variety of reasons, over many centuries, within different cultural groups. Culture can and does influence the business sector in different
parts of the world to function in distinct ways.
Another example of how cultural differences influence the business sector concerns
the presentation of business cards. Within the United States – which has a very ‘informal’
culture – business cards are typically presented in a very casual manner. Cards are often
handed out quickly and are just as quickly placed into the recipient’s pocket or wallet
for future reference.
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In Japan, however – which has a comparatively ‘formal’ culture – the presentation
of a business card is a more carefully orchestrated event. There, business cards are presented by holding the card up with two hands while the recipient carefully scrutinizes
the information it contains. This procedure ensures that one’s title is clearly understood: an important factor for the Japanese, where one’s official position within one’s
organizational ‘hierarchy’ is of great significance.
To simply take the card of a Japanese and immediately place it in one’s card holder
could well be viewed (from a Japanese perspective) in a negative light. However, within
the United States, to take several moments to carefully and deliberately scrutinize an
American’s business card might also be taken in a negative way, perhaps suggesting that
one’s credibility is in doubt.
These examples – the sense of time/punctuality and the presentation of the business
card – illustrate just two of the many ways in which cultural factors can influence
business relationships.
In attempting to understand another culture we inevitably interpret our new
cultural surroundings on the basis of our existing knowledge of our own culture.
In global marketing it is particularly important to understand new markets in
the same terms as buyers or potential buyers in that marketplace. For the marketing
concept to be truly operational the international marketer needs to understand buyers
in each marketplace and be able to use marketing research in an effective way.
Lee (1966) used the term self-reference criterion (SRC) to characterize our unconscious
reference to our own cultural values. He suggested a four-step approach to eliminate
SRC:
1 Define the problem or goal in terms of home country culture, traits, habits and norms.
2 Define the problems or goals in terms of the foreign culture, traits, habits and norms.
3 Isolate the SRC influence in the problem and examine it carefully to see how it
complicates the problem.
4 Redefine the problem without the SRC influence and solve for the foreign market
situation.
It is therefore of crucial importance that the culture of the country is seen in the
context of that country. It is better to regard the culture as different from, rather than
better or worse than, the home culture. In this way differences and similarities can be
explored and the reasons for differences can be sought and explained.

6.7

Convergence or divergence of the world’s cultures
As we have seen earlier in this book the right mix between local knowledge of different cultures and globalization/integration of national marketing strategies is the key
to success in global marketing.
There seems to be a great difference in attitude towards the globalization of cultures
among different age groups, the youth culture being more international/global than
other age groups (Smith, 2000).

Youth culture
Countries may be at different stages in the evolution of particular product and service
categories, but in most cases youth is becoming more homogeneous across national
markets. Youth cultures are more international than national. There are still some
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strong national characteristics and beliefs, but they are being eroded. The McDonald’s
culture is spreading into southern Europe, and at the same time we can see satellite TV
taking the values of MTV, The Simpsons and Ricky Lake all over the world, with English
language culture in their wake.
Differences between youth and adult markets are changing in several key respects,
the professionals agree. Younger consumers differ from adults in emphasizing quality
and being both discerning and technically literate. Younger consumers are now much
more self-reliant and take responsibility far earlier. They are sensible, sophisticated and
grown-up at an early age.
Generational barriers are now very blurred. The style leaders for many young
people – musicians, sports stars and so on – are often in their 30s and 40s. Cultural and
family influences remain very strong throughout Europe and the rest of the world. Few
young people have ‘role models’, but they respect achievers particularly in music and
sport – and their parents, particularly if their parents have succeeded from humble
beginnings.
The lack of clarity in age-group targeting has to be weighed against a growth in
cross-border consistencies. But marketers should beware of strategies aimed too blatantly at younger consumers. Young people tend to reject marketing and promotions
that are obviously targeted at ‘youth’. They perceive these to be false and hypocritical
(Smith, 1998).
Today’s young people have greater freedom than previous generations had. They
are more culturally aware and are reluctant to take anything – or anyone – at face value.
Pasco (2000) argues that getting youngsters to relate to celebrities is increasingly
difficult. Celebrities often fail or disappoint young people, and again they ‘sell out’,
giving up the integrity for which they were admired in the first place.
Disillusion with celebrities has led young people to look elsewhere for inspiration.
They select values from a range of individuals rather than buy wholesale into one.
Despite their mistrust of corporations the young increasingly aspire to, and engage
with, brands. It appears safer to invest emotionally in brands than in celebrities.

6.8

The effects of cultural dimensions on ethical
decision making
As more and more firms operate globally an understanding of the effects of cultural
differences on ethical decision making becomes increasingly important for avoiding
potential business pitfalls and for designing effective international marketing management programmes.
Culture is a fundamental determinant of ethical decision-making. It directly affects
how an individual perceives ethical problems, alternatives and consequences. In order
to succeed in today’s international markets managers must recognize and understand
how ideas, values and moral standards differ across cultures, and how these in turn
influence marketing decision making.
Some countries, such as India, are well known for ‘requiring’ small payments if
customs officials are to allow goods to enter the country. While this may indeed be a
bribe and illegal, the ethics of that country seem to allow it (at least to a certain extent).
The company is then left with a problem: does it bribe the official, or does it wait for
normal clearance and let its products sit in the customs warehouse for a considerably
longer time?
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Fees and commissions paid to a firm’s foreign intermediate or to consultant firms
for their services are a particular problem – when does the legal fee become a bribe?
One reason for employing a foreign representative or consultants is to benefit from
their contacts with decision makers, especially in a foreign administration. If the
export intermediary uses part of the fee to bribe administrators there is little that the
firm can do.
Thus every culture – national, industry, organizational or professional – establishes
a set of moral standards for business behaviour, that is, a code of business ethics. This
set of standards influences all decisions and actions in a company, including, for
example, what and how to manufacture (or not), what wages are appropriate to pay,
how many hours personnel should work under what conditions, how to compete, and
what communication guidelines to follow. Which actions are considered right or
wrong, fair or unfair, in the conduct of business and which are particularly susceptible
to ethical norms is heavily influenced by the culture in which they take place (the
bribery theme is further discussed in Chapter 14).
The ethical commitment of an international company is illustrated in Figure 6.4 as
a continuum from unacceptable ethical behaviour to most ethical decision making.
The adherence only to the letter of the law reflects minimally acceptable ethical
behaviour. A classification of a company as ‘most ethical’ requires that the firm’s code
of ethics should address the following six major issues:
1 Organizational relations, including competition, strategic alliances and local sourcing.
2 Economic relations, including financing, taxation, transfer prices, local reinvestment,
equity participation.
3 Employee relations, including compensation, safety, human rights, non-discrimination,
collective bargaining, training, and sexual harassment.
4 Customer relations, including pricing, quality and advertising.
5 Industrial relations, including technology transfer, research and development, infrastructure development and organizational stability/longevity.
6 Political relations, including legal compliance, bribery and other corrupt activities,
subsidies, tax incentives, environmental protection and political involvement.

Figure 6.4 Ethical decision making
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Exhibit 6.5

Levi Strauss: An example of a multinational company’s ethics code

Levi Strauss’s policy of being a responsible employer in developing countries, where poverty and social problems
are endemic, is not something it shouts about. But it is at least partly designed to maintain that good image. Levi’s
is better able to pursue such a policy because it remains a private, family-run business. That means it does not
have to answer to big shareholders on Wall Street, who might want a greater emphasis on short-term profitability.
But finding the balance between efficiency and social responsibility is a challenge to Levi’s.
In May 1993 Levi’s announced that it planned to end most of its business in the People’s Republic of China.
This meant phasing out the use of Chinese subcontractors, which at that time accounted for about 2 per cent of
total production (approximately $50 million a year). The reason given was China’s record of ‘pervasive human
rights abuses’.
The decision to leave China reflected principles embodied in the company’s organizational culture. This culture
was expressed in sets of standards for doing business abroad, which emphasized a commitment to fair working
conditions. If the company could not operate in a country without compromising its principles it should withdraw
– as it had done in Myanmar and had threatened in Bangladesh.
Source: Various public media.

It is easy to generalize about the ethics of political payoffs and other types of
payments; it is much more difficult to make the decision to withhold payment of
money when the consequences of not making the payment may affect the company’s
ability to do business profitably or at all. With the variety of ethical standards and
levels of morality that exist in different cultures the dilemma of ethics and pragmatism
which faces international business cannot be resolved until more countries decide to
deal effectively with the issue.

6.9

Summary
For international marketers it is important to understand customers’ personal values
and accepted norms of behaviour in order to market to them properly. At the same
time marketers must search for groups with shared cognitions that result in shared
views of the marketer’s offerings and in similar product-related behaviour to simplify
their task. Such groups may even exist across country borders.
How we perceive other cultures stems from our own cultural mind-set and it is very
difficult not to take the ethnocentric point of view when classifying other cultures.
Classification of cultures is necessary to develop marketing and advertising strategies
in the global marketplace. Classifying cultures on dimensions has proved to be the
most constructive method. It helps in vocalizing and labelling cultural differences
and similarities. Many of the cultural differences are reflected in the type of communication culture used. In this chapter different models for classification have been
discussed.
High/low context cultures
The difference between high- and low-context communication cultures helps us understand why, for example, Asian (high-context) and western (low-context) styles are so
different, and why the Asians prefer indirect verbal communication and symbolism
over the direct assertive communication approaches used by western people. Other
dimensions, such as different concepts of time, can also explain major differences
between East and West.
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Hofstede’s model
In order to construct a more refined classification system, Hofstede developed a model
of ‘4 + 1’ dimensions for comparing work-related values, based on data collected in an
extensive study. This model also proves useful for comparing cultures with respect
to consumption-related values. As a result it can explain the variety of values and
motivations used in marketing and advertising across cultures.
It can also explain differences in actual consumption behaviour and product use
and can thus assist in predicting consumer behaviour or effectiveness of marketing
strategies for cultures other than one’s own. This will be particularly useful for companies that want to develop global marketing and advertising strategies.
The problem of business ethics is infinitely more complex in the international marketplace because value judgements differ widely among culturally diverse groups.
What is commonly accepted as right in one country may be completely unacceptable
in another. Giving business gifts of high value, for example, is generally condemned in
western countries, but in many countries of the world gifts are not only accepted but
expected.
Social marketing can be defined as the planning and implementation of programmes designed to generate social change (e.g. stopping smoking is a life style
change). It is a system that can be used to change the way people think or behave.
Social marketing is still based on concepts of commercial marketing and, like commercial marketing, it utilizes research to tailor messages to a particular target audience.
The goal of social marketing is to get people to think differently about old ideas and
focus on new concepts that will add values to their lives. Social marketing is especially
prevalent among non-profit-making organizations, government agencies, communitybased organizations, private foundations, social/health issue coalitions and indeed any
entity that wants to effect social change.

CASE
STUDY

IKEA Catalogue: Are there any cultural differences?

6.1
IKEA was founded in Älmhult, Sweden in 1943 by
Ingvar Kamprad. The company name is a composite
of the first letters in his name in addition to the first
letters of the names of the property and the village
in which he grew up: Ingvar Kamprad Elmtaryd
Agunnaryd.
The IKEA business philosophy is: ‘We shall offer
a wide range of well-designed, functional home
furnishing products at prices so low that as many
people as possible will be able to afford them.’
In the late 1940s, the first IKEA advertisements
appeared in local newspapers. Demand for IKEA
products soared, and Ingvar Kamprad quickly outgrew his ability to make individual sales calls. As a
result, he began operating a mail order catalogue
and distributed his products via the county milk van.
This resourceful solution to a difficult problem led to
the annual IKEA catalogue.
158

First published in Swedish in 1951, the IKEA catalogue was, in 2006, published each summer in 47 different editions, in 24 languages for 32 countries, and
is considered to be the main marketing tool of the
retail giant, consuming 70 per cent of the company’s
annual marketing budget. In terms of publishing
quantity, the catalogue has surpassed the Bible as
the world’s most published work – at an estimated
160 million copies (in 2006) worldwide – triple that
of its less materialistic counterpart. However, since
the catalogue is free of charge, the Bible continues to
be the most purchased non-fiction work.
In Europe alone the catalogue reaches more
than 200 million people annually. Containing over
300 pages and about 12,000 products, it is distributed
free of charge both in stores and by mail. The annual
catalogue is distributed in August/September of each
year and is valid for a full year. Prices in the catalogue
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Illustration of the same product in the IKEA Catalogue in Denmark and Shanghai
Source: IKEA Catalogue, Denmark and Shanghai, 2005. © Inter IKEA Systems B.V.

are guaranteed not to increase while the catalogue
is valid. Most of the catalogue is produced by IKEA
Catalogue Services AB in IKEA’s home town of
Älmhult, Sweden.
At the beginning of 2006 there were 221 IKEA
stores operating under a franchise from Inter IKEA
Systems BV. Total IKEA turnover in 2005 was
a15.2 billion.
IKEA accounts for just 5 to 10 per cent of the furniture market in each country in which it operates.
More important is that the awareness of the IKEA
brand is much bigger than the size of the company.
That is because IKEA is far more than a furniture
merchant. It sells a Scandinavian lifestyle that customers around the world embrace.
Cultural difference
There are about 12,000 products in the total IKEA
product range. Each store carries a selection of these
12,000 products depending on store size. The core
range is the same worldwide, but as shown there are

differences in how the IKEA catalogue displays its
products in the different national editions. Here we
have two different illustrations featuring the same
product. In this case the two illustrations for the
same product are taken from the Danish and the
Chinese catalogues.
Source: www.ikea.com.

Questions
1 Discuss the advantages and disadvantages of
having the same product range shown in all IKEA
catalogues around the world?
2 The catalogue is the most important element in
IKEA’s global marketing planning. Discuss if there
could be some cultural differences in the effectiveness of the catalogue as a marketing tool.
3 Explain some cultural differences which are illustrated by the two different illustrations of the
same product (from the Danish and Chinese IKEA
catalogues).

For further exercises and cases, see this book’s website at www.pearsoned.co.uk/hollensen
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?

Questions for discussion
1 Because English is the world language of business, is it necessary for UK managers
to learn a foreign language?
2 According to Hofstede and Hall, Asians are (a) more group oriented, (b) more family oriented and (c) more concerned with social status. How might such orientations
affect the way you market your product to Asian consumers?
3 Do you think that cultural differences between nations are more or less important
than cultural variations within nations? Under what circumstances is each important?
4 Identify some constraints in marketing to a traditional Muslim society. Use some of
the examples in the chapter.
5 What layers of culture have the strongest inﬂuence on business people’s behaviour?
6 The focus of this chapter has mainly been the inﬂuence of culture on international marketing strategies. Try also to discuss the potential inﬂuences of marketing on cultures.
7 What role does the self-reference criterion play in international business ethics?
8 Compare the role of women in your country to their role in other cultures. How do
the different roles affect women’s behaviour as consumers and as business people?
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