Rushing the Team Process

Creates Cultural Clashes

The challenges of cross-cultural team-
work erupted two years ago in a clash
among participants in a computer chip
project that  brought together  TBM,
Siemens AG of Germany, and Toshiba
Corp. The three competing compenies
embarked on a revolutionany ventuare
that ended as a case study for manage-
ment consultants and team experts,

Despite incredible talent and experi-
ence, varing work habits impeded the
joirt pesearch. While the groups shared a
common softevare culure, they differed
dramatically in all the procedures and
prectices that suround a group project:
conducting  meetings, allocating  work
space, offering sugpestions, making
decisions, resolving conflicy, and even
socializing opether.

Cynthia Livingston of Boston, MA,
President of the Qrganiztion of Women
in International Trade, cires this joim
veniure 1o demonsiate the mmpomance
of team-building, understanding culoural
differences, amd respecting  differing
approaches o work. In ber own con-
sulting firm, Cambin International, Ms.
Livingston helps businesses ook at the
human side of teamwork: how people
bridge their cultural differersces in team
sellings.

Pay attention to process, Livingsion
emphasizes. If you don't recognize

upfront that you're dealing with cliffes-
ences, you'll miss the crepive potential
viourr team offers ., and increase the con-
flict, Livingston  recommends  specific
steps o develop a muli-culnral team:

Formation

Toinily decide on nommes, approaches,
amd roles 1o be used in working togeth-
er. Don't rush this critical stage. This s
when youll connect personally and fig-
ure out how to resolve problems.

Challenge clavification

Examine the practical things first so
every one clealy understands how the
work will get done, “What can we do to
ensure each member's view is consid-
erod”” “How can we use input from
people outside the groupd Ar this poinr,
vou should clasdfy goals, issues and
oppomunities 15 well as potential chsta-
cles, Clarification s a prerequisite for
VIR O,

Visioning

If mubti-cultural teammork 5 a new
experience, visioning will allow vou o
stretch  your imaginatons, challenge
yourr assumpions, and free yourself w
take risks. You should be exploring howr
you woubd define *success™ in meeting
common goals, what kind of eam you

need o b, and how you can maximize
the value of multi-cultural perspectives,

Assessment

Here, the team compares the existng sit-
uation with their vision. Keep in mind
that the learming process is a5 important
as the results. Be careful — or rely on a
facilitator — o keep you from comgro-
mising at this point and sacrificing your
individual and unique msights.

Action planning

Fecalling the potential for conflice among
varying cultures, you now develop a
plan with spedific acion steps 10 imple-
ment your vision. Remind yoursell about
the norms and visions you've agreed
upon, a5 well as the conflit. manage-
e

Ontcome evalwatiom

Learn from the failures, as well as
the team's success. Elicit  individual
responses and respect preferences: same
members may choose o speak while
others imay write their  evaluations
(Livingston  has even seen drawings
and parables).

For those willing to slow down for
these added steps, Livingsion promises
imprcved quality in the process as well
as the resulis. ]

Iceberg of Cultures




