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ABSTRACT

Globalization has driven international businesa teew stage of development.. The philosophy
to 'think global, act local' to meet the diverseae of the organization, host country regulatory
requirements and better understand the local adtwf the clientele base has led to the
engagement of foreign nationals managers in thek imrce. MNCs have been faced with
diverse challenges with this move, one of the ppiec ones being the challenge of
communication across cultures. This research &sa study of Oxfam Great Britain Kenya with
the objective of finding out the effect of commuation on the performance of multicultural

work teams.

Some of the principal findings of the study aret ttieat multicultural team communication is
varied and hence there is the task of ensuringhieatnessages communicated are decoded by all
persons from the different cultural backgroundthimsame way; that communication cuts across
the team regardless of the cultural backgroundleaidg a core backbone of the functioning of
any organization, poor communication has been kntowparalyze operations leading to poor
work performance and that communication in a multizal setting is a complex activity that

requires similarly complex systems to ensure comapproaches and understanding.

Some of the recommendations include that thereldhmmmore informal interactions between
the teams to enhance bonding; all communicationldhamnsider the diversity of the audience;
the organization should consider the use of tréamsavhere difficulties in understanding the
official language are evident and there ought tonbee face-face communication in order to be

able to understand and embrace non-verbal ques.
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CHAPTER ONE : INTRODUCTION

1.1  Background of the Study

Globalization has driven international businesatnew stage of development. In an effort to
drive growth through economies of scale, orgamretihave expanded into international trade
through various direct and indirect exports. Thigyne in the form of foreign subsidiaries or

representative office, foreign direct investmenddjance, joint ventures and others. The

philosophy to 'think global, act local' to meet theerse needs of the organization, host country
regulatory requirements and better understanddta kultures of the clientele base has led to
the engagement of foreign nationals managers inwbek force. Thus, there is a need to

understand national cultures and cross-culturalicatons of these multinational corporations

(MNCs) and the local workforce managers.

Multicultural teams have become very common in meggears. With cross border mobility
becoming much easier, the number of people mowiog fone country to another has grown
significantly. This has also led to more peoplenfrdifferent cultural and ethnic backgrounds
intermarrying. Their children could be born andwgrap in different countries and have hybrid
cultural identities. Globalization and the advandes communication and transportation

technology have reduced trade barriers and inctlgageraction among people.

1.1.1 Communication

Wikipedia (2010) defines communication as the agtiof conveying meaningful information.
Communication requires a sender, a message, amtesrded recipient, although the receiver

need not be present or aware of the sender’s ir@e&smmunicate at the time of communication;



thus communication can occur across vast distanci@sie and space. Communication requires
that the communicating parties share an area of nuonicative commonality. The

communication process is complete once the recaagunderstood the sender.

Communicating effectively is the biggest challenger multicultural teams because
communication styles differ across cultures. Foantemembers to work through these
differences, they first have to understand that pfeeocommunicate differently. Direct

communicators prefer to say what is on their manat) they deal with conflict by addressing it
promptly. Others prefer indirect communication avitl speak around an issue while carefully
choosing words to avoid offense. They will rely aonverbal cues to communicate their
messages. They will deal with conflict indirecttizrough a third party or by avoiding the issue

altogether.

Informal or formal communication styles prove to aeother difference that comes out in
multicultural teams. Most Americans communicateinfally and prefer to speak as equals and
avoid rifles. They interrupt or speak over eacleotiuring meetings. Formal communicators are
perceived to be very polite as they observe thetesies that informal communicators disregard.
They wait their turn to speak. Often, they waithear what their manager has to say before
expressing an opinion. Thus, they are often peecems not having much to say in the U.S.
environment. This is far from the truth; they anestj too polite to interrupt. Formal
communicators are often from hierarchical cultuisash as Asian and Latin countries and will
defer to people with higher rifles. Understandifgse styles and how they impact team

dynamics and the perceptions of individual membepsesents the first step to creating effective



teams. Team leaders need to be trained to recognzedynamics and develop an environment

that brings out the best performance of all indrails.

Language disparities can impede communication. fdge this gap, employees can practice
development of listening skills; practice beingpestful; practice speaking more slowly; and

avoiding slang or idioms.

1.1.2 Indicators of Team Performance

The term Key Performance Indicators (KPI) has bex@me of the most over-used and little
understood terms in business development and maraage In theory it provides a series of
measures against which internal managers and akiexestors can judge the business and how
it is likely to perform over the medium and longnte Regrettably it has become confused with
metrics — if we can measure it, it is a KPI. Agaitme growing background of noise created by a

welter of such KPI concepts, the true value of tleere KPlI becomes lost.

The KPI when properly developed should provide sédiff with clear goals and objectives,
coupled with an understanding of how they relateht overall success of the organization.
Published internally and continually referred tbeyt will also strengthen shared values and

create common goals.

It is Key when it is of fundamental importance iairgng competitive advantage and is a make
or break component in the success or failure ofetterprise. For example, the level of labor

turnover is an important operating ratio, but rar@he that is a make or break element in the



success and failure of the organization. Many hate t operate on well below benchmark levels

and still return satisfactory or above satisfactory results.

Only relates to Performance when it can be cleadgsured, quantified and easily influenced by
the organization. For example, weather influencesymtourist related operations — but the
organization cannot influence the weather. Sales/tir may be important performance criteria

but targets must be set that can be measured.

Its an Indicator if it provides leading information future performance. A considerable amount
of data within the organization only has value lastorical purposes — for example debtor and
creditor length. By contrast rates of new produetedlopment provide excellent leading edge

information.

Obviously KPI's cannot operate in a vacuum. Onencarestablish a KPI without a clear
understanding of what is possible — so we haveetalile to set upper and lower limits of the
KPI in reference to the market and how the comipetits performing (or in the absence of
competition, a comparable measurement from a numbsmmilar organizations). This means
that an understanding of benchmarks is essentighdke KPI's useful (and specific to the
organization), as they put the level of currentfigrenance in context — both for start ups and
established enterprises — though they are morertangdfor the latter. Benchmarks also help in
checking what other successful organizations seecrasial in building and maintaining

competitive advantage, as they are central to g/ of competitive analysis.



1.1.3 Multicultural Work Teams

According to McGrath (1991), teams in an organ@al context can be defined as complex,
intact social systems that engage in multiple, aameg projects, while partially nested within,
and loosely coupled to, surrounding systems. Tieasns are multifunctional, contributing to the
organization on three levels: (1) to systems inclwhihey are embedded (e.g. a company, a
company'’'s sub-division), (2) to their members a8t the group itself as a complex social

structure.

In an increasingly global economy, multiculturalnw@éeams are becoming more commonplace,
and fostering teamwork in multicultural teams igrawing challenge. The growing body of
intercultural research suggests important diffeesnia teamwork across cultures and points to
the complexity of culturally diverse teams. Studiese shown that the composition of the team
determines the success of the group and may prévergroup from reaching its performance
potential (Earley & Gibson, 2002; Earley & Mosakpst000; Jehn, Northcraft, & Neale, 1999;

Ravlin, Thomas, & llsev, 2000).

Studies on culturally diverse teams demonstratd thaderately heterogeneous groups
experience significant communication problems,tia@teal conflict, and low team identity that

have a dysfunctional impact on team effectivendsér{, Chadwick, & Thatcher, 1997). As a
rule, heterogeneous teams report reduced satmfaaiith the team, which, in turn, negatively

affects team performance (Earley & Mosakoski, 2Q@din et al., 1999; Ravlin et al., 2000).

In hi-tech companies, multiculturdlversity is the norm rather than the exception.d@gign or

by necessity, workplaces are increasingly "lookikg the world.” Old notions of "majority" and



"minority” cultures within an organization are rdlyi becoming out of date. At Xpede
Corporation, a California startup launched aboye¢ar ago to provide financial service products
through Web-based applications, less than halhefas employees are Americans of European
descent. Nearly every other major US ethnic graupepresented, as well as a range of India’s
many communities, and countries as different asndim, Germany, Mexico, the Philippines and
Russia. One quarter of the workforce is powereabgnen, in a variety of engineering positions
as well as more traditional administrative and raeting roles. Educational and corporate
backgrounds are likewise very diverse, as are iddal personalities and approaches to

problems.

1.1.4 Oxfam GB — Kenya

Oxfam is a vibrant global movement of passiona&slichted people fighting poverty together;
doing amazing work, together. People power driwesyghing Oxfam does. From saving lives
and developing projects that put poor people inrgdeof their lives and livelihoods, to
campaigning for change that lasts. To have thedsiggossible impact on the lives of poor
people worldwide, Oxfam concentrates on three lintexd areas of work:

Emergency response which involves providing heki fa an emergency. Oxfam saves lives,
swiftly delivering aid, support and protection; aado help communities develop the capacity to
cope with future crises.
Development work which involves helping poor peatalke control, solve their own problems,
and rely on themselves, with the right support.axffunds long-term work to fight poverty in
thousands of communities worldwide.
Campaigning for change which rides on the precept poverty isn’'t just about lack of

resources. In a wealthy world it's about bad dedsi made by powerful people. Oxfam



campaigns hard, putting pressure on leaders for | relasting change.

In Kenya, Oxfam works with the most vulnerable commities in the dry and remote northern
regions, and in the impoverished slums of the ahpit Nairobi.
The post-election violence that devastated Kenyaeamly 2008 soon subsided, but key
underlying issues such as rising poverty, inequalinemployment and corruption remain.
Rural pastoralist communities and poor urban settds have suffered decades of neglect and
under-development, leaving many Kenyans living aithaccess to basic services. Oxfam is
helping focus on providing clean water, buildingape between conflict-torn communities,
advocating for better governance, and helping enthat poor people have enough food and

income throughout the year.

1.2 Research Problem

As businesses face the dawn of the twenty-firstuzgnone feature of the business environment
is increasing globalization. Indeed, the vast extailiterature on globalization which has
emerged in the last ten to fifteen years attesthisoconcern (Garrison, 1998; Haley, 1999; Ong
et al, 1995; Swierczek & Hirsch, 1997; Terpstra Kedneth, 1991). This may take many forms,
ranging from foreign investments to internationattpership, or even simply a web site that may
be accessed from any computer on the planet wsthitable internet connection (Kidd, 2001). It
is apparent that the globalization process is fgrdiusinesses to rethink their strategies. This is
apparent in the case of Hewlett-Packard (HP), arigan MNC founded by Bill Hewlett and
Dave Packard in 1937, which manufactures compuads other electronic components and

equipment. In an effort to ensure that its emplsyaederstand the global diversity of its local



customers, Hewlett- Packard (HP) developed the H#®,wvhich "involved a participative
management style that supported individual free@dmah initiative while emphasizing unity of
purpose and teamwork"(Collin & Porras, 1996, p20&s the company grew, a conscious effort
was made to retain the sense of purpose, closearedaformality that HP enjoyed when it was
a small company. The HP Way reflected a faith inpbe to use their own discretion to make
decisions, and along the way make some mistakegelisas contributions” (Collin & Porras,

1996, p207).

Intercultural communications and interactions asstian even larger role with global marketing
and sales strategies as the one world market loaved businesses to think global, act local and
integrate. In the past decades, western countriglinational corporations (MNCs) have
expanded their investments into Asia Pacific, eittieough direct exports, foreign domestic
investments or even through alliance or joint vezguIn addition to controlling cost, efforts to
drive 'think global, act local' philosophy to méle¢ diverse needs of local clienteles, will require
MNCs' global strategy to engage the services didor nationals in the Asia Pacific region in
the work force. Thus, MNCs have to deal with thenpbcations and issues of international
business cultural differences. It is essential dterthat whilst the MNCs have to deal with the
complications and issues of international busireestural differences, local employees have to

react towards the cross cultural conflict that gheBNCs bring into their local country.

Against this background, this project aims to exmnthe extent to which the performance of

staff at Oxfam GB is affected by their cross cudtudifferences envisaged in multicultural work



teams. The problem of this study therefore is tal fout how communication affects the

performance of multicultural teams.

1.3 Objective of the Study

The objective of this study is to determine theeefffof communication on performance of

multicultural work teams at Oxfam GB-Kenya.

1.4  Value of the Study

The findings of this study will benefit:

Oxfam GB in understanding the cross-cultural inflces on performance of their existing
multicultural teams. They could use the findingstlué research to identify the gaps in their
communication and information communication platierthat could be a hindrance to effective
performance. The research will provide informatmm the strategies that can be adopted in

management of multicultural work teams for longresuccess of the organization.

Other multinational organizations can adopt thedifigs and improve on their teams’

performance. The findings of a case study can leel @as a basis for generalization for other
organizations. Therefore, other organizations wiilar nature to Oxfam can use the findings to
identify the gaps they may be having and check wkabmmendations they can adopt to

improve on their practice.



Future researchers and scholars who may wish tehesstudy as a source of reference and for
stimulating interest for further researcht the same time, it will contribute to the pool of
existing knowledge on the subject of communicatiand information communication

technology; multicultural teams and performance.



CHAPTER TWO : LITERATURE REVIEW

2.1 Cross Cultural Studies

According to Kluckhohn & Kroeberg, (1952), one kegntributor towards this notion is Geert
Hofstede. Despite being challenged in recent years,of the major works relating to cultures
and cross cultural studies was reflected in hiskb&ultures Consequences: International
Differences in Work related Values", published i88@Q, "The Confucian Connection: From
Cultural Roots to Economic Growth", which he pulbéd with Michael Bond in 1988 and

"Cultures and Organization: Software of the Mingdlblished in 1990, proposes that national
cultural and values, as they affect the work emnment and its management, could be

categorized on the basis of five variables, namely:

Power Distance , which relates to how society deétlls the fact that people are unequal in a
social and status sense, and how different sosiedieals with this reality; Uncertainty
Avoidance, which relates to how society copes witbertainty about the future, and deals with
the reality of risk; Individualism Collectivism, wdh relates to the relative closeness of the
relationship between one person and others; MastuliFeminism, which relates to the

sexuality of roles in society, and the degree tactvia society allows overlap between the roles



of men and women and the Confucian Dynamism, ortdbam/ long-term orientation, which

relates to the emphasis on stability, thrift, resper tradition and the future.

The impact of cross cultural complications was atkscussed by Vern Terpstra in 1985.
Terpstra (1985) identifies five factors to be cdesed in international business: Cultural
Variability which is the degree to which conditiowi#hin a macro-culture are at a low or high,
stable, or unstable rate; Cultural Complexity whishthe issue of high- and low- context
cultures; Cultural Hostility which is the degreewich conditions locally are threatening to
organizational goals, norms, value and others; tutall Heterogeneity which is the degree to
which cultures are dissimilar or similar and cuumterdependence which is the degree of

sensitivity of the culture to respond to conditiam&l developments in other cultures.

2.2 Intercultural Communication in Multicultural Teams

Worldwide intercultural cooperation drives corpergrowth and development across the globe
resulting in a heightened demand for a qualified Biwerse workforce. Researchers have
documented that the successful performance of coliltiral teams is a vital and contributing
factor to organizational success (Jackson, May, &itMéy, 1995; Snow, Snell, Davison, &
Hambrick, 1996; Wheelan & Hochberger, 1996). Theased reliance on multicultural teams
has renewed interest in understanding and devejdp&a communication processes necessary to
develop high performance teams across culturakbmdiffces. From surveying American and
Russian managers, Matveev and Nelson (2004) fowidgnaficant effect of national culture on
cross-cultural communication competence, suggedtiegneed to train managers to become
more effective in culturally complex workplaces. elihresearch suggests that the national

culture of team members plays a significant roledetermining whether communicative



behavior is perceived as competent, emphasizingcémral role that national culture and
ethnicity plays in assessing communication commetesiready documented in the literature

(Hughes, 1971; Jarvenpaa & Leidner, 1999; Watsomét, & Michaelson, 1993).

2.3 Cross-cultural Communication Competence and Miticultural Team Performance

In companies that work to expand globally, teamfqverance becomes vulnerable to cross-
cultural interaction problems (Matveev & Nelson 020 Managing cultural diversity, cultural

differences, and cross-cultural conflicts have axetl as frequent challenges for cross-cultural
teams (Marquardt & Hovarth, 2001). Because of tdeierse perceptions, managers are more
likely to interpret and respond differently to skamistrategic issues or team tasks (Schneider &
DeMeyer, 1991). Cross-cultural communication corapeg is thus an important component of a

manager's ability to address any performance aiggle (Matveev & Nelson, 2004).

While many researchers have investigated crossfaliitommunication competence and cross-
cultural effectiveness ( Kealey & Protheroe, 1996gdmond & Bunyi, 1991; Samovar & Porter,
1991), understanding of the relationship betweesscultural communication competence and
multicultural team performance is insufficientiyvadoped (Hofner & Saphiere, 1996; Wiseman
& Shuter, 1994). Furthermore, past research firtts relationship between ethno-cultural
diversity and performance to be highly complex (&gdrung, 1998). Combined analyses of
multicultural team performance, cross-cultural camimation competence, and national culture
orientations of team members could explain how comipation competence influences the

performance of multicultural teams.



In the multicultural work environment, obtainingonmation from a colleague requires a high
degree of cross-cultural communication competefcethermore, Matveev & Nelson (2004)

argue that high competence has a direct and pesffect on the decision making and problem-
solving abilities of managers. Past research hastifted various characteristics that constitute
cross-cultural communication competence, includielgtionship skills, communication skills,

and personal traits such as inquisitiveness (B&aGeegersen, 2000; Kealey & Protheroe, 1996;
Mendenhall, 2001; & Moosmuller, 1995). Cross-cldtlscommunication competence entails not
only knowledge of the culture and language, bub @fective and behavioral skills such as
empathy, human warmth, charisma, and the abilityntanage anxiety and uncertainty
(Gudykunst, 1998; Spiess, 1996, 1998). The Crokarall Communication Competence Model
(Matveev & Nelson, 2004; Matveev, Rao & Milter, 200includes four dimensions:

interpersonal skills, team effectiveness, culturatertainty, and cultural empathy.

2.4 Cultural perspective on challenges faced by Wticultural teams around the

World

Multicultural teams create multi-faceted challen¢@srry, 1997). Teams whose members come
from different nations and backgrounds place spel@enands on managers, especially when a
feuding team looks to the boss for help with a bonfWhen a major international software

developer needed to produce a new product quithkéy project manager assembled a team of
employees from India and the United States. Frarstart the team members could not agree on
a delivery date for the product. The Americans tiauhe work could be done in two to three

weeks; the Indians predicted it would take twani@é months. As time went on, the Indian team

members proved reluctant to report setbacks iptbduction process, which the American team



members would find out about only when work was ttube passed to them. Such conflicts, of
course, may affect any team, but in this case #iege from cultural differences. As tensions
mounted, conflict over delivery dates and feedbaekame personal, disrupting team members'
communication about even mundane issues. The pnojanager decided he had to intervene,
with the result that both the American and the dndieam members came to rely on him for
direction regarding minute operational details tthet team should have been able to handle
itself. The manager became so bogged down by daotigsues that the project careened
hopelessly off even the most pessimistic schedukd-tae team never learned to work together
effectively.

According to Deller (1997), multicultural teams egft generate frustrating management
dilemmas. Cultural differences can create substhalistacles to effective teamwork, but these
may be subtle and difficult to recognize until sfgant damage has already been done. As in
the case above, which the manager involved toldbasit, managers may create more problems
than they resolve by intervening. The challengmanaging multicultural teams effectively is to
recognize underlying cultural causes of conflicig @40 intervene in ways that both get the team
back on track and empower its members to deal fuitlre challenges themselves. The wrong
kind of managerial intervention may sideline valeatmembers who should be participating or,
worse, create resistance, resulting in poor tearioeance. This is not about differing national
standards for doing business, such as accountiacfipes but about the day-to-day working
problems among team members that can keep multraliieams from realizing the very gains
they were set up to harvest, such as knowledgédffefeht product markets, culturally sensitive

customer service, and 24-hour work rotations. Thedgnews is that cultural challenges are



manageable if managers and team members choosghhstrategy and avoid imposing single-
culture-based approaches on multicultural situation

2.5 Strategies Successful Teams use to deal wihlticultural Challenges.

There is no one right way to deal with a particltard of multicultural problem (Arthur &
Bennett, 1995) and identifying the type of challeng only the first step. The more crucial step
is assessing the circumstances or "enabling siuaticonditions” under which the team is
working. For example, does the project allow amxifility for change, or do deadlines make
that impossible? Are there additional resourceslabla that might be tapped? Is the team
permanent or temporary? Does the team's managerthexautonomy to make a decision about
changing the team in some way? Once the situatmmalitions have been analyzed, the team's
leader can identify an appropriate response.

Arthur & Bennett, (1995), in their study of the agVe importance of factors perceived to
contribute to success of teams came up with thewolg strategies.

2.5.1 Adaptation

This involves acknowledging cultural gaps openlyl amorking around them. It means that
people see the problem as not an issue of pertesddut as cultural difference. Once they do
that, it's amazing how much they can live withAihd a subset of that is fusion. Fusion allows
the coexistence of multiple approaches. In teaimset may be synergies from approaching
problems in multiple ways because we'll get mosggimt and preserve the unique perspectives
of people who approach problems in different we§sme teams find ways to work with or
around the challenges they face, adapting practicedtitudes without making changes to the
group's membership or assignments. Adaptation warken team members are willing to

acknowledge and name their cultural differences tandssume responsibility for figuring out



how to live with them (Hannigan, 1990). It's oftdre best possible approach to a problem,
because it typically involves less managerial tithan other strategies; and because team
members participate in solving the problem themesglthey learn from the process. When team
members have this mind-set, they can be creatiataprotecting their own substantive

differences while acceding to the processes ofrsthe

In a lot of places in Latin America, they take th-hour siesta. The North Americans would
say they're not pulling their weight. But then thealized the Latin Americans were still
working at 9 and 10 at night, when they had gonaédSo they learned that they could send a
problem to the Latin American office at the endlwéir day, and they would have it solved by

next morning. Rather than accuse people of being taey learned to use those differences.

An American software engineer located in Irelandowtas working with an Israeli account
management team from his own company was so shdokdtie Israelis' in-your-face style:
"There were definitely different ways of approadhiissues and discussing them. There is
something pretty common to the Israeli culture: yfike to argue. The Americans tend to
collaborate more, and it gets very stressful fenthuntil they figure out how to kind of merge
the cultures.” The software engineer adapted. Heos®d some structure on the Israelis that
helped him maintain his own style of being thordygbrepared; that accommodation enabled
him to accept the Israeli style. He also noticest team members weren't just confronting him;
they confronted one another but were able to wogkether effectively nevertheless. He realized

that the confrontation was not personal but cultura

2.5.2 Managerial intervention



According to Oberg, (1960), this is basically sgthorms early or bringing in a higher-level
manager. When a manager behaves like an arbitatojudge, making a final decision without
team involvement, neither the manager nor the tgaims much insight into why the team has
stalemated. But it is possible for team membersstomanagerial intervention effectively to sort
out problems. Doing it right often means doingaitlg in the life of the group. The manager sets

some norms of what's appropriate and what's not.

When an American refinery-safety expert with sig@iht experience throughout East Asia got
stymied during a project in China, she called in ¢mmpany's higher-level managers in Beijing
to talk to the higher-level managers to whom thén€s$e refinery's managers reported. Unlike
the Western team members who breached etiquetipprpaching the superiors of their Korean
counterparts, the safety expert made sure to rebmrarchies in both organizations.

"Trying to resolve the issues," she told us, "theal management at the Chinese refinery would
end up having conferences with our Beijing officel also with the upper management within
the refinery. Eventually they understood that ween# trying to insult them or their culture or
to tell them they were bad in any way. We werenigyio help. They eventually understood that
there were significant fire and safety issues. et actually had to go up some levels of
management to get those resolved.”

Managerial intervention to set norms early in artedife can really help the team start out with
effective processes. In one instance reported ta msulticultural software development team's
lingua franca was English, but some members, thdlggh spoke grammatically correct English,
had a very pronounced accent. In setting the graules for the team, the manager addressed

the challenge directly, telling the members thatthad been chosen for their task expertise, not



their fluency in English, and that the team wasgdb have to work around language problems.
As the project moved to the customer-services itrgirstage, the manager advised the team
members to acknowledge their accents up front.saitethey should tell customers, "I realize |

have an accent. If you don't understand what lymgajust stop me and ask questions.”

2.5.3 Structural intervention

A structural intervention is a deliberate reorgatian or reassignment designed to reduce
interpersonal friction or to remove a source of ficinfor one or more groups (Zuckerman,
1960). This approach can be extremely effectivenmbievious subgroups demarcate the team
(for example, headquarters versus national subgd)aor if team members are proud,
defensive, threatened, or clinging to negativeestigpes of one another.

A member of an investment research team scattemedsacontinental Europe, the UK, and the
U. S. described for us how his manager resolvedictnstemming from status differences and
language tensions among the team's three "tridé&"'manager started by having the team meet
face-to-face twice a year, not to discuss mundametatday problems (of which there were
many) but to identify a set of values that the temonld use to direct and evaluate its progress.
At the first meeting, he realized that when hetsthtto speak, everyone else "shut down,"
waiting to hear what he had to say. So he hirebrsutant to run future meetings. The
consultant didn't represent a hierarchical thredtwsas therefore able to get lots of participation
from team members.

Another structural intervention might be to cresmealler working groups of mixed cultures or
mixed corporate identities in order to get at infation that is not forthcoming from the team as

a whole. The manager of the team that was evalyaétail opportunities in Japan used this



approach. When she realized that the female Japammsultants would not participate if the
group got large, or if their male superior was prgsshe broke the team up into smaller groups
to try to solve problems. She used this technigyeatedly and made a point of changing the
subgroups' membership each time so that team mergbéto know and respect everyone else
on the team.

The sub-grouping technique involves risks, howeltdsuffers people who are not working well
together or not participating in the larger groap éne reason or another. Sooner or later the
team will have to assemble the pieces that thersupg have come up with, so this approach
relies on another structural intervention: Someomst become a mediator in order to see that

the various pieces fit together.

2.5.4 Exit Strategy

This entails removing a team member when otheronptihave failed. In their study titled
‘Individual differences in adaptation and well-bginvan der Zee; Van Oudenhoven, & Bakker,
(2002), found out that people, whether on permapoerghort-term teams were assigned work
and they could see the end and knew they wouldegetsigned, they would do what we call
"lump it", that is swallow their pride and cope.tWmuch longer-term teams, there was found
occasional examples of people leaving. Insteadyaig to enhance the situation or the people,
they just moved on.

An American member of a multicultural consultin@gne described the conflict between two
senior consultants, one a Greek woman and the @holish man, over how to approach
problems: "The woman from Greece would say, 'Heéh&svay | think we should do it." It would

be something that she was in control of. The goynfiPoland would say, 'l think we should



actually do it this way instead.' The woman wouladkof turn red in the face, upset, and say, 'l
just don't think that's the right way of doing it.would definitely switch from just professional
differences to personal differences. "The womamfi@reece ended up leaving the firm. That
was a direct result of probably all the differesgéues going on between these people. It really
just wasn't a good fit. I've found that oftentinvelsen you're in consulting, you have to adapt to
the culture, obviously, but you have to adapt asimuch to the style of whoever is leading the
project.”

Though multicultural teams face challenges that ao¢ directly attributable to cultural
differences, such differences underlay whateveblpro needs to be addressed in many of the
teams. Furthermore, while serious in their own trighen they have a negative effect on team
functioning, cultural challenges may also unmaskdamental managerial problems. Managers
who intervene early and set norms; teams and mamageo structure social interaction and
work to engage everyone on the team; and teamscHratsee problems as stemming from
culture, not personality, approach challenges gitbd humor and creativity (Ward & Chang,
1997). Managers who have to intervene when the te@greached a stalemate may be able to
get the team moving again, but they seldom empdawerhelp itself the next time a stalemate

OCCurs.

Take, for example, this story about a financiakges call center. The members of the call-
center team were all fluent Spanish-speakers, tnueswvere North Americans and some were
Latin Americans. Team performance, measured by @bwered per hour, was lagging. One
Latin American was taking twice as long with helixas the rest of the team. She was handling
callers' questions appropriately, but she was elsgaging in chitchat. When her teammates

confronted her for being a free rider (they reseémtaving to make up for her low call rate), she



immediately acknowledged the problem, admitting stee did not know how to end the call
politely — chitchat being normal in her culture.ejtrallied to help her: Using their technology,
they would break into any of her calls that wenerdivne, excusing themselves to the customer,
offering to take over the call, and saying thas #anployee was urgently needed to help out on a
different call. The team's solution worked in thes run, and the employee got better at ending

her calls in the long run.

2.6  Factors that Sabotage Team Performance

It's so easy to underperform! We've all done it ha off day or simply not felt like making an
effort. Most commonly because our energy levelsttlate perhaps from lack of food, lack of
sleep, lack of exercise or simply our body's bitihy. Naturally our personal wellbeing has an
effect on our ability to perform. Whether you'reemployee, manager, leader or business owner
it's useful to understand and control your enedggt@iations. And even though this means
performance could fluctuate, it's usually not Idegn or permanent. According to Watson &
Clark, (1984), if you're working with a team whehere is constant underperformance, where
employees hesitate to work together or where fetemm members don't even show up, it's very
likely there are other problems. At first they mssem to be just small problems that are left
unresolved because they're not important enoughb&@ause they're unresolved and continue to
grow they soon begin to impact team performanceal il there is no resolution or discovery

of the cause of the problems. If this sounds togsstic, it is happening in teams every day.

One of the most important things to do is recogriiee cause of the problems. An example
would be if decisions are made when some team misnatve not present and they are not kept

informed yet are expected to produce the sametrasuhe rest of the team. Then at the next



team meeting they're reprimanded for their lackafvity. Mostly we only see the effect of the
problem, like in the above example where those teambers not present didn't produce a
result, which was caused by a lack of communicatibime following are the common of

problems that sabotage team performance accorifRgrttaine, Manstead, & Wagner, (1993).

2.6.1 Fear

The most common cause of poor team performanceaisor perceived fear. The fears can be
personal or shared by the entire team. To overdbwese fears skilled team leaders can assist
individuals and the team to identify their fearsdarstand the cause of the fear and create a plan
to reduce or eliminate it. Then there is also thar fof the external environment, such as the
consequences of the current economic crisis, wtachbe reduced by creating shared objectives
and goals. Along with identifying the actions thearn could take it would give the team a

common bond and help them overcome their fears.

2.6.2 Internal Conflict

This is an enormous source of underperformance anymteams. Conflict occurs most
commonly when there are no ground rules and prablema not dealt with or cleared up as soon
as they arise. Creating a Team Code of Practideasdist teams to reduce conflict by giving

team members a pre-determined set of rules to dyided to use in conflicting situations.

2.6.3 Lack of Direction

This can easily sabotage team performance witleaurhtmembers being aware of it. If the team

leader, manager or leaders of the enterprise drelear on the direction they are heading in,



their teams will simply follow in their footstepBirection must be set by the business leadership

and consistently communicated to everyone in thmte

2.6.4 Lack of Communication

This, amongst team members, and from the leadetshthe employees, remains one of the
biggest problems in managing and increasing teamfonpeance. When people are not
adequately informed there is an increase in mistaReor decision making, poor customer
service and more. Multiple channels of communicatimat are open to communication passing

in both directions are a critical part of incregstaam performance (Ruben, & Kealey, 1979).

2.6.5 Lack of Trust

When this happens between management and staffmongst team members, it creates a
negative spiral that can be difficult to reverse. é&xample is the massive drop in trust amongst
the world’s financial institutions, has been pdifiaesponsible for creating the global credit
crisis. When there is sufficient reason for pedplestop trusting each other it can take a long
time to re-establish that trust and get the teaok Ib@ a higher level of performance (Ruben &
Kealey, 1979). It's imperative that team leaders sranagers avoid this scenario because the

consequences can be devastating and long term.

2.6.6 Divisive Culture

This occurs in teams where there is no agreedfsetloes to guide the culture. This results in
the most dominant people creating team culture lwvban quickly divide the team. For instance

dominant leaders and managers can alienate sora# tg'am members by not facilitating a



process that develops team culture. From the leamtananagers viewpoint it may seem to be an
effective form of team management and control, ibutsually has the effect of reducing

productivity and performance. Ensure you're buddan inclusive culture in your business and
amongst your teams. If you're experiencing low lew# team performance consider the list of

causes above and ask yourself if any of them coelthe reason.

Leaders should take some time to step back anly maadlyze the cause, either by listening and
observing or asking questions. Once you've idedtithe cause you'll need to make decisions
and take action that will give you a different réskmvolve your team in this process as much as

possible and you'll gain far more than you woultieve.

CHAPTER 3 : RESEARCH METHODOLOGY

3.1 Introduction

The research methodology focuses on research dgsogulation of the study, sample and

sampling methods, data collection methods and atedbysis.



3.2 Research Design

Research design is defined as the arrangementmafitmns for collection and analysis of data in a
manner that aims to combine relevance to purposetiaé economy in procedure (Mugenda & Mugenda,
2003).

This research will be a case study. The cases stuethod provides much more detailed

information on the subject under study. It is alsge from material bias and enables one to

intensively study a particular unit.

3.3. Data collection

Primary data will be collected for this study. Pamy data consists of facts, assumptions and
premises obtained directly from the field.
The data will be gathered through a structureerimew guide and five senior managers will be

interviewed.

3.4  Data analysis

Content analysis will be used to analyze the camialié data. According to Nachmias &
Nachmias (1996), content analysis is a techniquerfaking inferences by systematically and

objectively identifying specified characteristidsnoessages and using the same to relate trends.

CHAPTER FOUR ) DATA ANALYSIS, RESULTS AND

DISCUSSION

41 Introduction



This chapter contains the research findings togethth their interpretation. Data on general
information; the communication process and rolesnmunication channels and information
flow; effects of communication on multicultural tegperformance and communication related
challenges is analyzed.

4.2 General Information

General information considered included information respondents, key players in the
communication process and roles and channels ofreomntation and how information flows

within the organization.

4.2.1 General Information on Respondents

Table 1: Respondents

Department of | Nationality of team | Length of Service| No. of nationalities
Team Leader leader (Years) in the team

Human Resource Kenyan 6 3

Resource Nigerian 4 3

Mobilization

Finance and Kenyan 16 4

Administration

Procurement andBriton 5 3

Logistics

Public Relations Tanzanian 7 2

From the analysis above, there is an indicationhtttediversity of cultures in each department is
enough to warrant an investigation on how commuiunalows effectively amongst the team
members. There is a balanced representation @reliff cultures across the team leadership and

among the team members.



4.2.2 Communication Players and Roles

Table 2: Key players in the communication processral their roles

Key Player Role

Directors and Managers Dissemination and interaatin

Team Leaders Distribution and management of feédbac
Team members Contribution to ideas, processesteatdgies

According to the findings, the effectiveness of canmication is dependent on the participation
of all parties within the team. Observance of pcot was mentioned as key and the issue of
seeking clarity or affirmation in the course of tbemmunication process is important for

effective delivery of intended messages.

4.2.3 Communication Channels Information Flow

Table 3: Channels of communication and how informaon flows within the

organization

Channels Communication flow
Email/mail shots Top-down

Chat messages Bottom-up

Memos Lateral/Parallel

Website Headquarters to regional




Twitter — sumus/karl Regional to headquarters

Phone

Intranet/pop-ups

Face-face/one-on-one

Group meetings

Different channels of communication and modes ohicwinication flow are used depending on

the line of structure and the nature of informatioe passed whether formal or informal.

4.3 Effects of Communication on Multicultural TeamPerformance

The objective of the study was to determine theafbf communication on performance of
multicultural work teams at Oxfam GB-Kenya. Thep@sdents were asked questions based on
the current team performance, current challendasgeeto communication and the effects of the
challenges on performance of the multicultural wim&ms. The findings are presented in tables

4-5.

4.3.1 Current Team Performance

Table 4: Description of the current team performane

Department Description  of | Is this the optimal | Reason why its not optimal

current performance?

performance
Human Fair No Information load is very high and| it
Resource needs to be put into context
Resource Fairly good No There is need for better
Mobilization understanding of the different




of

cultural backgrounds for enhanc
performance

Finance  and Good No There is need for constant feedb

Administration and reviews which is hindered |
the high scale of workload withi
the organization.

Procurement | Good No There is a need for more persg

and Logistics than  impersonal means
communication

Public Above average Yes Staff freely plan their work @yuod

Relations an extra mile. At times the team
shares work and assist each other.

The findings point towards a fairly satisfactoryrfjpemance but there is a lot of room for

improvement if the issues pointed out are workeevith an aim of improving the performance.

4.3.2 Current Challenges and Effects

Table 5: Current Challenges related to communicatio in the multicultural team and their

effects.
Department Current Challenges Positive effect | Negative effect
Human Information overload Diversity of | Information
Resource Misunderstandings amongsideas has led tpoverload is time
team members fromenriched consuming.
different cultural| decisions
backgrounds.
Resource Differences in LanguageEmbracing offIn case of
Mobilization meanings differences has misunderstandi
Differences in accents improved on| ng, conflict
team members' resolution is
patience difficult
resulting  into| affecting team
more team performance.
coherence.




Finance and
Administration

of
0

Misinterpretation
information based

Team member
nare challengec

5 Misinterpretatio
In of feedback

D

(1)

diversity of backgrounds |to improve tojby a membe
Differences in directness ¢ravoid direct| being taken as
indirectness  in  giving negative personal attac
feedback feedback on one’s
personality
leading to
resentment an
demoralization.
Procurement | Misunderstanding of None Wastage of tim
and Logistics | context informing world and poor
views. working
Verbal and non-verbal relationships
language barriers thus affecting
delivery of
program
objectives.
Public National and internationalNone Less cohesio
Relations staff have separate informal amongst the
gatherings and separdte team members.

work networks.

The challenges that came out include informatioerlead; misunderstandings

amongst team members from different cultural bamkgds; differences in

Language meanings; differences in accents; migreggtion of information

based on diversity of backgrounds; differencesitacthess or indirectness in

giving feedback Misunderstanding of context infangivorld views.

The findings point towards congruence in the natifirehallenges that each of the teams face in
the face of a multicultural work setting. The chaljes are either positive or negative and their

effect on team performance depends on how the teader is able to harness the potential

inherent therein.



CHAPTER FIVE: SUMMARY, CONCLUSION AND

RECOMMENDATIONS

51 Introduction

This study aimed at determining the effect of comication on performance of multicultural
work teams at Oxfam GB-Kenya. This chapter presehts discussion, conclusion and
recommendations based on the study findings. Tidnigs have been discussed in accordance
to the objectives of the study; the conclusionsmdrdrom the study and recommendations

arising from the study given

5.2  Summary of Findings

Based on how the respondents described commumicati@ multicultural setting as; it was
noted that communication cuts across the team asgar of the cultural background of the team
members and therefore is of great essence. Thendspts indicated that communication in
such a setting can be poor based on the variodkerpes associated with working with people
from different cultures. Being a core backbone fté¢ functioning of any organization, poor
communication has been known to paralyze operatieading to poor work performance.
However, with deliberate and conscious effort bloyhthe team leaders and team members to
understand and embrace each others’ differencessaime challenges can be turned around to
become a rich source of strength for the team’sopeance. Some of the measures that the

organization has taken in an effort to neutralizes thallenge include creating a conducive



environment for all by treating all members equaliyterms of benefits and other work related
issues; having one on one monthly sessions amoegst leaders in order to share of ideas on
how to deal with the various communication chalEnghat each team leader has been facing
over the course of the month and mediation in tlemeof conflicts that has facilitate avoidance
of a situation of reversing any gains attained m effort to enhance multicultural team

communication and subsequent performance.

It was also noted that multicultural team commuiiceais varied to meet different needs in
different key languages. This means that therehés task of ensuring that the messages
communicated are decoded by all persons from tfiereint cultural backgrounds in the same
way. Nonetheless, there exists an official languayeommunication that everyone is fairly
versed in to avoid mix up during communication. Trganization has taken this measure in a
bid to create rapport amongst all staff but wheherd is need for interpretation of
communication in the language of the person comckrthe same is done to ensure that
information flows and that this is not used by #ikected team members as an excuse for poor
performance. Use of more written communication @sosed to verbal communication is also a
strategy that ensures uniformity in communicatiesduse non verbal communication can easily

be misinterpreted depending on one’s cultural beakay.

Communication in a multicultural setting is a comphactivity that requires similarly complex
systems to ensure common approaches and undersgaitdis a challenging experience given
the diversity of backgrounds of the team memberanguage differences, accents and

preconceived notions are some of the major chadendhe organization has taken certain



measures to deal with this challenge including tawasof an open plan sitting arrangement to
enhance openness and cohesion amongst the teamenseplanned diversity functions such as
‘away days’ and ‘happy hour’ and diversity awarenamong staff. Team challenges or team
building activities have enhanced team bonding wstibsequent improvement in work

performance back at work.

53 Conclusion

From the ensuing discussion, the conclusion is dmmimunication has a great effect on
performance of multicultural work teams in more walyan one. It has been proved that poor
communication has the effect of bringing forth imf@tion overload which is time consuming;
misunderstanding and conflict resolution is diffiaffecting team performance;
misinterpretation of feedback by a member can lienisas a personal attack on one’s
personality leading to resentment and demoralimatiWastage of time and poor working
relationships that affect delivery of program olipges and less cohesion amongst the team

members.

On the other hand, good communication has theteffgficbringing diversity of ideas leading

to more enriched decision making; Embracing ofeddhces has the tendency of improving on
team members’ patience resulting into more teanemeite and team members are challenged
to improve on their work performance to avoid diraegative feedback based on previous

mistakes.

54 Recommendations



Based on the findings of the study, the researgives the following recommendations:

There should be more Kenyans or Africans in thea®@x{5B-Kenya team management as they
have a better understanding of the local cultuikthereby they can be able to manage diverse
cultural teams from that platform.

There should be more informal interactions betwteerteams to enhance bonding.

All communication that goes out should considerdiversity of the audience.

The organization should consider the use of tréamdavhere difficulties in understanding the
official language are evident.

There ought to be more face-face communicatiorrderoto be able to understand and embrace
non-verbal ques.

Team leaders should drive the team from the frgnbding team players without any form of
segregation.

Each team member must deliberately seek to undersitad embrace other cultures. Better
appreciation of the context and cultural differenggherent amongst the culturally diverse team
members must be enhanced if any gains are to beed&n communication.

The organization should structure induction progrees to suit different cultural backgrounds
and this should be a continuous process.

The organization should adopt an open door polieghsthat those having communication
challenges can be heard and assisted thereby.

The human resources department should be led bgcal fperson who understands the

underlying issues and is able to deal with thenoatogly.



5.5  Limitations of the Study

The major limitation of this study is primarily egéd to the scope of the research. This is a case
study of Oxfam GB Kenya and therefore may not bgreasentative of the scenario in all

Multinational corporations in whether in Kenya @ybnd.

The study also focused on team leaders only a®ndgpts leaving out other major players, for

instance, the team members’ perspectives out giitiere.

5.6  Suggestions for Further Research

The researcher suggests that similar studies baéucted in other multinational corporations for
purposes of comparing trends and coming up witheng@aneric conclusions on the effect of

communication on the performance of multiculturakiwteams.
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APPENDIX: INTERVIEW GUIDE

General Information

Department of team l@ader............ooii i ——
Nationality of team leader...... ..o
Length of service with the organization................cooooi i,

No. of different nationalities in the teaAM ...ttt e

Background Information

1. How would you generally describe communication iouty organization in the light of a
MUILICUITUTAl SETING?..ciiieiiiiieieeeee ettt n e e e e e e eeeeeees



. What channels of communication are used in the

(o0 =T 142 11 [0] 0 1

Effects of Communication on Multicultural Team Performance

How  would you describe  the  current  performance  of oury work

LS 1 1 1P

. What challenges related to communication in youttiswitural team are you currently facing?

Please list them and eXpouNnd......... ... ..ot



8. How have these challenges affected the performahygeur work team?

A, POSIIVEIY ...

9. Which challenges would you say has made the gteptestive contribution to your team’s
performance? Give reasons for your

o T SN PR

10.Which challenges would you say have made the geategative impact on your team’s

performance?



Measures Taken and Recommendations

11.What measures has the organization put in plackab with the challenges of communication
that hinders performance of team in your

TR L0 | (0] IR

12.What are your recommendations on how communicatiomulticultural work teams can be

enhanced?



