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1.      Overall structure of the research  
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2. 
Questionnaire

The questionnaire was used to measure the actual and desired organizational culture of IFF. 
2.1
Statistics
Total employees that the questionnaire was sent to: 220

Total responses: 136
Percentage of total responses (136/220) : 61%

2.2
Calculation of the scores
2.2.1
Calculation of the average scores for the cultural dimensions that were measured to define the actual organizational culture
· The lowest total average score per dimension is 6. 6 Is the lowest average score because there are 6 questions to measure 1 dimension (6*1=6).
· The highest total average score per dimension per respondent is 24. 24 Is the highest average score because there are 6 questions to measure 1 dimension (6*6=24).
· Calculation of the average score for 1 particular dimension:  the sum was taken of the average scores for each of the 6  separate questions to measure 1 particular dimension. 

All scores (1,2,3 or 4)  have a different meaning per measured dimension. The specific meaning for the scores can be found at the end of each question. 
The average scores are presented in the report on a scale of 6 – 24. 6 At the left end of the scale because 6 is the lowest score possible for 1 particular dimension. 24 At the right end because 24 is the highest score possible for 1 particular dimension.

Example
 of the calculation of the average score for the first of six questions to measure 
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power distance:

2.2.1 
Calculation of the scores for the cultural dimensions were measured to define the desired organizational culture

· The lowest total average score per dimension is 6. 6 Is the lowest score because there are 6 questions to measure 1 dimension (6*1=6).
· The highest total average score per dimension per respondent is 24. 24 Is the highest ascore because there are 6 questions to measure 1 dimension (6*6=24).
· Calculation of the score for 1 particular dimension:  the sum was taken of scores of the average scores for each of the 6  separate questions to measure 1 particular dimension. 

All scores (1,2,3 or 4)  have a different meaning per measured dimension. The specific meaning for the scores can be found at the end of each question. 
The average scores are presented in the report on a scale of 6 – 24. 6 At the left end of the scale because 6 is the lowest score possible for 1 particular dimension. 24 At the right end because 24 is the highest score possible for 1 particular dimension. 

For there not to be a gap the average score of the outcomes per dimension from the questionnaire distributed amongst employees must fall in the same section (6 – 10.5, 10 – 15, 15 – 19.5, or 19.5 – 24) of the scale as the score for a particular dimension from the questionnaire that was filled out by H. Schellevis. The definition of the sections that represent the desired level of the cultural dimensions were based upon the questionnaire filled out with H. Schellevis, in case of doubt (eg. a score precisely in between two selection) the dimension was discussed with H. Schellevis to determine the actual desired section on the scale.

2.3
Online Questionnaire

[image: image12.jpg]Step 1. Outline actual
communication

v

Step 2. Outline

1. Questionnaire to measure
actual organizational culture

h 4

2.Overview actual
communication. Based on the
theories of Hofstede &
Trompenaars

desired
communication

v

‘ Step 3. Gap Analysis I

‘ Step 4. Recommendations I

1. Questionnaire to

measure desired
organizational culture

v

2.Overview desired
communication. Based onthe
theories of Hofstede &
Trompenaars





[image: image2.emf]
[image: image3.emf]
[image: image4.emf]

[image: image5.emf]
[image: image6.emf]
[image: image7.emf]
[image: image8.emf]
[image: image9.emf]

2.4
Questionnaire including response rates and average scores

1.
Questions power distance

    


I completely 

I very 

    


disagree           

much agree

1. When working in a project team I feel that I can freely express myself no 
matter who the other team members are.




1
2
3
4










16.98%
39.62%
30.19% 
3.21%

2. I feel free to disagree with my superiors and start a discussion about a 
difference of opinion.






4
3
2
1










3.77%
54.72%
30.19% 
1.32%

3. Managers do not consider non-managerial employees as equal in 
communication and decision making when working on a project.

1
2
3
4









7.55%
56.6%
26.42%
9.43%
4. I expect my manager to tell me what to do and exactly how he wants it 
to be done.







1
2
3
4










1,89%
32,08%
52,83%
13.21%

5.  Privileges according to status are not desirable within IFF.                                 1             2             3             4   
                                                                                                                                             11,32%  37,74%   37,74% 13,21%                                                                                                                                                                             
6. I find that the power distance between managers and non- managerial 
employees in a project team has a very negative effect upon the performance 
of individual team members with a lower position.
 


4
3
2
1
18,87% 
45,28% 
32,08%
3,77%
1 =  Very high level of Power Distance. 2 = Relative high level of Power Distance.  3 = Relative low level of Power Distance.  4 =  Very low level of Power Distance 

Total Score: 15.4
6 – 10.5  =  Very high level of Power Distance.  10.5 - 15  = Relative high level of Power Distance.  15 – 19.5  = Relative low level of Power Distance.   19.5 – 24 =  Very low level of Power Distance 

2. 
Questions masculinity vs. femininity 



I completely 

I very 

    


disagree            

much agree

1. At IFF there is not a clear difference between male and female employees 
with regards to their role in the organization.



1
2
3
4










0,00%
16,98%
67,92%
15,09%


2. Everybody that works at IFF is equal, the hierarchical structure that is 
present only derives for practical reasons like dividing responsibilities and
 facilitating the decision making process within the organization.

1
2
3
4










1,89%
16,98%
66,04%
15,09%
3. Conflicts must be solved by compromise and negotiations.


1
2
3
4










1,89%
5,66%
54,72%
37,74%
4. Managers have to use their intuition and strive for consensus in when 
solving a conflict.







1
2
3
4










9,43%
35,85%
37,74%
16,98%

5. Within IFF employees usually have a low level of assertiveness, ambition 
and competitiveness when working in a project team.


1
2
3
4










1,89%
18,87%
39,62%
39,62%
6. I would describe the average employee at IFF as supportive, nurturing, 
and deferent.







4
3
2
1










62,26%
33,96%
3,77%
0,00%

1 = Very high level of  Masculinity. 2 = Mainly Masculine.  3 = Mainly Feminine.  4 = Very high level of Femininity.

Average score: 18.6
6 – 10.5  = Very high level of  Masculinity. 10.5 – 15  = Mainly Masculine.  15 – 19.5  = Mainly Feminine.  19.5 - 24 = Very high level of Femininity.

3.
Questions uncertainty avoidance




I completely 

I very 

    


disagree           

much agree

1. Individual team members are not expected to do or say something 

out of the ordinary by the other team members.



1
2
3
4









5,66%
11,32%
49,06%
33,96%
2. When working in a project team actions and decisions are 

never elaborately discussed.





4
3
2
1









28,30%
64,15%
5,66%
1,89%

3. In project teams the approach to completing the project usually is 

to select a method that has already proven to be effective.


1
2
3
4










1,89%
9,43%
56,60% 32,08%

4. I see rules and regulations within IFF merely as a basic 

structure and guideline for employees to act upon.



4
3
2
1










0,00%
3,77%
37,74%
58,49%

5. I feel stimulated and invited to try new things that are 

original and creative by the managers in project teams at IFF.

4
3
2
1










16,98%
28,30% 
47,17%
7,55%


6. I prefer to work with methods that I know are sufficient 

rather then trying new methods. 





1
2
3
4










20,75%
60,38%
18,87%
0,00%
1 =  Very low level of uncertainty avoidance.    2 = Relative low level of uncertainty  avoidance.

3 = Relative high level of uncertainty avoidance.  4 = Very High level of uncertainty avoidance.

Score: 15.5
6 – 10.5  =  Very low level of uncertainty avoidance.    10.5 – 15  = Relative low level of uncertainty  avoidance. 15 – 19.5 = Relative high level of uncertainty avoidance.  19.5 - 24 = Very High level of uncertainty avoidance.
4.
Questions universalism vs. particularism



I completely 
            I very 

    


disagree

            much agree

1 In project teams the used communication style derives from the 
personal relationship amongst team members rather than that a standard 
and uniform approach is used to discuss all projects.



 1
2
3
4









0,09%
30,30%
54,55&
6,06%

2. Within project teams elaborate explanations and metaphors are used to 
support statements and explain opinions more than that rational and 
professional arguments are used.





1
2
3
4










19.7%
25,76%
40,91%
13,64%
3. At IFF managers strive for consistency and uniform procedures rather 
than to build an informal network and create private understandings.

4
3
2
1










0,00%
18,18%
53,03%
28,79%

4. In case of a conflict in a project team a manager values rules more 
than he chooses the standard by which the conflict is dealt with upon the 
persons that are involved.






4
3
2
1










6,06%
25,76%
43,94%
24,24%

5.  Criticism in project teams directed to a specific person is usually taken 
very personal by the person that is criticized.



1
2
3
4










6,06%
46,97%
30,30%
16,76%

6.  When working in project teams mainly informal patterns of 
communication and flexible deadlines are used.



1
2
3
4









15,15%
24,24%
24,24%
36,36%


1 =  Very universalistic . 2 = Mainly universalistic.  3 =  Mainly particularistic. 4 =   Very particularistic.

Average score: 14.5

 6- 10.5   Very universalistic . 10.5 - 15 = Mainly universalistic.  15 – 19.5 =  Mainly particularistic. 19.5 -24  =   Very particularistic.

5.
Questions individualism vs. communitarianism


I completely 

I very 

    


disagree


much agree

1. Projects are only discussed during relevant meetings. Decisions 
that have to be taken in between meetings are usually taken on 
an individual basis.






4
3
2
1









19,70%
39,39%
34,85%
6,06%

2. I  like to discuss all decisions that I have to  make  with my 

colleagues and highly value their opinion.




1
2
3
4










6,06%
39,39%
36,36%
18,18%
3. I love it when I am praised for my individual achievements in front of 
my colleagues.







4
3
2
1










9,09%
34,85%
39,39%
16,67%
4. Within project teams the concept of synergy (individuals in a group 
perform better than an individual alone) is very important.


1
2
3
4










1,52%
19,70%
54,55%
24,24%
5. When working in a project team my personal satisfaction is more 
important than the wellbeing of the team I work with.


4
3
2
1










1,52%
33,33%
42,42%
15,15%
6. At IFF it is normal that responsibility for the outcome of a project is taken
by the whole project team.





1
2
3
4










3,03%
13,64%
33,33%
50,00%
1  =  Very individualistic. 2 = Mainly individualistic. 3 =  Mainly communitarian.  4 = Very communitarian.

Average score: 16.4
6 – 10.5  =  Very individualistic. 10.5 - 15 = Mainly individualistic. 15-19.5  =  Mainly communitarian.  19.5 -24 = Very communitarian.

6.
Questions neutral vs. affective




I completely 

I very 

    


disagree           

much agree

1. Employees at IFF in general speak up when they disagree with the way 
things are going in a project team.





1
2
3
4









9,09%
22,73%
43,94%
24,24%

2. Being open and expressive to other members of a project team about 
personal feelings is very common within IFF.



1
2
3
4









7,58%
24,24%
43,94%
24,24%
3. In a project meeting it is preferred that attendants stick to the point.
Meetings in general are short and only matters on the agenda are discussed.
4
3
2
1










33,33%
46,97%
13,64%
6,06%
4. In a project team discussions are managed by elaborate discussion with 
al lot of words and emotions involved.




1
2
3
4










0,00%
12,12%
39,39%
48%
5. In teamwork a manager is usually the person that does most of the talking 
about a project in a clear and direct way.




4
3
2
1









3,03%
19,70%
42,42%
34,85%
6. Employees at IFF usually have a clear opinion about matters and are not 
afraid to express this opinion.





1
2
3
4










33,33%
28,79%
30,30%
7,56%
1 =  Very neutral.  2 =  Relatively neutral.  3=  Relatively affective.  4 = Very Affective.

Average score: 16.2
6 – 10.5  =  Very neutral.  10.5 -15 =  Relatively neutral.  15 – 19.5 =  Relatively affective  19.5 - 24 = Very Affective
7.
Questions specific vs. diffuse




I completely 

I very 

    


disagree            

much agree

1. I do not discuss my personal life with colleagues in project teams and 
they don’t tell me about theirs.





4
3
2
1










54,55%
37,88%
7,58%
0,0%

2. Within project teams it is not common to use titles or discuss skills that 
are not relevant to the subject at hand.




4
3
2
1









36,36%
56,06%
7,58%
0,0%
3. Managers at IFF can have a close personal relationship with all employees. 
When it comes to work related situations this personal relationship is set 
aside.
  4
3
2
1









25,76%
28,79%
33,33%
12,1%
4. Managers at IFF mainly work through vague instructions that 
allow the instructed employee a personal interpretation of the assignment.
1
2
3
4









1,5%
37,88%
42,42%
18,18%

5. Within project teams the overall approach to and communication about 
the project is blunt, precise, definitive and transparent.


1
2
3
4










13,6%
56,06%
28,79%
1,52%

6. The relationship that I have the other team members in a project team 
does have a large effect on my personal performance in the team.
      
1
2
3
4










1,52%
34,85%
37,88%
7,58%

1 = Very specific.  2 = Relatively specific. 3=  Relatively diffuse. 4 = Very diffuse.
Average score: 16.7

6 – 10.5 = Very specific.  10.5 – 15  = Mainly specific. 15 – 19.5 =  Mainly  diffuse.  19.5 - 24= Very diffuse.
8.
Questions achieved status vs. ascribed status 


I completely 

I very 

    


disagree         

much agree

1. In the introductory phase of new teams titles, educational background 
and work related experiences are broadly discussed.


1
2
3
4










43,94%
31,82%
15,15%
9,09%
2. Everybody that works at IFF knows who are considered to be high 
performers by the management.



 

4
3
2
1










19,70%
43,94%
30,30% 
6,06%
3. I always take suggestions made by superiors to heart because with their 
position they should know what is the right way of accomplishing a task or
dealing with an issue.






1
2
3
4









31,82%
40,91%
21,21%
6,06%
4. Managers may assume status and privileges because of their educational 
background or previous work experience.




1
2
3
4










46,97%
31,82%
16,67%
4,55%
5. Building a network with colleagues that enjoy a higher status within IFF 
helps me to acquire a higher status for myself.



1
2
3
4









27,27%
34,85%
24,24%
13,64%
6. If a person at IFF accomplishes a task very well his/her performance will 
be highly valued by others and publicly praised by their colleagues.

4
3
2
1










27,27%
36,36%
24,24%
12,12%

1 =  Status accorded to achievements.   2 =  Status mainly accorded to achievements. 3 =  Status mainly ascribed. 4 = Status ascribed.
Average Score: 13.5
6 – 10.5 =  Status accorded to achievements.   10.5 - 15 =  Status mainly accorded to achievements. 15 – 19.5 =  Status mainly ascribed. 19.5 - 24 = Status ascribed.

3.
Expert interviews
The summaries of all meetings with H. Schellevis were sent back to him for verification. The summaries that are in this appendix are the verified versions of the summaries.

The complete interview with A. Peterson that is in the appendix is the version that she sent to me via email.
3.1
H. Schellevis

General Information:

Name: Henk Schellevis
Nationality: Dutch
Company of current employment: International Fragrances and Flavors 

Liebergerweg 72-98

1221 JT Hilversum

P.O. box 309 1200 AH Hilversum

The Netherlands

Tel: +31 (0) 35 6883282

Faz: +31 (0) 35 6883282

Web: www.iff.com
Email: henk.schellevis@iff.com 

Position:  Director Human Resources Central and Northern Europe

Job description: No specific job description. In general: “To create an environment in which employees have the ability to maximize their contribution to IFF. A more specific job description is discussed every year with his superiors. The job description is based upon the business needs of IFF for the new year.”
Years of employment: 7 years
Educational background: 

· HBO, Personeel en organizatie (personnel and organization) at the Hogeschool in Driebergen 

· MBA, Bedrijfskunde at ICND in Utrecht 

· 1986 – 1 year, ABN AMRO, Human resource assistant 
Work Experience: (Please state your work experiences after graduating from University)
· 1986 – 1 year, ABN AMRO, Human resource assistant
· 1987 – 7 years, Tastemaker (now givaudean), Personnel manager 
· 1994 – 3 years, Bayer, Human resource manager
· 2000 – 7 years, at IFF Hilversum, first Human resource manager of The Netherlands and now Director Human Resources Central and Northern Europe.
3.1.1 
Meeting 1: Orientation

14-12-2007

Attendant: H. Schellevis, J. Parmentier, M. Wuisman

Could you explain to me the communication problem that IFF would like to have addressed by my dissertation?

We (the HR management of IFF)  spend a lot of time repairing mistakes that are a product of miscommunication in project teams. Ineffective meetings, unrealistic planning and a lack of sharing of information are only a few examples of things that need improvement.  We believe that our problem begins with the “unseen” aspects that influence the way of communicating of employees that can be identified in our organizational culture. The way that employees communicate and perform within project teams is in a manner that they have learned from our organizational culture.  We would like to know what aspects about the ideal situation that we envision clash with the actual situation based upon an examination of our organizational culture. We do not have quantified information about the desired and actual organizational culture that can provide an comparison between the actual and desired organizational culture of the organization. We know that we want to raise the bar for individual performances of individuals within project teams but before we can implement any change we need to know exactly from what starting point we  want to go a specified end point. Further we don’t  know how to approach the change in communication that will bridge the gap between the actual organizational culture to the desired organizational culture. 

3.1.2 
Meeting 2: Defining research goal

21-12-2007
Attendant: H. Schellevis, M. Wuisman
I would like to verify my interpretation of what was said in the previous meeting about the problem that my research should address: There is no outline for the desired communication nor is there specific information available about the actual communication within project teams at IFF.  You would like the difference between the actual and desired communication to be measured by comparing cultural dimensions that underlie the organizational culture of IFF. Without this information the HR management cannot determine where change is needed in order to attain the desired communication.  Is this correct? 

Yes, that is correct.
I would like to briefly discuss the extent of my research with you. With my research I will only be able to capture a small part of the organizational culture. To guard the feasibility of my research I will have to leave out many variables such as the personality of employees, personal cultural backgrounds, positions within IFF  external influences. The individual employee will not be considered but all scores that will enable me to quantify the research outcomes  about the actual organizational culture will be taken as an average.  Further research might be necessary to reach a very specific and more in-depth analysis of the IFF organizational culture. Do you, knowing the previous explained restrictions to my research, still find it valuable for this research to be conducted? 


Yes, very much so. We view your research as an orientation about how we should solve the communicational ineffectiveness. This orientation is important to us because it will provide us with insights about the accuracy of our ideas for the change that we now think is needed in our organizational culture. If your research concludes that many of the features that we desire to be in a certain way (desired organizational culture) are much different from what they actually are we will conduct a more in-dept research that will be elaborative and include many more research variables. 






3.1.3 
Meeting 3: Defining/discussing desired organizational culture
18-03-2008
Attendant: H. Schellevis, M. Wuisman

The scores that are marked red behind each question represent the answer that H. Schellevis filled out. H. Schellevis filled out the questionnaire ticking the boxes below the answers that the HR management would like the employees at IFF to have filled out. 


    








I completely 
I very 

1.
Questions power distance
    




disagree
much agree

1. When working in a project team I feel that I can freely express myself no 

matter who the other team members are.




1
2
3
4
2. I feel free to disagree with my superiors and start a discussion about a 

difference of opinion.







4
3
2
1

3. Managers do not consider non-managerial employees as equal in 

communication and decision making when working on a project.

1
2
3
4
4. I expect my manager to tell me what to do and exactly how he wants it 

to be done.








1
2
3
4

5.  Privileges according to status are not desirable within IFF.                                  1            2           3            4                                                                                                                
6. I find that the power distance between managers and non- managerial 

employees in a project team has a very negative effect upon the performance 

of individual team members with a lower position.



4
3
2
1

Total Score: 17

These scores were not shown to H. Schellevis before he completed the questionnaire.

6 – 10.5  =  Very high level of Power Distance.  10.5 - 15  = Relative high level of Power Distance.  15 – 19.5  = Relative low level of Power Distance.   19.5 – 24 =  Very low level of Power Distance 

                                                                                                                                               I completely       I very much 

2. 
Questions masculinity vs. femininity          



disagree         
   much agree

1. At IFF there is not a clear difference between male and female employees 

with regards to their role in the organization.




1
2
3
4

2. Everybody that works at IFF is equal, the hierarchical structure that is 

present only derives for practical reasons like dividing responsibilities and

 facilitating the decision making process within the organization.

1
2
3
4
3. Conflicts must be solved by compromise and negotiations.


1
2
3
4

4. Managers have to use their intuition and strive for consensus in when 

solving a conflict.







1
2
3
4

5. Within IFF employees usually have a low level of assertiveness, ambition 

and competitiveness when working in a project team.



1
2
3
4

6. I would describe the average employee at IFF as supportive, nurturing, 

and deferent.








4
3
2
1

Score: 15

These scores were not shown to H. Schellevis before he completed the questionnaire.
6 – 10.5  = Very high level of  Masculinity. 10.5 – 15  = Mainly Masculine.  15 – 19.5  = Mainly Feminine.  19.5 - 24 = Very high level of Femininity.

3.
Questions uncertainty avoidance



I completely 
I very 

    


disagree             much agree

1. Individual team members are not expected to do or say something 

out of the ordinary by the other team members.


1
2
3
4
2. When working in a project team actions and decisions are 

never elaborately discussed.





4
3
2
1
3. In project teams the approach to completing the project usually is 

to select a method that has already proven to be effective.

1
2
3
4

4. I see rules and regulations within IFF merely as a basic 

structure and guideline for employees to act upon.


4
3
2
1
5 I feel stimulated and invited to try new things that are 

original and creative by the managers in project teams at IFF.

4
3
2
1
6. I prefer to work with methods that I know are sufficient 

rather then trying new methods.




1
2
3
4

Score: 9 
These scores were not shown to H. Schellevis before he completed the questionnaire.

6 – 10.5  =  Very low level of uncertainty avoidance.    10.5 – 15  = Relative low level of uncertainty  avoidance. 15 – 19.5 = Relative high level of uncertainty avoidance.  19.5 - 24 = Very High level of uncertainty avoidance.
4.
Questions universalism vs. particularism



I completely 
I very 

    



disagree             much agree

1 In project teams the used communication style derives from the 

personal relationship amongst team members rather than that a standard 

and uniform approach is used to discuss all projects.



1
2
3
4

2. Within project teams elaborate explanations and metaphors are used to 

support statements and explain opinions more than that rational and 

professional arguments are used.





1
2
3
4

3. At IFF managers strive for consistency and uniform procedures rather 

than to build an informal network and create private understandings.

4
3
2
1

4 In case of a conflict in a project team a manager values rules more 

than he chooses the standard by which the conflict is dealt with upon the 

persons that are involved.






4
3
2
1

5.  Criticism in project teams directed to a specific person is usually taken 

very personal by the person that is criticized.




1
2
3
4

6.  When working in project teams mainly informal patterns of 

communication and flexible deadlines are used.



1
2
3
4

Score: 
14
These scores were not shown to H. Schellevis before he completed the questionnaire.

6- 10.5   Very universalistic . 10.5 - 15 = Mainly universalistic.  15 – 19.5 =  Mainly particularistic. 19.5 -24  =   Very particularistic.

5.
Questions individualism vs. communitarianism

I completely 
I very 

    


disagree             much agree

1. Projects are only discussed during relevant meetings. Decisions 

that have to be taken in between meetings are usually taken on 

an individual basis.






4
3
2
1
2. I  like to discuss all decisions that I have to  make  with my 

colleagues and highly value their opinion.



1
2
3
4

3. I love it when I am praised for my individual achievements in front of 

my colleagues.







4
3
2
1
4. Within project teams the concept of synergy (individuals in a group 

perform better than an individual alone) is very important.

1
2
3
4

5. When working in a project team my personal satisfaction is more 

important than the wellbeing of the team I work with.



3
2
1

6. At IFF it is normal that responsibility for the outcome of a project is taken

by the whole project team.






2
3
4

Score:  12

These scores were not shown to H. Schellevis before he completed the questionnaire.
6 – 10.5  =  Very individualistic. 10.5 - 15 = Mainly individualistic. 15-19.5  =  Mainly communitarian.  19.5 -24 = Very communitarian.

6.
Questions neutral vs. affective




I completely 
I very 

    


disagree             much agree

1. Employees at IFF in general speak up when they disagree with the 
way things are going in a project team.




1
2
3
4
2. Being open and expressive to other members of a project team 
about personal feelings is very common within IFF.


1
2
3
4
3. In a project meeting it is preferred that attendants stick to the point.

Meetings in general are short and only matters on the agenda 
are discussed.







4
3
2
1

4. In a project team discussions are managed by elaborate discussion with 

al lot of words and emotions involved.




1
2
3
4

5. In teamwork a manager is usually the person that does most of the talking 

about a project in a clear and direct way.



4
3
2
1
6. Employees at IFF usually have a clear opinion about matters and are not 

afraid to express this opinion.





1
2
3
4

Score: 15

6 – 10.5  =  Very neutral.  10.5 -15 =  Relatively neutral.  15 – 19.5 =  Relatively affective  19.5 - 24 = Very Affective.

7.
Questions specific vs. diffuse




I completely 
I very 

    


disagree             much agree

1. I do not discuss my personal life with colleagues in project teams and 

they don’t tell me about theirs.





4
3
2
1

2. Within project teams it is not common to use titles or discuss skills 
that are not relevant to the subject at hand.



4
3
2
1
3. Managers at IFF can have a close personal relationship with all
 employees. When it comes to work related situations this personal 
relationship is set aside.
  4
3
2
1
4. Managers at IFF mainly work through vague instructions that 

allow the instructed employee a personal interpretation of the 
assignment.







1
2
3
4
5. Within project teams the overall approach to and communication 
about the project is blunt, precise, definitive and transparent.

1
2
3
4

6. The relationship that I have the other team members in a project 
team does have a large effect on my personal performance in the team.1
2
3
4

Score: 13
These scores were not shown to H. Schellevis before he completed the questionnaire.

6 – 10.5 = Very specific.  10.5 – 15  = Mainly specific. 15 – 19.5 =  Mainly  diffuse.  19.5 - 24= Very diffuse.
8.
Questions achieved status vs. ascribed status 



I completely 
I very 

    



disagree             much agree

1. In the introductory phase of new teams titles, educational 
background and work related experiences are broadly discussed.

1
2
3
4

2. Everybody that works at IFF knows who are considered to be 
high performers by the management.

 


4
3
2
1
3. I always take suggestions made by superiors to heart because 
with their position they should know what is the right way of 
accomplishing a task or dealing with an issue.



1
2
3
4
4 Managers may assume status and privileges because of their 
educational background or previous work experience. 


1
2
3
4

5. Building a network with colleagues that enjoy a higher status within 
IFF helps me to acquire a higher status for myself.



1
2
3
4
6. If a person at IFF accomplishes a task very well his/her performance will 

be highly valued by others and publicly praised by their colleagues.
4
3
2
1
Score: 7

These scores were not shown to H. Schellevis before he completed the questionnaire.
6 – 10.5 =  Status accorded to achievements.   10.5 - 15 =  Status mainly accorded to achievements. 15 – 19.5 =  Status mainly ascribed. 19.5 - 24 = Status ascribed.

After H. Schellevis had filled-out the questionnaire I calculated the scores. I determined in what section on the scale (6 – 10.5, 10 – 15, 15 – 19.5, or 19.5 – 24) the scores of the measured actual organizational culture should fall in order to match the desired organizational culture. 

3.1.4 
Meeting 4: Verifying outline desired communication

25-04-2008
Attendant: H. Schellevis, M. Wuisman

After determining (by calculating the scores) the level with which the measured cultural dimensions make the desired organizational culture I drew an outline of the desired communication that will be compared with the outline for the actual communication. The outline is divided into two separate tables: Table 3.  Outline desired communication & Management, Table 4.  Outline desired communication & Communication.
The outline was verified by H. Schellevis to give a good impression of what the HR management of IFF would like communication in project teams to be like. 

3.2
A. Petersen

General Information:

Name: Alexia Petersen (native of Toronto, Canada, living in Aachen Germany for the last 20 years)

Nationality: Canadian/German

Company of current employment:  Self-employed, freelancer, co-managing Encompas
Encompas English Communication for Professionals
Im Mittelfeld 97
52074 Aachen
Germany
Tel: + 49 241 871970

Fax: + 49 241 871997
Web: www.aspetersen.de  

Email: info@aspetersen.de  

Position: Trainer and consultant in intercultural communication
Job description: I work equally with learners in the academic and commercial sectors. At universities and other academic institutions I train people of all levels: from individual professors, to administrative staff (international office, central exam offices, special programs co-coordinators, teaching assistants and lecturers, etc.), and students of all levels. In the commercial sector, I work with internationally active companies, from middle management level up to the corporate executive level. The typical target groups here are international project managers, engineers, scientists,  regional and national managers. 

For all user groups, the focus of the training is on leadership styles issues, creating a synergistic intercultural team out of multicultural diversity, conflict management in multicultural teams, negotiation across cultures, identifying and solving culture-based problems and tools, managing cultural change, identifying hidden conflicts in “international English”, and learning how to use English as a mediatory tool in negotiating conflict.

Years of employment: 15+ years

Educational background: Honours Bachelor of Arts in English Literature from the University of Toronto, Canada; Honours Master of Arts in English Literature from Queen’s University, Kingston, Canada. 

Work Experience: (Please state your work experiences after graduating from University).

Self-employed trainer and consultant in IC soon after my arrival in Germany from Toronto, Canada.

Please also see above in “Job description”

3.2.1
 Interview 
26 - 03 - 2008
Via Email
1. 
From your website I understand that you currently teach a multi-day workshop on intercultural communication. What is the most important goal for you and the participants of the workshop?
1. To define right at the onset of what “intercultural communication” is about. Most people have few concrete ideas of what this topic is and how it can be trained. Much of the credibility of a trainer is established in how concretely (s)he defines that at the beginning; clarifies the conceptual approach and then maintains clarity of the conceptual “red thread” throughout the workshop and relating all subsequent applications back to it.

2. Provide a practice-oriented approach with a clear focus on skills transfer. Whatever conceptual framework that is introduced must be worked vigorously by the trainer to function not only as a conceptual explanatory model but simultaneously as a tool for strategy building and solutions. 

This approached is I use as an example for the managers for when they encounter a problem. A problem such as you are dealing with in your dissertation also needs a clearly defined red thread so that all people involved will be able to understand what is expected of them.
2. 
Would you confirm that the difference between organizational cultures like the actual and desired organizational culture that I research is the same difference as the difference between national cultures are? 

Yes I would confirm that. Obviously when a difference between the scores for the cultural dimensions that you will measure occurs there is a difference in culture. When solving of the ineffectiveness in communication that you describe intercultural communications should be taken into consideration when entering a dialogue with employees about changing behaviours. 
3. 
What is the most important aspect of the multi-day workshop on cultural based communication in your opinion?

That learners use the tools they acquired to make the all-important “paradigm-shift” necessary for working across cultures. This skill is based 85% on knowledge, developing a near-instinctive fluency in another cultural language very similar to lingual fluency.  Paradigm-shifting means applying the knowledge base one has about another cultural work logic to anticipating and pre-empting conflict interfaces between a given set of cultures.

4. 
In what way can IFF learn from the way in which your workshops are organized and the topics that are discussed during the workshop in relation to my research?

A standard intro workshop consists of two to two and a half days. The first day is entirely focussed on introducing the two basic communication paradigms via two key examples, through which the trainer takes learners in a guided discovery approach. Case study work lets learners learn to become familiar with  recognising and interpreting these key concepts in prototypical real life work situations. Developing this skill in making a “reasonably accurate assessment” of the sequence of cultural logic, expectations, assumptions behind cultural patterns of behaviour is the key to “solving” the problem (often in IC it is not a question of a black & white solution, but simply preventing an avoidable escalation of misunderstanding into conflict). When IFF implements changes in their organizational culture they must provide their employees with a knowledge base that will help them understand and develop through the change process. 

The second day builds on the basic skill acquired during the first day and looks at how these conflict interfaces manifest themselves in the so-called “international English”. Learners also gain insight into the “essence” of English, thereby learning how to use the potentials in English as a mediatory tool in negotiating conflict in cross-cultural dialogue.

In addition to complex case studies, the transfer of knowledge into skills is conducted via role-play simulations, and applying the knowledge and tools acquired to dealing with the  real products of the work environment (e.g.  assessing and responding to tricky emails). My advice to IFF is that they give their employees enough handles to start understanding what exact expectation for them in the process of change. The expectations will most likely drift against the feeling of the employees and to prevent failure employees must start to know the new behaviour and get comfortable with it. 
5. 
The human resource management of IFF wants to gain insight about the communication of their employees and does this with regards to cultural dimensions that underlie the organizational culture. The HR management wants to base the change from the actual communication to the desired communication in project teams on the gap that I am measuring between the actual organisational culture and the desired organizational culture. Do you have any advice about how they can manage this change?

HR must recognise that intercultural skills are not automatic givens of a multicultural team. “Intercultural” is a trained skill, multicultural is  merely a passive state, an “accident”. Training must be systematic and consistent. If the topic is new, it should be first offered in smaller chunks, as eye openers. The management of IFF must ask themselves; How can you conduct intercultural dialogue when you and your staff “speak” a completely different cultural language (they are themselves part of the organizational culture that is desired to be changed), have often completely incompatible cultural expectations, assumptions, values with regard to both the aims of work and the communication tools that are desired to be used to carry out work and to come at play in teams?

A typical reaction of learners following our training is: we totally see the real challenges facing us, and the feed to paradigm-shift and react differently, but our bosses have no idea. They expect us to change our behavior where they behave in same the “German” or “Dutch” etc way, using our 
culturally valued cultural tools. 

6. 
What do you think is the most important factor to cause disturbances and difficulties in teamwork of employees in a organizational culture that is disturbed by a change such 

as the one the IFF is proposing?

Underestimating the impact of the hierarchy imperative in communication. This has two immediately key impacts on information flow/communication channels: 

1. Presence or absence of strong hierarchical imperative will either close/mediate public communication channels between superior and subordinate, or open them completely. Therefore, what you have is essentially a circular, mediated, in between the lines communication which can only be opened or facilitated by the higher ranked individual, and therefore a prioritization of “relationship appropriate“ communication style where the appropriate communication channels (HOW) determines WHAT can be said WHERE by WHOM; or you have a linear, detached, individual-driven communication style, where WHAT is said is the main priority of communication. Communication priorities being right, true, transparent, authentic due to the presumption of detachment and the absence of the hierarchical imperative.

In short, I believe that IFF is coming from a western values tradition with a relatively flat hierarchy, detached,  individual-driven communication, the main question for the management is: what can have greater priority than a fast, direct communication of facts when trying to implement change?

2. The second impact on information flow is the harmony/face imperative. The values-driven  instinctive to avoid saying a factual “no” can lead communication to shift to a symbolic “yes”. Perhaps the single most challenging barrier faced by western business professionals is understanding and dealing with the fact that for the majority of very relationship-oriented cultures in the world, factual logic plays a relatively minor role in the day to day decision-making of business. Every culture is logical, but not every logic is factual. Learning to paradigm shift and acquire fluency in symbolic logic is one of the primary skills professional managers must learn when they want to be able to lead their inferiors through the change in the organizational culture with success.

6.
How can the HR management of IFF best confront its employees with the communication style that they use that is a direct result of the IFF organizational culture that they are part of?

Training. A culture-specific approach can be the first step, the employees of IFF will be a group of people that should be trained to work with a very specific culture; their “new” organizational culture. The first step for IFF is to identify what the actual organizational culture (as for example with the research that you are conducting), and what nature of work culture do they represent on the global paradigm scale. 

The disparity, cultural “gap”, if you will, must first be clearly diagnosed. A clear image must be present for all managers (again as with the research that you are conducting) of what the desired “new” organizational culture of IFF should be. 

In case of IFF I would advice for  the organization to invest time and money to create a second paradigm (the “new” organizational culture that will be implemented at Hilversum) that consciously and systematically identifies and incorporates the strengths of both (the desired and actual organizational culture) models for a synergistic new organizational culture. 

Only after clearly defining the new organizational culture then, can training of employees begin.  For a long-term, sustainable development of the implementation of the change in the organizational culture, the  responsibility lies with the paradigm-shifting of the top people, it is not something IFF should start with at mid-level.

7.
Is there anything else that you would like to add as an advise for IFF? 

No.  I hope that the previous answers are enough to help you with you research. 

I want to thank you for answering the questions of my interview via email, and by doing so contributing to my research for IFF. Would it be ok for you if I contact you with further questions that I might have when reading your above stated answers?

Yes, please do. I am prepared to elaborate or add to the answers that I have provided you with. I must say I am very busy and it could take a while before I can answer any of your further questions. 































� This example is somewhat less accurate than the actual calculation. The actual calculation was made in Microsoft Excel. With the help of formula’s the accurate end average per dimension was calculated.








