





i

san

6 YLy e e

Y028 4%

o

@ £
2 =

" INSTITUT CANADIEN .

. Department of Foreign Affairs Ministére des Affaires étrangéres etdu
and Intemational Trade Commerce intemnational

nlmational Trade 13534873 E)
5 3534-90X(F)

A PROFILE OF THE
INTERCULTURALLY
EFFECTIVE PERSON

THOMAS VULPE, DANIEL KEALEY, DAVID PROTHEROE AND DOUG MACDONALD

CENTRE FOR INTERCULTURAL LEARNI&G
CANADIAN FOREIGN SERVICE INSTITUTE R

Coreign Affair
§ ept. of vrOIBIBN B i o5
M‘\?n.%es pffaires etrangt.<>

9 5 0 7003

o e
m o Departmental e
Relo%ﬁ\\gr 3 fa biblioth2que ﬁ“ o

CANADIAN FOREIGN
SERVICE INSTITUTE

T the A v‘—

DU SERVICE EXTERIEUR




|
n
m
@
oy

‘ DOCS
CA1 EA453 2001P63 EXF
‘ A profile of the interculturally
effective person
65404854







|

The Centre for Intercultural Learning 1

TABLE OF CONTENTS

FOREWORD 2
ACKNOWLEDGMENTS g
INTRODUCTION 5

A profile of the interculturally effective person 5

Key components of the profile 7

Reviewing the existing literature on intercultural effectiveness |

Caveats and issues 11

A summary of the interculturally effective person 14

PROFILE OF THE INTERCULTURALLY

EFFECTIVE PERSON (IEP) 21
D R it T }
2 An attitude of modesty and respect e (e A 7?1
3 Understanding the concept of culture LS 33 |
4 Knowledge of the host country and culture B ’i ?4 ‘
5 Relationship-building y 7379A
6 Knowledgi qf self Y 43 |
7 Intercultural communication 15 soiing 47
8 Organizational skills = e
9 Personal and professional commitment 0 5% LR R
BIBLIOGRAPHY FROM LITERATURE REVIEW 61



















The Centre for Intercultural Learning 7

INTRODUCTION

Key components
of the profile

major goal of the Centre

for Intercultural Learning in
initiating this project was to develop
a comprehensive inventory of the
knowledge, skills, and attitudes
possessed by a person who is inter-
culturally effective. The aim was to
make this inventory user-friendly —
in a format that could be applied
easily to performance appraisal,
selection and training.

A careful and painstaking process
was undertaken to ensure that the
inventory was a complete as possible.
This included a “think tank” meeting
of a dozen experienced individuals, a
literature review of previous attempts
to define the qualities possessed by
interculturally effective people, and
consultations with a dozen experts
in this field from North and South,
Western and non-Western countries,
and from several organizational fields.
The result is inevitably idealistic in that
any real-life individual possessing all
these qualities would be super-human!

While wanting the inventory to
be comprehensive, we also wanted to
avoid an overwhelming mass of detail.
For this reason, a three-level classifi-
cation has been used. Depending
on need, users can focus on:

B general-level major competencies;
B more focused core competencies;
or
B quite detailed behavioural
indicators.
These three main levels of competen-
cies (including personal attributes,
knowledge, attitudes, skills and
experience) form an interrelated
hierarchy of essential qualities,
related qualities, and more directly
observable behaviours.

Major Competencies

Nine essential qualities possessed

by an interculturally effective person
are listed. Identifying such a small
number should help in providing
focus and coherence in formulating
pre-departure training programs,
personnel selection criteria, and areas
for personnel evaluation. On the other
hand, these major competencies are
quite abstract and could benefit from
further detail. This is the role of the
next classification:
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INTRODUCTION

T P T T e e A N I T ST

b) Some of the recent research on
intercultural competence (i.e. dur-
ing the past decade) indicates more
interest in studying the contextual
and organizational factors than in
identifying traits associated with
intercultural competence. There has
always been debate among experts
and managers of international pro-
jects (particularly in the field of
development) as to the relative
importance of the individual versus
the environment and organizational
factors in determining the success
of assignments. In the early years,
individual traits were emphasized.
More recently the focus has shifted
to situational factors, partly as a
result of the linmted success re-
searchers have had in trying to pre-
dict intercultural outcomes based
on assessment of individual traits.

This intercultural
effectiveness profile

is a beginning, a work
in progress, that will
benefit from future
improvement.

We do not attempt to resolve
this debate here, but we believe that
the success of international projects
depends on all three of the following
key factors:

B the organizational aspect
(i.e. how well the international
assignment is defined, organized,
supplied and managed);

B the environment (i.e. how
congenial the economic, social
and political environment is
to achieving the goals of the
assignment); and

B the personal qualities and
intercultural skills of the
individuals involved.

While all three of these com-
ponents are important, the aim of
this intercultural effectiveness profile
has been to focus on the third element
— the personal qualities of individuals.
Focusing on this component can
lead to better selection, training,
and performance evaluation.

In sum, although the skills of the
individuals do not guarantee success,
without these skills overall success
of international and intercultural
projects or assignments will rarely,
if ever, be achieved. They are a
necessary condition of success.
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INTRODUCTION

d) The description of competencies
and behavioural indicators in
the profile tend to reflect an
“average” or most typical situa-
tion for international workers.

It is usually possible to find
some real-world exceptions.
For example, indicators such

as “avoiding returning home”
or “building harmonious rela-
tions between foreigners and
local colleagues” might require
significant adaptation or even
removal in some situations (for
example, the more dangerous
work of peacekeepers or interna-
tional relief workers). Similarly,
having an “attitude of modesty
and respect” is probably more
necessary for Northerners
working in the South than in
the reverse scenario (some
Southerners working in Northern
countries have been known to
have almost too much respect
and/or modesty, bordering on
timidity). Again judgment will
be required by profile-users in
such special cases.

e) It should be noted that the
successful adaptation of an
accompanying spouse and
other family members is

-known to be a critical factor
in an individual’s success in
another culture. Although this
profile applies most directly
and fully to the individual
undertaking an international
assignment, it is also relevant
to a non-working spouse.

f) With some adaptation, this pro-
file could be useful in defining
the intercultural competencies
required of workers in many
domestic fields where multi-
culturalism is a major factor
in the work environment
(diverse workforces, police,
educational organizations).

All of the above caveats and
issues serve to emphasize that this
intercultural effectiveness profile
is a beginning, a work in progress,
that will benefit from future improve-
ment. We trust that it remains, none-
theless, a unique tool with several
immediate uses in the areas of
personnel selection, training and
appraisal, and we hope that it may
also inspire additional products and
instruments in other related areas,
such as domestic multiculturalism
and defining interculturally effective
institutions as well as individuals.
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INTRODUCTION
Self- Intercultural
knowledge communication |
}
Major Competency Major Competency f
Knowledge of one’s own IEPs are effective intercultural ‘

background, motivations, communicators.
strengths and weaknesses.

Core Competencies

Core Competencies

m IEPs are able to convey

m IEPs have an understanding their thoughts, opinions,
of their own culture and how it and expectations in a way
has shaped how they think, feel, that is understandable yet
and react to people and events. culturally sensitive.
m IEPs know their own personal m IEPs are not afraid to |
strengths and weaknesses in participate in the local
regard to overseas living and culture and language: they
working. do not fear making mistakes.
m IEPs recognize and are able m IEPs can establish shared i
to manage their own reactions meanings with local people,
to ambiguity. so that foreigners and local
m IEPs have an understanding people understand what is
of their personal management said in the same way.
or work style. m IEPs possess sufficient local

language capacity to show
that they are interested in
the people with whom they
work and interact.

m IEPs can empathize with, not
just understand intellectually,
how the locals see the world.
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Profile of the
Interculturally

| Effective Person
| (IEP)
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ADAPTATION SKILLS

R e T S S e S e e R S o s S N A SR ST e o 5

» assess and manage security or health risks in a realistic and
practical way

«  exhibit techniques of self-care (such as taking relaxation and
personal time) in making transitions in life

B participate in a personal support system, in which they receive
(and reciprocate) emotional and other support from family, friends,
and colleagues. They:
«  can describe the impact of the transition on their spouse and children
«  share feelings and reactions with spouse, family, and friends
« seek out the advice and emotional support of well-adjusted
expatriates or local colleagues
« recognize problems other family members are having and
communicate with them to help resolve them
«  stay in touch with family and friends back home !

Core Competency

m Beyond coping, IEPs actually enjoy an enriching experience
in the host culture.

Behavioural Indicators

@ Interculturally Effective Persons:

B express satisfaction with living and working in a new culture, by:
»  voicing their appreciation of different cultures
 articulating enjoyment at living in the new culture and
how much they have learned from it

+ looking on the brighter side of things in the face of inevitable
frustrations, rather than engaging in negativity and criticisms
of others and self

» making an effort to study and learn about the host country by
attending seminars, reading books etc.

« eating in local restaurants, cooking local food, and shopping ‘
in local markets etc.

« reading local newspapers, watching local television etc.
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An attitude of modesty and respect

Major Competency

IEPs demonstrate modesty about their own culture’s answers to problems
and a respect for the ways of the local culture; they are humble about
their knowledge of the local context, and are willing to learn from and
consult with locals before coming to conclusions on issues.

Core Competency

m IEPs show a respect for the local culture in their attitudes
and behaviour.

Behavioural Indicators

@ Interculturally Effective Persons:

B demonstrate by word and deed that they appreciate and indeed seek

out and acknowledge the contributions that local culture brings to the

work issues at hand. They:

« can give examples of the enrichment their own culture has received
from the host culture or culture-region

« can acknowledge the distinct skills of their local colleagues

«  avoid uncomplimentary remarks about aspects of the local culture

« ask local colleagues how they understand work issues and how
they would handle them in their culture

« donot disparage the fundamental beliefs and customs of the host culture
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UNDERSTANDING THE CONCEPT OF CULTURE
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B know that all cultures have their own internal logic, by being able to:
» explain the historical underpinnings of some local values and customs
»  give examples of things in the host culture that may be logical in that
context but perhaps would not be so at home (e.g. a tendency to avoid
risks or to place higher priority on social or family goals than on work
objectives)

Core Competency

m IEPs understand how their own cultural conditioning has influenced
them and how some values of their own culture may cause problems
in the host culture.

Behavioural Indicators

@ Interculturally Effective Persons can:

B  articulate how they are a product of their own culture, by:
*  giving examples of how their own culture has influenced their
perceptions and behaviour (e.g. being a task-oriented person)
*  identifying the tendency of people to value their own culture
above others (ethnocentrism)
*  describing how they overcome the tendency to ethnocentrism

B describe how some values of their own culture could cause interpersonal
problems on the job in some countries (e.g. the Western tendency
to immediately “get down to business”, or the Oriental tendency to
establish relationships first)

B describe how their own personal values might have to be tempered when
abroad (e.g. a strong feminist may have to be careful about expressing her
beliefs in some societies)
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KNOWLEDGE OF THE HOST COUNTRY AND CULTURE

“

B demonstrate techniques for learning more about a culture, such as:

identifying who to ask (i.e. reliable cultural informants)
accessing and weighing a diversity of sources (written, people,
networks etc.) and points of view before drawing conclusions
taking care to ask questions that are relevant to learning about
the host culture

Core Competency

m IEPs possess knowledge of the history, geography, social mores,

customs, and socio-economic conditions etc. of the host country
relevant to the assignment.

Behavioural Indicators

Interculturally Effective Persons can:

describe the core values of the local culture, with respect to gender,
class, authority, religion etc.

describe how the history, mores, and
socio-economic conditions of the country might affect the
achievement of the assignment, by

being able to point to specific local values, traditions,
or mores that might make their own familiar
management techniques less effective
(e.g. a promotion system based on

relationships versus one based
on merit)










The Centre for Intercultural Learning 39

>

Relationship-building

Major Competency

IEPs possess well-developed relationship-building skills, both
social/personal and professional.

Core Competency

m Socializing skills: The IEPs socialize harmoniously and
productively with host nationals and co-workers.

Behavioural Indicators

@ Interculturally Effective Persons:

B socialize with host nationals individually and at the community level, by:
»  attending cultural or community events (sports, dance, music,
church, festivals etc.)
« avoiding the temptation to fall into an “expatriate ghetto” which
isolates foreigners from the local population

show a capacity to initiate conversations in cross-cultural situations, by:

» speaking and understanding increasing amounts of the local language,
ranging from the ability to greet, to survival language, to limited
social exchange, to fluency '

B win the confidence and trust of local people, by being:
» recognized as a person who fits in well in the local workplace
and community
described by local colleagues as being genuinely interested in
their work and lives
« referred to by local people in a warm and friendly manner
» easily approached by locals for advice and support
 helped by local colleagues to establish relationships in the community
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KNOWLEDGE OF SELF

Core Competency

m IEPs know their own personal strengths and weaknesses as relevant

to overseas living and working.

Behavioural Indicators

Interculturally Effective Persons:

can identify what gives them personal and professional satisfaction

and dissatisfaction and why, as indicated by being able to:

+  list the key activities they need to relax and enjoy life

*  list the key conditions they would need to function effectively on the job
(e.g. equipment, a pleasant social atmosphere, freedom to experiment etc.)

have learned to deal with their own emotional reactions to discomforting
behaviours in other cultures, including physical manifestations (e.g.
unease at standing at a different proximity than what one is used to), by:
*  making an effort to “try on” the discomfiting behaviours (such

as standing at a different proximity) in order to gain acceptance

in the host country and reduce one’s unease
* recognizing personal biases and the impact they could have

on the ability to be effective in another culture
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INTERCULTURAL COMMUNICATION

Core Competency

m IEPs are not afraid to participate in the local culture and language
(they do not fear making mistakes).

Behavioural Indicators

@ Interculturally Effective Persons:

B demonstrate a willingness to engage in meaningful communication
with host nationals without having an undue fear of making mistakes,
as indicated by:

» being able to cite examples of social or linguistic mistakes they
have made and how they have learned from them

» when social mistakes are made, asking locals what they have
done wrong, and being able to laugh about it with locals

are able to participate in local community activities without fully
understanding the purpose, meaning, or their expected role as
viewed by host nationals

Core Competency

m IEPs are able to establish shared meanings with local people so that
foreigners and local people understand what is said in the same way.

Behavioural Indicators

@ Interculturally Effective Persons:
B attempt to enhance communication by avoiding any stereotypical
presumptions about how local people would understand what is being said

B can identify both the values that foreign workers and local colleagues
share and those they don’t share
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ORGANIZATIONAL SKILLS

Core Competency

m Networking skills: IEPs develop personal and professional networks
of local, national, and international stakeholders.

Behavioural Indicators

Interculturally Effective Persons are able to:

identify key stakeholders involved in and affected by the assignment

analyze the needs, motivations, and level of involvement of

stakeholders, by:

« making an effort to meet or communicate with stakeholders

»  gathering information about the interests and views of stakeholders

*  recognizing power relationships in the assignment context, for example
the formal and informal social and economic relations between
stakeholders, and how influence is obtained and decisions made

*  determining when and how to use power and influence and with
which stakeholders to share power, without unnecessarily upsetting
the local power structure

*  mobilizing people and resources in the organization and its
environment to enhance assignment goals

Interculturally Effective Persons
are patient in their approach to
bringing about reconciliation,
as well as in pushing

for organizational change.
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ORGANIZATIONAL SKILLS

Core Competency

m IEPs possess a degree of political astuteness such that they
are able to assess realistically the balance of competing forces
in an organization and its environment.

Behavioural Indicators

Interculturally Effective Persons are:

B keen observers of sometimes subtle changes in power relations

between people and institutions, as evidenced by:

» demonstrating a willingness to observe and make inquiries
in order to understand the organizational culture and social system
and its environment

» being able to identify the informal system of rewards and sanctions
in the host organization

» maintaining affable relations with people whom they may not really
like or think highly of, but who are necessary to the furtherance
of assignment goals

»  being prepared at times to compromise some of their less essential
principles or preferences in order to achieve the assignment’s
overarching goals

» being able to resolve interpersonal conflicts in a way that is acceptable
to local colleagues (as well as expatriates)
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Personal and professional
commitment

Major Competency

IEPs have a high level of personal and professional commitment
to the assignment and the life experience in the host country.

Core Competency

m IEPs give evidence of wanting to contribute to the local community
and not solely to the welfare of their organization or self.

Behavioural Indicators

Interculturally Effective Persons are:

B acknowledged by local colleagues as having motivations that go

beyond personal career advancement and monetary gain. They:

« are described by local colleagues as having some genuine caring
for the host country and its people

« are described by colleagues as being committed to improving
the overall effectiveness of the organization

+ encourage colleagues and subordinates to undertake training
and assignments that help fulfill their potential as employees













