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ABSTRACT

This research is an exploratory study and design to find

cross-cultural impact on information systems (1S) managers

performance, job satisfaction and manageria value,
particularly on American | Sand Korean expatriate | S managers
in the United States in the banking industry. Through the
literature review, this study attempts to find the most
frequently used variables which will be used to measure the
magnitude of the cross-cultural impact on those two national

ISmanagers. Finally, thispaper presents one research design,
which will usethe cultural variablesto separate the influences
of the cross-cultural impact on those IS managers from the
other variables.

RESEARCH OBJECTIVES
Oneof thefundamental issuesin cross-cultural management in
IS research isto determine the extent cultureimpactson IS
manager's behaviors, beliefs, attitudes, involvement, values,
motivation, commitment,
job satisfaction, and
performancesin the

Black & Proter 1991

workplace[1]. Asthe
findings of the study
shownin Table1,
"behavior," "value," and
"performance” arethe
variables used very
frequently asresearch
variables.

This study will focuson
theliterature review to
find the cultural variables
and develop aninitial
model to conduct a
further research with the
following objectives:

1. Toexaminethe
differences and
similarities of the
cultura influences
onAmerican|S
managers and on
Korean IS expatriate
managersinthe U.S.

2. Toexaminethe

dimensions of the culture between the two groups of 1S

managers.
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3. Toexamine Korean IS expatriate managersto determineif
they are adapting American managerial practicesor if they
are enforcing their own culturaly oriented policies at the
personal level and at the organizational level of their
organizations.

LITERATURE REVIEW
Convergence (or universalist) hypothesis contends that
managers are subject to follow industrial norms, attitudes and
behaviorsinorder t o comply with thetrend of industrialization
of the world [45]. Divergence (or culturogist) hypothesis
argues that managerial differences will remain permanent
around theworld aslong as differencesin cultureexist. Child
[14] argues that some IS designs in an organization are
culture-free while others should be designed for a particular
cultureif thel Sdepartment in an organi zationisto be effective.

Tabl e 1. Conprehensive Research Variables Used in Cross-Cultural Studies
Researcher Year Variables in Cross-cultural Studies
Behavior Belief Attitude Involvement Motivation Value Commitment Satisfaction Performance Effectiveness
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Asshown in Table 2, convergence perspective by Black and
Porter [11], Kerr et al [45], Mendenhall and Oddou [53], Miller
[54], Negandhi and Prasad [61] and Tung [74] dominated

international management thought during 1950s in the U.S.

They believed that international differences in management
will disappear asnations of the world "converge" and become
equally industrialized and use the same management practices

Dstinction Re chers S udies

Uni versalists Bl ack & Porter
(Gonver gence (1991)
Hypot hesi s)

St udi ed Ameri can manager on
assi gnnent i n Hong Kong
about managerial behaviors
anditsrel

Manageri al behavior is only

(1987) determi-nant—of perfornance.

Mendenhal & Gddou

Tung (1981) Studi ed ethnic Chi nese
manager s who have shown to
honor a tight set of rules,

ranv—of —them-unw-i-tten

Deenphasi zed the rol e of
cul ture in nanageri al

eff ectiveness

Mller (1973)

Neghandhi & Prasad
(1971)

Deenphasi zed the rol e of
cul ture in manageri al
effectiveness

Kerr et al (1964)

Argued that through the
i nperatives of
industrialization, value

systemof managers becone
simlar

Qul turogists or
Psychol ogi sts
(D vergence
Hypot hesi s)

Hof st ede (1983,
1981)

Enpl oyee val ue rather than
attitude & society

conpari son rather than
indi vi dual

Qiffeth , Hone,

DeN Shi, & Kirchner
£1980)

D fferent nmanagenent
attitude studied by

nati-onalityv

Ruben’ & Keal ey
(1979)

St udi ed abeut i nt er per sonal
and comuni cation skills of

expatriates related to
perfarnance

Munson (1979)

Studied cul tural
di f ferences based on

personal—values.

Bass & Berger (1979)

S udi ed nmanager i al
exercises adnministered to

5,000 managers for 13
nati ons

Wii tl ey & Engl and
(1977)

Qulture and | evel of
industrialization for

val ues of managers in five
countries

Reddi ng & Casey
(19786)

Studied different beliefs

in—eight Asian nations

Engl and & Lee (1974)

-5 ; H
Studi ed rel ati onshi p
bet ween val ues and success
of managers based on

nanagers.—value

Farner & R chnan
(1965)

Haire, CGhselli &
Porter (1963)

Studied effectiveness of
countries behaviors as
function of culture

Conpar ed managers anong 14
countries about beliefs,
leadership and notivation

Md el l and (1961)

Tested correl ati on between
need achi everent and
entrepreneur endeavor in
five countries

Table 2. Convergence Versus Divergence Hypothesis

in performance of their managerial duties.

Numerous culturogists or psychologists [6][22][24][29][31]
[36][37][52][57][66][68][76] are opposite to the universalists.
They viewed that managerial differences will be a permanent
characteristic aslong asdifferencesin culture exist. Beresand
Beres et al [8][9] claimed that the typical measure of cultural
values is "methodologically dependent on measures of
individual values." On the other hand, Oberg [63] explained

that culturestaketimeto converge and that cultural influences
are much stronger. Furthermore, culture is the "most vital"
force for divergence [67].

There are two general thoughtsin the relationship between IS
managerial behavior and performance during overseas
assignment. One is the cross-cultural school of thought in
which Farmer and Richman [25][26] would argue that the
effectiveness of aparticular managerial behavior isafunction
of the culturein which the behavior is performed. England and
Lee [24] and Whiteley and England [76] examined the
relationship between values and success by examining
managersfrommany nations. Ontheother hand, Negandhi [59]
who was the advocate of the practical school of thought
assumes that an effective manageria behavior inthe U.S. will
be effective in foreign countries too. Researchers such as
Negandhi and Prasad [61] are the ones who deemphasize the
role of culturein managerial effectiveness.

Cultural Variables

Cultural variables uniquely influence on Korean IS expatriate
managers and American IS managers. The commonly used
cultural variablesin the literature as follows: history [31][50],
language [35][77], religion [71][75], politicd system [39],
ethnicity [42], general economic level [32], and geographical
propinquity [31]. Dymsza and Negandhi [20] explained that
the manageria behaviors of American managersin the U.S,
compared to those in a foreign country and compared the
relationship between manageria behaviors and job
performance in two different contexts. Mendenhall and
Oddou [53] explained that even though manageria behavior is
not the only determinant of performance, it is an important
variable. Lincolnet al [48] haveresearched cultural differences
in the Asian nations organizations. He found that
Confucianism ethic in Korean managers favors vertical social
structures, andthevertical differentiation of the organization's
structure had positive effects on the personal ties and work
satisfaction of the Korean managers. On the other hand,
horizontal differentiation had negative effects on personal ties
and work satisfaction for Korean managers. Turnover rates
are also cited to support it and more committed to their
organizations [15]. Steers [69] and Porter et al [65] defined
organizational commitment as the relative strength of a
manager's identification with and involvement in a particular
organization. Other researchers have also found that age is
positively relatively related to organizational commitment
[38][46][55] in the Asian countries such as Korea. Kochet al
[46] and Stevenset al [70] found that tenure such as number
of yearsworking in the current position or in an organization
has also been found to be positively related to organizational
commitment. Therefore, these two variables, age and tenure,
have been most frequently examined and have shown that the
two variables are most consistent in their relationship to

organizational commitment, job  satisfaction, and
performances.
Motivation and Job Satisfaction

Successful 1S managers of multinational firms are dependent
on their performance. Performance of managers, in turn, is
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influenced by the rewards which managers desire to have in
their work situation and by their perceptions of the degree to
which their job expectations are being satisfied [41]. The
findings of Kanungo and Wright [41] gave empirical evidence
on thejob-related values and outcomes. Their findings imply
that 1S managers performance is influenced by the levels of
their work attitude, motivation and their job satisfaction. As
shown in Figure 1, Korean |S expatriate managers inthe U.S.
and American | Smanagers motivation and job satisfaction are
decided by the interaction between the attitude and value
which the IS managers have toward their jobs, and values
which they have in relation to job outcomes.

outcomes are culturally determined mainly with the relative
importance of intrinsic versus extrinsic job outcomes.

In their book, Managerial Thinking, Haire, Ghiselli, and Porter
[31] studied leadership and the role of the managers in their
culture, and satisfaction. They [31] found that those managers
intheU.S. and Koreahaverelatively low homogeneousval ues.
Separating the impact of culture on the development of
managerial vauein ISisadifficult problem for cross-cultural
studies, becausethe differencesin managerial behavior across
cultures could be due to culture, to situational contingencies,
or to individual differences. Thus, a behavior of managers
could be caused by culture, by the situation, or by both of

) [Ooirml 10] i

separates cultural effectsfrom other variables. As

ISManagers'  (——— Job
Perforrf?ance Satisfaction

shown in Figure 2, aresearch model was designed according
to the researchers' concept and modified to measure only

/ Expectationor Values || Worthley [43] developed the research design

iables influencing both American IS managers and

Perceived importance |expatriate managers in the United States in the

related to job ns. American economic, political and lega
outcomes

nt will be separated in measuring those managers

Fi gure 1: Performance of |S Managers

When thereis abalance between the job outcomes and the job
value or expectations of the IS managers, their levels of job
attitude or motivation and satisfaction become higher. On the
contrary, if job outcomes do not meet the job expectations of
IS managers, their levels of motivation and satisfaction
becomelower. Thevaluesof |Smanagersof two nationsto job

performances, value and job satisfaction. That is why
non-cultural variablesby dot linesare disconnected to cultural
influences in contrast to solid lines from both nations' 1S
managers.

Recently Kumar and Bjorn-Anderson [47] studied how the
valuesof systemsdesignersin|Shaveasubstantial influence
on the extent to which 1S meets the effectiveness needs of 1S
in an organization. An individual manager's persona vaue
[23][24] system makes a difference in terms of how he/she
evaluates or perceives information, or how he/she behaves.
Therefore, the IS manager's personal or user value system is
viewed as arelatively permanent perceptual framework which
affects the general nature of the IS managers behaviors

Explanationsfor Differencesof Managerial Behaviors
Researchersintheareaof cross-cultural studies explained why
managers show different behaviors in the different
environment. As shown in Table 3, Ajifuruku and Boddewyn
[3] explained similarities and differences by using cultura,
economic, psychological and sociological variables. These
researchers claimed that out of the four variables, cultura
variables have substantial influencesin managerial behaviors.
Harbison and Myers [32] divided manageria similarities and
differences into three categories. economical, psychological
and sociological. Recently, Gudykunst, Y oon, and Nishida[30]
found that K orean managers have a collectivistic culture, and
American managers have a very individualistic culture based
on Hofstede's study. Hofstede [37] divided national culture
into four distinguishable dimensions: power distance,
uncertainty avoidance, collectivism versus individualism and
masculinity versus feminity. Mulder [56] defined power
distance as "the degree of inequality in power between aless
powerful individual and amore powerful other." Hofstede [37]
found that Korean culture is a family, in which exists the
undisputed personal authority of the father-leader, but few
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formal rules, which can be explained as large power distance,
and strong uncertainty distance.

The distinction between face culture and self-respect culture
issimilar to the distinction between shame and guilt cultures
identified by Ruth Benedict [7]. Other dimensionsrelevant to
motivation are uncertainty avoidance and
masculinity-feminity. American society has a willingness to
take some risk (weak uncertainty avoidance) and a need to
perform, to assert oneself (masculinity), the idea of challenge
and achievement.

situational [2][12][31][64]. In contextual environment,
Negandhi [59][60] argued not the cultural specificity, but
considered factorssuch ascorporatesize, location and market
complexity to beat least equally important to anation'sculture.
Inenvironmental, Farmer and Richman [ 25] [ 26] suggested that
there are constraints on managerial influence by
socioeconomic, political, legal and technical factors. They
concluded that managerial practices are functions of external
variables.

On the other hand, Nath [58] explained that the behavioral
approach explains managerial behavioral patterns.  This

approactrean be divided asfollows:

Korean | S Expatriate Manager
in Arerica

Anerican | S Manager

e haracteristics connected to the certain
al behavior variables[17].

zy—orooes and  perceptions of managers with

respeet—to—management concepts and activities
7][31][58].
) Beliefs, value systems and need hierarchiesin a
iven country [18].

Kor ean Cul tural
I nfluences

American Qultural bioral approach, attitudes, beliefs, value systems

archies are functions of agiven culture of a

" society. On the contrary, some cross-cultural management

researchers claim that there isincreasing evidence to support
the contention that managerial practices, behavior and

Aneri can Econonic, Political
Fnvi r onnment

ffectiveness are as much, if not more, functions of such
ontextual and environmental variables asthey are of
cio-cultural variables[13][59][60]. Finaly, Triandis

[71][72][ 73] divided culture into three patterns:
individualism-collectivism, tightness-looseness, and cultural

Figure 2: Research Design for the Isolation of exity. Thesethreeformsareexplained in relation to the

Cul tural Influences from G her Vari abl es

Korean societies are masculine but have a strong uncertainty
avoidance. That is, Korea is less willing to take risks.
Therefore, security isapowerful motivator for ISmanagers. In
other words, Korean |S expatriate managers are very eager to
carry outif they areoffered security inreturn. Noburnet al [62]
classified four different perspectives: contextual [59][60][61],
behaviora [18][36][37][58], environmental [25][26], and

ing of three aspectsof self: private, public, and collective.
Morries[52], Lorenz [49], and Eibl -Eibesfeldt [21], Triandis[72]
argued that the collective level of mental programming is
shared with some other peoplein acountry inaregion but not
with al other people.

Measurement of Valuesand Culture

In this research, values and culture are found to be important
variablesi n measuring performance and job satisfaction of the
groups of two national 1S managers.

Individuals have values and the values can be used to
compare individuals. On the other hand, culture compares
ethnic groups such as between American and Korean IS
managers. The comparison of cultures assumes that there is
something to be compared. In other words, there is the
distinction between the unique and the comparable, the
specific and the general.

Cultureincludes systems of values; and values are among the
building blocks of culture. Some constructs are directly and
conceptually related to specific behavior. Fishbein and Ajzen
[27][28]] explained that this is particularly the case for
intentions, managers subjective probabilities that they will

perform some behavior. On the other hand, other constructs,
among which are attitudes and values, are not directly and
conceptually related to specific behaviors and these attitudes
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Table 3. Researchers and Their Experimentationsfor Behaviors

Resear chers

Variables in Cross Cul tural Studies
Aji furuke & Boddewyn

(1970

Vari abl es in explanation of manageri al
and di fferences

13 Cul tural

2) Econom c

3) Psychol ogi cal

4) Soci ol ogi cal

simlaritie

Har bi son & Myers

(1959

Vari abl es in expl anation of manageri al

and di fferences

13 Econoni ¢ devel opnent (Kerr et al 1964)

2) Psychol ogi cal explanation (MClelland 1961)

3) Soci ol ogical explanation (Harbison et al argues
that sociol ogi cal explanation is very simlar t
cultural or psychol ogi cal)

simlaritie

Hof st ede (1980)

Four di nensions of national culture
1) Individualismversus collectivism
23 Power di stance

3) Uncertainty avoi dance

4) Masculinity versus femninity

Kl uckhol n et al (1945)
Classification of cultural variables
13 Culture as explanatory variabl e
2) Culture as descriptive concept

Neghandi (1983)

Concept ual and net hodol ogi cal
1) Environment al

2; Behavi or al

3) Econonic devel opnent orientation

appr oaches

Nobum Birley, Dunn & Payne (1990)

Four perspectives of conparative managenent

1) Contextual (Neghandi 1983)

2) Behavioral (Davis 1971; Hofstede 1980; Nath 198(

3) Situational (Boddewyn 1966; Haire et al 1966; Adl
1983b; Peterson 1986)

4) Environnental (Farner and Ri chman 1965)

Triandis (1989)

1) Individualismversus collectivism
2) Tightness versus | ooseness

3; Cultural conplexity

and values and should include construct validation.

Thekey constructsto be used are values and culture. Values
arean attribute of individuals and collectivities. Culture
assumes acollectivity. Triandis[71][72][73] and Hofstede
[36][37] explained that values have both intensity and
direction. Thevalues should further distinguish between
values asthe desired and the desirable. In thisstudy, culture
would be defined as an ethnic group collectivity what
personality isasan individual 1S manager. On the other hand,
personality has been defined by Fishbeinet al [27] as"the
interactive aggregate of personal characteristicsthat influence
the individual's responses to the environment." Therefore,
culture would be one of the main variables used in measuring
the behaviors of 1S managers.

Cyert and March [17] used the term "uncertainty avoidance”.

Hofstede [36][37] argued that technology and religion are
used to copewith uncertainty. Technology createsshort-term
predictability as to its outcomes. |S managers in an
organization try to make the behavior of people predictable.
As suggested by many researchers [36][37][71][72][ 73], an
uncertainty avoidance can be measured on the basis of the
country mean score for the three questions such as rule
orientation, employment stability and stress.

As Triandis [73] and Hofstede [36][37] suggested,
individualism describes the relationship between the
individual and the collectivity. In some cultures such as that
of the USA, individualism is seen as a blessing and a source
of well-being. On the other hand, it is seen as alienating in
Korea. Triandis [71][72][73] explained that technologies
developed in western individualistic settings more or less
presuppose an individualist mentality in entrepreneurs,
managers and workers. The collectivist value pattern in more
traditional societies sets limit on the technology transfer
possibilities.  One solution is sought in the transfer of
intermediate or appropriate technology which is better
adapted to what already exists in the traditional collectivist
societies. Another solutionisthelocal design of political and
organizational structures which alow collectivism and model
technology to coexist. Koreaisan example of the successful
i ntegration of modern technology with moretraditional values.
Herzbergetal [34] researched and found that work goals were
different depending on the sex (gender). Manhardt [51]
similarly found that mae workers liked to achieve
advancement, responsibility, and supervision of others.
Femaeworkers, however, would | iketo haveampleleisuretime,
good rel ationship with supervisors, etc. Crowleyet al [16], and
Hofstede [37] dso had similar findings that male workers
wanted to have advancement, higher earnings, and training.
On the other hand, female workers wanted to have friendly
atmosphere, helping relationships, etc.

There are many researchers [4][19] who have attempted to
comprehend the relationship between attitudes and behavior
using expectancy-values approaches focused on the
relationship between cognition about behavior and the
creation of attitudes and/or intentions toward behavior of
managers. As shown in Figure 4, these researchers have
attempted to examine attitudes towards behavior and that is
the expectancy-vaue formulation [5][40]. These researchers
[5][40] studied in job satisfaction to success have an intention
to do better performance, productivity, or efforts in their
organization. Therefore, this expectancy-value formulation
can be applied to measure these aobjectives of the research
using Korean IS expatriate managers and American IS
managers.

CONCLUSION
Asan exploratory literature review for cross-cultural related
study and design, thisresearch has attempted to determinethe
extent culture impacts on two national |S managers values,
job satisfaction, and performances in the organization. As
showninTablel, "behavior," "value," and " performance” are
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found to bethevariablesused very frequently intheliterature.
Consequently, these variableswill be used for further research
to measure and explain the cultural influenceson Korean IS
expatriate and American IS managersin the banking industry.
This study also devel oped aresearch design for theisolation
of cultural influences from other variables to measure the
cultural variables only.
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