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Diversity trainersface many culllira! variables that can affect training. One way to
manage the differences isto categorize them according to universal value orientations.

liural variables strongly influ-

ence global training. The

iversity that exists makes us.
as trainers, wonder whether we can
be effective across even two cultures,
much less in a classroom of people
from many backgrounds.

One way to make diversity more
manageable is to categorize the cul-
tural variables that can affect training
according to the universal value ori-
entations described in the 1961 book,
Variations in Value Oriental ions. In
anthropologists Florence Kluckhohn
and Fred Strodtbeck.

The authors identified five cultural
value orientations shared by all
human beings:
ft our relationship to nature
I our relationship to the supernatural
ft our relationship to other human
beings
ft our time orientation
ft our activity orientation.

Using Kluckhohn and Strodtbeck's
value orientations as a framework,
we can analyze and separate a con-
glomerate of concepts into manage-
able, applicable parts.

Our relationship to nature

In the early 1980s. Fuji-Xerox hired
my firm. Clarke Consulting Group, to
help develop a new educational busi-

ness department in Japan. Fuji-Xerox
wanted to license my company's inter-
cultural training programs and sell
them to Japan-based businesses.

During the project, my colleagues
and llearned some important cultural
differences that caused us to reassess
the way we initially conducted train-
ing for Japanese businesspeople
Those differences are due to different:
cultural views regarding people's rela-
tionship to nature.

From the Japanese Shinto per-
spective, proper form is contained
within nature, and nature is synony-
mous with harmony. When we were
conducting train-the-trainer work-
shops at Fuji-Xerox, we assumed that
when the workshops were com-
pleted the Japanese trainers would
customize our materials in their
classrooms for the benefit of partici-
pants, depending on the participants'
expressed needs.

We also assumed the Japanese
trainers would be extemporaneous.
But we found that they expected to
*'blend" into a rigorous manual and
follow it to the letter. The trainers
also expected to follow an exact
time schedule and work through all
of the material without veering too
far from the lesson plan, even to
respond to trainees' questions.
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What's more, we American trainers
were criticized for our behavior in the
training sessions. We thought we were
being professional. But to the Japa-
nese trainers, anything that wasn't in
the manual was considered "out of
form." From the Japanese perspective,
harmony in training comes from con-
forming. But our trainers from the
United States felt as if the Japanese
expected them to be robots.

The example of Fuji-Xerox shows
how people's cultural views on their
relationship with forms in nature can
influence their ideas about form or the
way things are done in other areas.

To some people, there is only one
correct way to do something. That
doesn't necessarily mean that they
seek control. The Japanese culture and
many other cultures expect people to
exhibit the proper form, because they
believe that one should be in harmony
with nature, not that one should seek
to be in control. In such cultures, if a
trainer's behavior and activities lack
form, trainees may think the trainer is
irresponsible and even misrepresenta-
tive of the training profession.

The formal of the materials also
can influence trainees' receptivity to
training and the trainer. In addition,
trainees' opinion on whether the dis-
cussion has veered off course can
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influence whether they think the
trainer is following the expected form.

People in cultures that emphasize
harmony with nature tend to see
metaphors and generalizations as
distractions from the harmony
between thought and action. As
trainees, they are likely to find
abstract and conceptual definitions
meaningless.

Another factor is the different
meanings and values words have in
different cultures. For effective com-
munication, idiomatic expressions
and training terms require definitions
related to trainees' own experience.

Trainees whose culture has taught
them to expect a program that is
highly integrated with their environ-
ment are likely to question the rele-
vance of training that isn't based on
their own experience. And they will
want the taught skills to apply to job
performance. Conversely, trainees
whose culture has taught them to
expect a loosely integrated program
tend to prefer packaged training that
focuses on overall growth and devel-
opment.

People from cultures that seek a
high degree of integration with the
environment may not learn effec-
tively when the learning environ-
ment fails to meet their expectations.
They may think the training room is
too cold, the furniture is too hard,
and so forth. People from other cul-
tures are less influenced by their
environment and can learn in a vari-
ety of conditions.

Our relationship to the
supernatural
Universal value orientations aren't
necessarily static. For example,
Japan's burgeoning interest in the
Western notion of management by
objective—which involves incentives
and rewards—is due in part to the
Japanese culture's changing views
about people's relationship to the
supernatural or spiritual.
Traditionally, spiritualism in Japan
has emphasized relativism, the the-
ory that knowledge is relative to the
limited nature of the mind and con-
ditions of knowledge. But since
World War 2, the Japanese have
experienced less spiritual unity.
Y oung Japanese have begun seeking
immediate rewards based on their
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achievements, chipping away at
Japan's traditional system of reward
by age and rank. In place of relativis-
tie values. Japanese businesses have
begun to champion fairness as a
basis for compensation. They have
established objective, coinpanywide
standards for measuring employee
performance. These standards don't
take into account such relativistic
considerations as age and rank.

In contrast, many U.S. companies
are beginning to look at perfor-
mance-management systems that
emphasize personal objectives and
negotiation. While the Japanese are
moving toward the traditional
American absolute value orientation
regarding the supernatural—in which
values are fundamental and free of
external considerations—relativism is
gaining a hold in the United States.
Those divergent trends have implica-

Three Principles for
Analyzing Cultural Values

ft All possibilities exist in every
culture.

ft All values are positive in their
own context.

ft All cultures fight against
change.

tions for global trainers.

People's views on their relation-
ship to tlie supernatural or spiritual
influence several variables in the
area of training design. One area is
standards.

Trainees whose culture has taught
them to believe in absolutes tend to
prefer comprehensive training goals
and skills. Anything else causes them
to question the goals' authenticity
and the trainer's authority. Such
trainees think that the only means
to measure excellence achieved
through training is through evalua-
tions based on proven criteria.

Other trainees may come from
cultures in which values are defined
in terms of experience, not goals.
For them, there are no absolutes to
measure against performance. The
criteria for excellence are always
changing. Standards or models are
variable, depending on the situation.
People assigned to overseas jobs
often receive training in the behav-
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ioral standards of the country to
which they're assigned. But cultural
norms can vary according to time,
place, and situation. Once the
trainees arrive at their destinations
and observe the variations, they may
think their trainers led them up a
blind alley.

People's cultural values regarding
the supernatural or spiritual can influ-
ence their views about professional-
ism. Trainees with absolute value ori-
entations tend to judge a trainer's
professionalism in the same way they
judge the excellence of the training—
by comparing the trainer's behavior
against absolute, ideal criteria.

Trainees whose cultures empha-
size a more relativistic view of the
supernatural tend not to believe in
abstract, absolute definitions of pro-
fessionalism. They seek to achieve
professionalism by being in harmony
with their surroundings.

Overall, trainees tend to assess
training content as either on target or
irrelevant. But their opinion of the
content can be influenced by their
views on people's relationship to the
supernatural or spiritual. Typically,
trainees decide whether the training
content represents facts, opinions, or
feelings. Their judgment can cause
them either to reject or to accept the
training and the trainer. Trainees
who believe in absolutes tend to
view training content as either right
or wrong. When a trainer doesn't
convey the facts, the trainees tend to
lose confidence in both the trainer
and the learning opportunity.

People who have a relativistic
view regarding their relationship to
the supernatural tend to require
more instructions—the directions
and procedures communicated by
the trainer—than do those with an
absolute view. If trainees with a rela-
tivistic orientation don't get the
amount of direction they think is
necessary, they may distrust or lose
respect for the trainer. Such trainees
also expect the trainer to give
instructions that create an environ-
ment with which they can be in har-
mony. In their view, a lack of direc-
tion destroys a trainer's effectiveness.

Trainees who have a more
absolute view regarding their rela-
tionship to the supernatural require
fewer instructions. They even tend to



qguestion the validity of the instruc-
tions they're given. Such trainees
tend to pursue perfection or a higher
authority on their own.

The role of the trainer regarding
al of the cultural variables related to
our relationship to the supernatural
represents various degrees of author-
ity—from questionable to perfect.

Our relationship to other
human beings

The cultural influence on our rela-
tionship to others is exemplified b\
this case study:

A large chemical company in the
United Stales wanted to transplant its
visioning program to its branch in
Asia. In past programs, the trainer
had asked trainees from al organiza-
tional levels such questions as,
"Where do you see the company in
five years?" But | hat methodology
conflicts with the value orientation of
many Asian cultures regarding rela-
tionships among people. Many Asian
workers think companies should be
guided by their leaders. Asians view
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Griggs Productions pioneered
the diversity journey.

employees' roles as hierarchical and
show respect for the hierarchy by
expecting top-level administrators to
lead. In such cultures, asking
employees to help develop the com-
pany's vision—before asking the
leaders—is c(>nsidered inappropriate.
Visioning needs to start with the
leaders and then move down
through the organization, department
by department. Last, lower-level
workers help develop a vision thai
matches the leaders' larger vision.
The solution to the conflict at the
chemical company was to rally
workers around a centralized corpo-
rate vision, instead of putting them at
risk by asking them to participate in
visioning firsi. Success relied on rec-
ognizing different value orientations
toward human relationships.
People's views on the relation-
ships between themselves and other
human beings influence their sense
of self-identity and self-image.
People's cultural views about per-
sonal relationships also influence
their intimacy with others and

whether they feel a sense of inclu-
sion in group situations. In training,
such interdependence relies largely
on ihe relationship between the
trainer and trainees, as well as the
roles of each.

What are the role parameters? Is it
appropriate for trainers and trainees
to socialize outside of the classroom?
In some cultures, the trainer and
trainees are considered equals. But
in other cultures, the trainer's and
trainees' roles are formalized and
complex.

Regarding customized training,
some trainees' cultures may have
taught them to believe they are
unique. In such cases, trainees tend to
expect the training to be tailored to
their needs. When trainees' cultures
have taught them to feel part of a
group with the same needs, they
expect little or no customized training.

Holism is the degree to which the
trainer and trainees expect their rela-
tionship to address three modes:
thoughts, feelings, and behaviors.
Some trainers think training requires a
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holistic approach, focusing simultane-
ously on all three modes. Trainers
with other cultural perspectives may
think training should focus on just one
mode, as in the case of traditional lan-
guage programs. Such programs don't
take into account participants' values,
roles, and relationships. The essential
mode is behavior; that is, whether
trainees learn to speak the language
being taught.

Another important variable in
training is the language people use
in relationships. Language can con-
vey a variety of expectations or
destroy a variety of assumptions. In
some cultures, the spoken language
of relationships is a great equalizer.
Trainers whose native language
treats everyone equally may resist
the distance created when they are
required to train in a language that
respects hierarchy. Should they miti-
gate the distance by changing the
language they're speaking? Or,
should they respect the distance hy-
adapting their attitudes and values?

In many situations, trainers may-
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be forced to choose between living
by their own values and conforming
to those of another culture.

Our time orientation
Here is an example of how cultural
time orientation can affect training.
Procter and Gamble once gave
Japanese trainees several months of
classroom technical training before
sending them to the production line
to watch the technology in action.
The trainees were supposed to
gain a cognitive understanding of the
technical process before they began
using it. P& G expected the trainees to
learn the process piece-by-piece in
the classroom, memorizing the con-
cepts. Then they were expected to be
able to put the pieces together when
they saw. on the line, how the
process actually worked. Unfor-
tunately. many of the trainees slept
through the four months of classes.
Japanese people like to learn by
observation, and they like to practice
new processes. The trainees com-
plained that they needed to be watch-

ing the line in order to understand.

The Japanese trainees were
expressing their own value orienta-
tion regarding time, or the sequence
in which training activities should
occur. The trainees weren't ready to
learn until they were on the line. Of
course, then they had to review the
four months of classroom learning.

Two important aspects of time ori-
entation are history and tradition.
Some cultures value history and tra-
dition. Other cultures value change;
they expect younger generations to
do things differently. Some cultures
treat time as a precious commodity;
others see time as endless. Such cul-
tural differences can influence
trainees' views on the quantity of
training needed and the training's
timeliness.

How much training is appropriate?
I low much training can people take in
one sitting? Is this the right time for a
training intervention? Should the
trainer create a training schedule based
on trainees' need for improvement or
on their readiness for learning? Once
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training begins, what kind of pace will
produce the best results? What if
trainees are multicultural and the pace
istoo fast for some and too slow for
others?

Another aspect to consider is
trainees' degree of participation.
People whose cultures require com-
munications to be spaced apart may
be unable to interrupt participants
whose culture sanctions simultane-
ous talking. The trainer must decide
whether it's necessary for al trainees
to participate and to participate
equally.

Generally, trainers tend to behave
according to their degree of aware-
ness of the cultural contexts in which
they live. For example, sensitivity-
training was popular in the United
States in the 1960s. Trainers declared
that "there-and-then" discussions
were irrelevant and that trainees
should discuss only the "here and
now."

Sensitivity training forced many
trainees to disengage from their val-
ued contexts. In future-oriented cul-
tures in which change is valued, dis-
engaging might be an easy task. But
in past-oriented cultures in which
history and tradition are valued, peo-
ple may think that disregarding the
"there and then" is ludicrous. Clearly,
the degree to which training incor-
porates trainees' cultural contexts
can influence the trainer's success.

Trainees' cultural time orientations
also influence their expectations
about the desired degree of flexibil-
ity in the training schedules. Some
people aren't receptive to learning
without first understanding things
theoretically. In such cases, the train-
ing must begin with information and
knowledge. Other people aren't
receptive to learning unless they're
shown demonstrations and allowed
to practice tasks, as in the example
of P& G's Japanese trainees. Such
learners want the concepts and sum-
maries to come later.

So, should trainers design training
sequences thai match their own
expectations? Or, should they design
training that matches trainees' expec-
tations?

And how can trainers design use-
ful training sequences for culturally
diverse trainees who have conflicting
expectations?
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Our activity orientation

Trainees' culturally based activity ori-
entation can influence their need for
action, their participatory styles, and
the ways in which they process or
analyze communications.

Some people are acculturated to
need a lot of action; others are more
"being-oriented." The first group
views passivity as wasteful. The sec-
ond group thinks a certain amount of
passivity is required in order to inte-
grate what is being learned. Trainees'
cultural perspectives can even affect
their expectations of how many exer-
cises. games, role plays, simulations,
and so forth the training provides.

Some of the most popular training
programs in Japan involve structured
physical activities in an outdoor envi-
ronment, similar to the Outward
Bound programs in the United States.
Many adventure-learning programs

HOW

MESSAGE CUTTING

IS OUR

THROUGH THE MAZE
OF VARIABLES?

focus on teamwork. Participants are
expected to learn the principles of
teamwork and then transfer the
learning into organizational dynamics
when they return to the workplace.

American participants tend to
appreciate the activities themselves
and typically process them into key
learnings to apply on the job. Their
value orientation toward activity
enables them to examine their own
and their co-workers' actions and
behaviors as metaphors for what hap-
pens in the workplace. They can cri-
tique themselves and their co-workers
and learn from the experience.

The Japanese value system requires
one to conform to a role model.
Instead of processing the principles
represented in action training, the
Japanese tend to view the adventure
trainers as role models for the purposes
of conformity. Japanese trainees tend
to be uncomfortable with the idea of
doing something just to see how it
feels. The Japanese tend to think that
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risking their well-being in adventure
training may reveal too much about
themselves. Such revelations occur
rarely in Japanese adventure programs,
but when they do, Japanese partici-
pants are likely to avoid each other
back at work. Consequently, key learn-
ings don't transfer to the workplace.
Yet. the programs are popular in
Japan, mainly because Japanese work-
ers enjoy the chance to escape the
officeand be outdoors.

Another aspect of activity orienta-
tion is style. Some trainees may think
that an assertive trainer is confident.
Trainees from a different culture may-
think an assertive trainer is self-cen-
tered. Trainees' different styles of
participation also differ from culture
to culture: whether to speak, when
to speak, and how to speak. Does
one jump into the discussion and
challenge? Or. does one show more
"respect"?

Since the 1960s, a lot of training
in the United States has involved
processing—the analysis of commu-
nication among training participants.
By analyzing how we communicate,
we bring focus to a training event.
Most American trainees feel comfort-
able discussing process. In other cul-
tures, discussing process is consid-
ered rude. It's more important to
discuss the topic, not the way people
are speaking to each other. People
whose culturally based activity orien-
tation is more passive or being-ori-
ented tend to think that processing
causes trainees to become self-con-
sciousness and uncomfortable.

Activity-oriented trainees consider
it essential to get results from a sin-
gle training event. Being-oriented
trainees tend to view a training event
as only one in a series of events with
short-term satisfaction and long-term
benefits. They're more interested in
the process than the results.

Guiding principles
As trainers, we may wonder whether
our message is cutting through the
maze of cultural variables. We may-
be tempted to view universal value
orientations either as points along a
continuum or as dichotomies. There
are dangers to both views. Both are
static. And both encourage stereo-
types and negative attributions.

To avoid the pitfalls, we should



tako into account some anthropolog-
ical principles before we apply the
value orientations to cultural vari-
ables in our training. Three impor-
tant principles:

» All possibilities exist in every cul-
ture.

» All values are positive in their
own context.

I All cultures light against change.

First, all values can exist in every
culture. We might place the values of
different cultures along a continuum
on which they seem to contrast, but in
every culture al variations of a given
value can exist. When we say that two
cultures are different, we actually art-
describing the value orientations of
most of the people in each culture.
Others in those cultures may have
other value orientations. Consequently,
a knowledge of universal value orien-
tations should be used only as a tool
for exploring, examining, and analyz-
ing cultures. Such knowledge shouldn't
e used to predict actual behavior,

Second. all values are positive in
their own con . That means that
differences are viluable in their own
right. Unfortunately, many of us still
seem 1o aspire to the melting pot.
nstead. we should realize thar differ-
ences present opportunities for stim-
ulating thoughy, creativity, and prob-
lem solving.

Last, al cultures resist change. To
survive, cultures generally choose
the status quo. Still, cultures are
always changing. Most diversity
trainers know that change is
inevitable. We can influence the
changes, and the culture of the
trainees can influence us.

As we apply the universal value
orientations, let us remember to
avoid stereotyping, to appreciate dif-
ferences. and to champion change.
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