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Executive summary

This paper is a small pilot study and is attemptmbpok atthe interaction between cross-
cultural communication and management of employmeationship, and how this may
influence the managing of conflicts in a crossoat working environmenihis paper will
look at the phenomenon conflict within a cross+a@t working environment. The study in this
paper is taking a qualitative approach, therefitve results cannot be generalised outside the
population chosen, but it may give an indicatiorhomw things works in a cross-cultural working
environment.

The aim of this study is to provide an in-depth artdrpreted understanding of the
social world of employees in a cross-cultural orgation — in this paper a group of
housekeepers and managers in two different hatdl®rway, by learning about their social
and material circumstances, their experiencesppetives and histories when it comes to
conflict, communication, cross-cultural work enviment and culture differences.

The paper tries to look closer into the importaotcpositive interaction between
employer and employees, and communication wheoniies to a cross-cultural work
environment in managing conflict. The intentionagyain an enhanced understanding of the
managing of conflict in a cross-cultural organisatiwhat the employees and the manager
view as important in preventing and managing conéind if the opinions and views between
the employees and the manager compares.

The scope of this study is limited to the hotelusidy in Norway, and the sample
population was employees and managers who woltkeimousekeeping department in two
different hotels. The respondents varied in aggpnality, and work experience. One facility
and service manager from each of the two hotele weerviewed; in addition five employees
from one of the hotels and six employees from therohotel.

As this study is following an explorative designpanunicating directly with the object
is one of the most common research methods. let@s/vere therefore chosen to collect
primary data — the questions asked were open-emudemi-structured. Secondary data has
been used to establish the key issues relatingetaodncept of interaction between employees
and manager, communication, conflict managementewsk-cultural work environment, to
compare responses from the interview to the theorg,to back up findings to gain the best
result possible.

In this study it has been discovered that the trgaisations looked at do not

consciously adopt strategies for managing conflibe study indicates that language



problems, misunderstandings and other communicatioblems are some of the main
reasons for conflict in both of the hotels. The agers in both hotel 1 and hotel 2 said that
they try to resolve a problem as soon as theyogketow about it as an effective tool. They try
to resolve small disagreements and misunderstasaihge they are small preventing them
to become big problems. Feedback was said to kdemionportant tool in the attempt to
prevent and manage conflict.

When it comes to the conclusion of this papes difficult to suggest a concrete
answer to the research question. As this is atqtiag study, the sample population in this
study is small, and the findings are only opiniangd views of the employees and managers
interviewed in this particular study. If there wabigger or different population, the results,
and the comparison of the findings and the thedghtook different. Furthermore, if
different questions were asked, the findings caddlifferent. Further research is needed to
be able to generalise, confirm or reject the figdiof this study. However, the findings may
give an indication on important aspects in managoflict in a cross-cultural working
environment such as in a housekeeping departmectngeptual framework and the

limitations of this study are used to suggest ®rtiesearch on this phenomenon.
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“Let my house not be walled on four sides, lettadl windows be open, let all the

cultures blow in, but let no culture blow me off fegt.”

Mahatma Gandhi
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1 Introduction

The society today is becoming more and more inftedrby cultural variety. People
with different cultural backgrounds in organisasare becoming a bigger part of our society
(Dou & Clark Jr, 1999; Guirdham, 1999; Tjosvold &ung, 2003). Cross-cultural
management is rapidly becoming everyone’s challeRgeemployers it can be a challenge to
integrate the cultural variety into the working gomment(Tjosvold & Leung, 2003). The
cross-cultural issue brings the challenge how petripin different cultures attempt to
effectively communicate in the workplace daily (D&«Clark Jr, 1999; Guirdham, 1999).
Cultural differences make effective global commatimn essential (Spinks & Wells, 1997).

To make it easier to meet with persons from foreigitures, one should be aware of
one’s own culture first. This forces managers an@leyees to be more concise about how
they work and communicate with persons with diffédgehaviour and communication
patterns. For a work environment to be able totexid grow with as few conflicts as
possible and to manage conflict, it is importaiat thhe communication between the manager
and staff is on a level where everyone understaadk other. Communication is an important
keyword in all organisations but especially whére émployees are from different countries
and cultures (Dou & Clark Jr, 1999). Moreover, geaatking environment in an organisation
is dependent of good interaction between the maragkemployees.

This paper will look at the phenomenon conflidthim an organisation. However,
conflict in a working environment is a vast arearsfing across many different theories and
factors. This study is therefore limited to cortfligthin a cross-cultural working
environment. The paper will be a small pilot stdaigt looks into the interaction of two
factors that are known (from having read existiteyature) to have an impact on conflict
separately; cross- cultural communication and mamagt of employment relationship.
Under these factors there are found to be subrfaotovariables that are also important in
understanding conflict in organisations, such &sridutive- and procedural justice and
culture. This paper will attempt to look closerinhe interaction between cross-cultural
communication and management of employment relgtipnand possible effects of this on
the appearance of cross-cultural conflict and whatbe done to manage conflict.

Previous study conducted by one of the reseasdhehis study and having read other
research papers conducted on this phenomenon kel further interest in the topic.
Haraldsen’s (2007) study looking at communicatisraanotivation factor to create a cross-

cultural work environment that includes all emplegevithin the organisation, has been a
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motivator for this study who looks at how commutima and effective management of
employment relationship can help managing condiied contributing to a positive work
environment in a cross-cultural organisation.

Since the data collection method in this resea¢h-depth interviews, this paper is
gualitative. As the paper is taking a qualitatipprach, the results can not be generalised
outside the population chosen, but it may giveraication on how things works in a cross-

cultural working environment.

1.1 Thesis structure

The structure of the paper will be as followedsHyr, the aim of the study and the study
guestion is stated. The paper will then look atréilevant theory for the study — existing
models and previous research conducted on the ptaran. Next, the method and design of
the study is discussed. The validity and reliapitit the study is also accounted for. The
paper has its own section for the analyses ofdhelts and the discussion of the results and
the theory used. Furthermore, limitations of thalgtare highlighted. Finally, a conclusion of
the study is presented and suggestions for furdssarch are provided.

1.2 Aim of the study

The aim of this study is to provide an in-depth artdrpreted understanding of the
social world of employees in a cross-cultural orgation— in this paper an example of
housekeepers and managers in two different hatdl®rway, by learning about their social
and material circumstances, their experiencesppetives and histories when it comes to
conflict, communication, cross-cultural work enviment and culture differences.

The primary purpose of this study is to explorerélationship between conflict and the

underlying factors in a cross-cultural organisation

1.3 Research question

“How may the interaction between cross-cultural ecoumication and management of
employment relationship influence the managingooflects in a cross-cultural working

environment?”
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In what way can interaction between cross-cultooahmunication and

management and employees relationship have art efiemnflicts?

What kind of interactions can one find between sradtural communication and
management and employees relationship that aftedlicts in a multicultural

working environment?
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2 Theoretical framework

2.1 Introduction

The theoretical framework presents literature et contributed to meeting the purpose
and objectives of this study. The framework prosida overview of some of the most
important theories and models associated withékearch question of this paper.

This part of the paper will present relevant theat is linked to the exploratory and
guantitative study conducted. This is a study pritpan conflict and management in cross-

cultural work environments and is looking at thesnielevant to this.

2.2 Conflict

Conflict is a complex expression, and becauseaiftthis paper will only look at the
topics that are relevant to the research questidhis study. This chapter will look at the
definition of conflict, the types of conflicts, cfist level, and management of organisational
conflict such as managing disagreements and copfievention. This study will not include
managing disputes and managing litigation as tloplpeesponsible for managing these types
of conflicts are human resource managers, middigagpers or corporate counsel. The paper
is mainly focusing on the first-line supervisorglananagers’ responsibilities. The framework
that guided the design of this chapter is drawmfseveral theories of management and
organisational behaviour such as theoriesatbnal decision makinghat dominate much of
the thinking in economics, game theory, and otberas sciences. In these models, managers
of organisations are capable of weighing the exgokcosts and benefits of alternative courses
of action and choosing a course of action thatieffitly and effectively achieves the
organisation’s objectives (Dixit & Nalebuff, 199%isenhards & Zbaracki, 1992).

One important form of the conventional model ofiden making is contained in the
literature orrisk managementn risk management models managers must take atobu
uncertainty in making their decisions, and mandgkgsisions are affected by their risk
preferences (Doherty, 2000; Marrison, 2002). #uggested that risk management is an
useful tool in understanding the management ofrosgéional conflict. Furthermore, in the
past decade there has been an intense debatenratizgement literature over the meaning
and relevance of strategic thinking in an age obglisation and other forces of
transformation (Hammonds, 2001; Porter, 1980, 19882).

12



There remains an open question as to wether amisegen should adopt relatively
long-term conflict management strategies or, irgstearture a more flexible approach that
stresses the development of organisational capabiand capacities for dealing with
conflict. The utility of a systems approach to dmtimanagement is also discussed in this
chapter. The concept of a system, as initially teped by Bertalanffy (1951), Boulding
(1956), and others, requires elements such assnputputs, and feedback loops.
Understanding the differences between the estabéshand operation of an authentic
integrated conflict management system and poliapofinely using mediation (or any other
dispute resolution technique) to resolve workplemeflict is (as suggested by Oetzel & Ting-
Toomey, 2006) critical to understanding the conterapy management of organisational
conflicts (Gosline, Stallworth, Adams, Brand, Halllin & Houk, 2001; Lipsky, Seeber &
Fincher, 2003).

2.2.1 What is conflict?

Conflict is viewed as a process that begins whemdimidual or group perceives
differences and opposition between oneself anchanatdividual or group about interests,
beliefs or values that matter to them — they fegjatively affected by another person or
group (De Dreu & Van De Vliert, 2000; De Dreu, Varerendock & Dijkstra, 2004).

Another definition of conflict is that it can beeseas an expressed struggle between at least
two dependent parties who perceive incompatibldsysaarce rewards and interference
from the other party in achieving their goa(&napp, Putham & Davis, 1998, p. 415).
Conflict occurs at work when an employee is irgthby another person or group. Conflict or
negotiating parties attempt to further their owterast, their opponent’s interest, or both.
Conflict behaviour is viewed as personally effeetio the extent that an individual succeeds
in realising the benefits desired for oneself (8an<t al., as cited in Van de Vliert, Nauta,
Giebels & Janssen, 1999). How individuals respencbiflict issues depends on their
concern for their own outcomes and for the oppopengy’s outcomes. Conflict management
is a function of high or low concern for self coméd with high or low concern for others (De
Dreu et al., 2004).

Conflict is a factor that affects the way employeasies out the work. There are
different levels of conflict, and different ways lzdindling conflict, but there is no certain
answer to what conflict resolution tool works fhetdifferent conflicts in different
organisations. However, it is important that thenagement in an organisation treat
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employees with respect and thoughtfulness (Nordhe@@0).When the word conflict is
mentioned, it is often focused on how conflict esignd how it evolves. Einarsen, Skogstad
and Hellesgy (2000) suggest that conflicts in akvemvironment can arise because of work
processes and the way work is organised, how tpen@ation is built up and the
organisational culture in the workplace. It is easjorget how organisational culture and
personnel policy influence managers’ and employkebkaviour, attitudes and ability to
cooperatéEinarsen, Skogstad & Hellesgy, 2000).

In this paper, by conflict it is meamorkplace conflictthis is conflicts that can arise in
relationships between supervisors- / managers mupibgees, employees and employees, and
within work teams, including managerial or supeswysteams. In other words, it is focused
onintraorganisationa) and nointerorganisationalconflicts. This paper is not concerned
with, for example; business-to-business or busth@ggpvernment conflicts, or the conflict
that may arise between an organisation and a stidestsuch as a customer or supplier. This
paper looks at conflict from an organisational pecsive, focusing on conflict management
at theindividual level.

Most people dislike conflict because of its negattensequences. Their natural reaction
is to avoid conflict and get it over with as so@passible. Yet avoiding and suppressing
conflict is sometimes a mistake and not alwayhelest interests of the individuals and
groups concerned. In fact, growing evidence suggest conflict may be beneficial to
performance in groups and organisations, and tratiemg and suppressing conflict reduces
individual creativity, decision quality in teamgpgduct development, and communication
between work groups. Moreover, it can be arguetidiraulating conflict sometimes
enhances individual, group or organisational penorce. Too much emphasis on the
negative consequences may detract attention frerbeheficial effects that conflict may have
(De Dru & Van Vliert, 2000).

There exists conflict when there are differenced@eéws and opinions, goals, actions
or differences in other ways. There are many tygge®nflict, human problems and conflicts
can occur at different levels such as within algitngiman being, between two persons,
between several people within the department avdet departments in the organisation
(Ellmin 1992; Markham, 1996). The term conflictaigplicable in situations where individuals
are in conflict with themselves as well as confliith other individuals or with the
organisation or a society in general (Ellmin, 1992)
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2.2.2 Levels and types of conflict

Conflict can occuwithin an individual Conflict on this level can have a positive or
negative outcome. Conflict within individuals camsa from different motivations. In the
everyday there can be conflicting needs. Conflises when different goals are set because
of different needs, and it is hard to know whiclalgo choose, or which need to satisfy
(Ellmin, 1992; Markham, 1996). If the conflict hderachieve results and how to analyse and
choose the right method, this can lead to innowadiad creativity. However, it can be
negative if the person worry about unrealistic exgigons of him/her, or that the person is
asked to do something against his/her own pringif@bth types of inner conflict can cause a
human being to become quiet while looking for ragohs, the main difference of the conflict
types are the outcome of the conflict (Markham,&8)99

Furthermore, conflict can occbetween two individual€onflict between individual
can arise from different goals and interests, amdlead to emotional situations. Conflict can
be caused by competition, wrong perceptions ofrstheality, language problems and
misunderstandings or other communication probldrhs.conflict could be about big
contrasts in assessment of a job’s content, adgrdtor practical implementation, or it could
be about lacking ability to understand and acaeglividual differences (Ellmin, 1992).This
type of conflict can hurt the relationship betwdlea two persons. It will not only make it
difficult to work with each other for the two persoinvolved, but it will also make it hard for
other persons who have to work or interact with ahthe two persons. It can create awkward
situations, and in worst case people in the orgaiois start to take sides of the conflict.
Because of this it is necessary to start treatiegoroblem as soon as possible (Markham,
1996).

Conflict between several peoplgthin the department can occur if there is a
department with human beings working creativelyetbgr. With a group of people working
together it is inevitable that different opinionstlween ideas appear. When groups consisting
of two or three persons have isolated conversatimminderstandings and confusion easily
appear, and this can contribute to conflict (Markha996).

Finally, conflictbetween departmenis the organisation can occur. Some
organisations actively trigger conflict and compet between groups or departments within
the organisation, believing that it will resulteach group working more effectively and they

will achieve higher results when they compete wilch other. Sometimes this strategy
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works, but other times the feeling of competiti@isgmore important than achieving results
of the work completed (Markham, 1996).

There are several common types of conflict witmroeganisation. One of the
common types of conflicts is conflict about theampation’s or department’s goals which
can occur when one or more persons have differalsgn mind. Different goals could be
created from misunderstandings, the objectivel®@btganisation might not be clear or
conveyed properly to all the employees. Moreoveange can be implemented in order to
achieve the organisation’s or department’s goails €an lead to resistance of change from
the employees who do not agree to the goals (Manki996; De Dreu et al., 2004).

The second type of conflict is conflict of ideagdause of each human being’s
background, different interpretations can occuhefsame statement. This is why it is
important to give feedback in the way of giving assage in different ways or asking
guestions. Conflict of ideas can also occur wheewa person enters an existing group. No
matter how skilled the person is, it is inevitathlat the new person will have different ideas
and views. This can be positive in that the nevs@eican bring new innovative ideas.
However, it becomes negative when old memberseoftbup resist the way the new person
speaks and proposes the new ideas, or they siroptptike the new ideas (Markham,
1996).

The third type of conflict is attitude conflict. iBnis far the most difficult type of
conflict because it consists of feelings and opisiwhich are deep rooted in one or more
persons. These feelings and opinions can be bawsedlwes, cultural or political background.
Persons involved in attitude conflict are convinteely are right and can not understand why
others do not see the situation as they do. Theyotlilntend to change and are likely to
demonstrate resistance to everyone who tries togeghthem (Markham, 1996; De Dreu et al.,
2004).

Lastly, behaviour conflict can occur when one orengersons that are involved
behave in a way the others see as not acceptairlexkmple, always being late for meetings,
not wanting to cooperate or not doing their shdneak (Markham, 1996). To prevent

conflict, it is important to manage organisatiocaihflict.

2.2.3 Managing organisational conflict

Many scholars and practitioners do not recogniaedbnflict is inherent to social
interaction and common to organisational life feample Katz and Kahn (1978); March and
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Simon (1958) (as cited in De Dreu & Van De VIi&®00). They search for optimal ways of
managing conflict to prevent its destructive effeat interpersonal perceptions, the social
climate within teams, and the interaction betweemugs. However, it is also a need to search
for conflict management strategies that help contb be productive (De Dreu & Van Vliert,
2000).

There is evidence that managing organisationallictsfs receiving increasingly
attention by managers and policy makers. Major @@fons and organisation are more
inclined now than ever to adopt a proactive, sgjiatapproach to managing organisational
conflicts. The trend is now also reaching smal@npanies. In a bygone era, most managers
assumed that conflict was not a phenomenon thad d@ueasily managed. Almost all
organisations took a reactive or passive approacbnflict. They would wait for conflicts to
arise before taking action. But the growing costdisputes as well as dissatisfaction with the
traditional means of managing and resolving conflave motivated many organisations to
try a new approach to conflict management.

Organisational conflicts manifest themselves ie¢hiormsiatent (unexpressed) or
manifest{expressed) disagreements among and between neeaflibe organisation;
disputes including formal grievance and complaamtd; litigation including lawsuits. As
mentioned eatrlier, this paper focuses on the preé-early stage of workplace conflicts —
misunderstandings and disagreements among menfiibes arganisation. A typical
organisation waits for small conflicts and disagneats to evolve into disputes and then for
disputes to evolve into litigation, and only theeglms to manage “conflict”.

Medina, Muduate, Dorado, Martinez and Guearra (R@@ind that conflict decreases
the job satisfaction and sense of wellbeing off séafd positive working environments can be
achieved by avoiding such conflict. It is propodieat improving leadership skills can reduce
these conflicts and improve team cohesion. AIm2806) found that conflict within teams
are typically ante ceded, on one hand, by diffezermetween individuals’ opinions, values or
demographic origins and, on the other, inadequateunication, trust or respect between
individuals or teams. Conflict may also occur witbéams that, for example, have high levels
of workload or in which staffing levels are too higr too low.

If managers are to avoid facing the same confiiateng their staff, they must take
steps to manage their relationships. One of tise dirthese steps is to encourage staff to gain
insight into their own behaviours. The employeeaslearn how, by making small

adjustments to their reactions to events or algettie ways they communicate with each
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other. They can make their working lives easier gradluce favourable outcomes for

everyone involved (Covey, 2004).

2.2.3.1Managing workplace conflict: Latent and manifest dsagreements

Differences in goals, objectives, values, and apisibetween two or more members of
the organisation are an everyday occurrence in prgsinisations. Lipsky et al., (2003 p.8)
describe these disagreements as: “any organishfraten that produces a mismatch in
expectations of the proper course of action foemployee or group of employees”. These
differences or frictions can be latent or manif@stlatent it is meant disagreements that are
not directly expressed and do not necessarily seiifathe day-to-day operation of the
workplace. Latent or unexpressed conflict, howeean, clearly have an effect (usually
negative) on the performance, productivity, anchatie of the workplace (Kolb & Putman,
1992; Mechanic, 1962; Pondy, 1967). Bgnifest it is meant disagreements that are
expressed by the members of the organisation dt wait. Employees can express
disagreements with their supervisors or fellow ewyees, for example, how a work should be
performed, who should perform it, and when it sddag performed.

The relationship between employers and employegsvisrned by a complex “web of
rules” that deals with every facet of the workpla€er example: the rate of pay, the
scheduling, assignment and pace of work; stand#rgsrformance. Each of these facets is a
potential source of conflict. Moreover, the intergmnal relationships on the job are another
source of conflict. Unhappiness with these relaiops can lead to disagreements,
complaints, accusations, recriminations, and ditrens of negative behaviour. However,
these frictions need not and usually do not becfmmmeal complaints or grievances.

Most organisations expect that the exercis®whal authority(sometimes called
forcing) by a supervisor will be sufficient to resolve skdypes of workplace conflicts.
However, both scholars and practitioners have @ksgahatavoidingorignoring workplace
disagreements is a common practice in many orgamsa Another approach used by some
managers and supervisoracommodatinghe workplace disagreements by yielding to the
wishes of the employees. In some organisatt@mspromisings the approach used to resolve
many conflicts; it is expected that difference®pinion and disagreements will be resolved
through negotiation, in which each of the parteesxpected to compromise in order to reach
an agreement. Finally, some organisationscaiaboratingas an approach to resolving
disagreements; they foster a problem-solving ambré@ achieving a mutually satisfactory
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solution to workplace conflicts (Hellriegel, SloclrWWoodman, 2003; Aldag & Kuzuhara,
2002; Fairhurst, Green & Snavely, 1984; Rahim, 1@8adwin & Walter, 1979).
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Figure 1: Managing styles of conflicts (Gladwin & Walter @ged in Schneider & Barsoux,
2003, p. 237).

Many organisations do not have clear policies ocedures for managing routine
workplace disagreements. Top managers expect iddteanand first line managers will have
primary responsibility for resolving these disagneats. They do not attempt to manage
directly or systematically such disagreements batime a laissez-faire attitude, hoping that
the supervisors and employees involved in suchlicevill resolve their differences on
their own or learn to live with them. However, QGedtand Ting-Toomey’s (2006) study
suggests that a growing number of organisationsnare actively managing conflict at this
level because they have come to believe that ttenpal costs to the organisation that can
result from a laissez-faire attitude to workplaadreements can become too large to
tolerate. Accordingly, many organisations have gacsed that they need to manage the
disagreements that affect the performance of thgiervisors and employees.

Lipsky et al., (2003) states that many organisatitime hierarchical, bureaucratic
organisation of work has been replaced by the titssams. Disagreements among members
of an organisation become much more critical incakplace where participation,
empowerment, and teamwork are valued.

A vanguard of organisations has adopted comprebepsiicies, or systems, designed

to address the roots of organisational conflicerehhas been a recent development of so-
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called integrated conflict management systems, lwarie expressly intended to allow an
organisation to deal with the fundamental cause®bflicts and to prevent disagreements
from growing into serious disputes (Lipsky et 2D03). To reduce the level of negative

conflict in an organisation, it is important to lramanagement practices that work in place.

2.3 Management

Management is a broad subject, ant this paperonill look at topics that are relevant
to the research topic. This chapter will look ativimanagement is, employment relationship,
personnel policy, organisational culture and matora Maslow’s hierarchy of needs are
included under motivation to help understand thedseof human beings. According to the
literature cited, these are all important aspecemni organisation and in managing conflict.

There are two different concepts when it comesaoagement: leadership and
management, or; leader and manager. A leaderessampwho achieves the organisation’s
goals through the work of others without relyingtbair position power. Moreover, they have
the ability to influence others (Dwyer, 2005). e bther side, a manager is a person who
achieves the organisation’s goals through the wbithers (Dwyer, 2005; Schneider &
Barsoux, 2003). More or less every workplace higader and/or manager. A leader or a
manager is important for a working environmentuodtion and to have strong structure
(DuBrin, Dalglish, & Miller, 2006).

2.3.1 What is Management?

Management is a huge phenomenon and is too braadtain in an easy way.
However, the essence of management is that itogtgieople and human relationship. Since
human nature has not changed in the past cenandes unlikely to change in the resent, the
process of management will remain the same. Tjdsaod Leung (2003) argue that
management differs less from period to period finam country to country. Management
theories were developed in the West, mainly Britaid the USA. These theories were based
on Western individualistic assumptions, which domecessarily apply for the majority of the
world’s population in other continents. The pressaritury is expected to bring alternative
theories for these other parts of the world. Thveildeave room for more collectivist values

and for an orientation on the long term rather tthenshort. For those involved in managing
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across cultures, meta-theories stressing theviyatif any single cultural orientation will
become more accepted (Tjosvold & Leung, 2003).

Kaufmann and Kaufmann (2003) define managemeusiag social influence to
organise work so that the organisation achieve tjawls (Dwyer, 2005; Schneider & Barsoux,
2003; Kaufmann & Kaufmann, 2003). A good managesspeses great competence within the
area the person works. As part of good professigualities, those people have the ability to
influence other people. If the business has lackiagagement, this can make people believe
that the business takes no responsibility or ddhage the ability to make good decisions.
Poor management often leads to lack of well-bemyraotivation for the employees and this
again leads to large turnover (DuBrin et al., 2006)

There are two different types of manager; fornmal emformal. The role is assigned to a
formal manager. When a person is assigned as agmaias clear what responsibility area he
or she have to focus on and what grade of authtirety have. An informal manager can be an
employee with a big grade of impact. They can haseas big of an influence as the formal
leader. It is important for the formal leader td gl®ng and cooperate with the informal
manager. This is because an informal manager hasofmerate with both the employees and
the other managers in the business. An informalagancan often have a bigger influence on
the employees than the formal manager becausestealoes not have the manager title. The
formal leader can get many good advises from tfeenmal leader about what the employees
say and do when he/she is not around (DuBrin £2@06).

There are different ways a manager can behaves saamagers are very concerned
about how their employees do their tasks. Othersraore concerned about their welfare.
Therefore, it is separated between task-orientai@oagers and relationship- orientated
managers. A task-orientated manager focuses dasgks rather than the results the employees
makes. But the relationship-orientated manager slommsideration and care for their

employees (DuBrin et al., 2006).

2.3.2 Interaction between manager and employees

Employee relations are the process of building@nstrelationship between managers
and employees based on fairness, trust, and nmasaéct. It takes time and energy and
sometimes money to create a good working enviromnhemvever it is worth the effort. Good
employment relations lead to motivated, loyal, high-performing employees (Daniel,
2003). There are many different leadership thedkkesise, 1971; Bass & Valenzi, 1974;

21



Wynne & Hunsaker, 1975; Osborn, 1975). Howevethefmany contingency theories, the
contingency model of Fiedler (1964, 1967) desemesntioning.

2.3.2.1Fiedler’s contingency theory

Fiedler's contingency theory is the most controiarsf all leadership theories. It is
one of the most widely researched theories, haamgmpirical background extending over
two decades. The contingency model hypothesizeésént&in leadership styles (as measured
by Least Preferred Co-worker - LPC) are effectdepending on ‘situation favourability’ as
measured by three variables called; leader menalggrans, task structure and position power
(Sahal, 1979). There are no topic which has reckmore attention in the management
literature than the concept of leadership andeiationship to productivity and satisfaction.
Despite the scope and magnitude of efforts to emartie concept, little is know about what
makes a supervisor effective or why a superviseffective in one situation but not in
another (Hill, 1969).

The recent work of Professor Fred Fiedler, a pshgist at the University of lllinois,
however, holds promise of bringing some coherentethe search for a theory of leadership
effectiveness. The first assumption in Fiedlersdelas that groups can be classified into
those with interacting and counteracting tasksré&lage two basic leadership styles in this
model:relations-orientecandtask-oriented The relations-oriented leadership style is deshote
by a high score on the Least Preferred Co-workestipnnaire, and is characterised by — a
person who is motivated to seek prominence in patesonal relations, who is concerned with
good relations with others, who is considerateisfhers interactions with group members,
and who tends to reduce anxiety and increase tfsempa adjustment of his/hers co-workers
(Hill, 1969).

The task-oriented leadership style (a low LPC escmr characterised by — a person
who rejects those with whom he/she cannot work,daotdins need gratification and self-
esteem from performance of the task. The persdheasegfore, concerned with performing the
tasks and is willing to relegate interpersonaltrefes to a secondary position. The most
attractive element of Fiedler's model is that eghicts which style of leadership will work
more effectively as the ease of exerting influevexees (Hill, 1969).

Motivation and awareness of employees’ needsentie the quality of the interaction

between managers and employees.
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2.3.3 Motivation

Motivation is an important factor in an organisatidhere is no right and wrong for what
kind of motivation should be used on different geofveryone has different views and
needs which have to be considered when deciding kihé@ of motivation to use. Motivation
is a way of making the employees feel important @mghow them that the work they do is
significant (Kaufmann & Kaufmann, 2003).

Kaufmann and Kaufmann (2003) defines motivatiothasbiological, psychological
and social factors that activates, give directmrahd maintains behaviour in different levels
of intensity when it comes to reaching a goal (Kaarin & Kaufmann, 2003). Another
definition of motivation is the process of arousidgecting, and maintaining behaviour
toward a goal. The definition suggests that moitwvainvolves three components: The arousal
component which has to do with the drive behindamtions. For example when we are
hungry we are driven to get food. The second, trection component, involves the choice of
behaviour made. For example a hungry person makesetht choices; eat an apple, have
food delivered etc. The third component, mainteeaaconcerned with people’s persistence,
their willingness to continue to exert effort urthie goal is met. For example the longer the
hungry person searches for food, the more persidterperson is (Greenberg, 2005).

Motivation is a highly complex concept. This isleeted that people often are motivated
by many things at once, sometimes causing confkais example, an employee may be
motivated to make a positive impression on hissugervisor by doing a good job, but at the
same time, the employee may be motivated to mairfti@ndly relations with his/her co-
workers by not making them look bad (Greenberg5200

In modern organisational psychology, there are fgpes of motivation theories; need
theories, cognitive theories, social theories atdgharacteristic models in relation to
motivated behaviour within the work environmenteTieed theories see motivated behaviour
as something that is triggered because of diffeygrgs of basic needs which are either
biological or a product of learning over a longipérof time. Cognitive theories see
motivation as a result of an individual's expeda$ of goal achievement, reward and
remuneration and its own performance. Social tesagspecially give attention to the
individual's experience of similarity vs. differemcand justice when it comes to co-workers
and procedures of dividing rewards in the workpl&éeally, the job characteristic model is
more practical oriented. It attempts to map whattdrs are motivating and which are not
motivating in a job situation. The model tries tganise the factors in relation to each other

23



in a way so it is possible to calculate a job’s inaiton potential (Kaufmann & Kaufmann,
2003). This paper will look closer into the needdty; Maslow’s hierarchy of needs, as this
is the original need theory formulation. Howevelay@on Alderfer and David McClelland
have later built on Maslow’s theory to improve weakses and to provide new insights to the

topic.

2.3.3.1Need theory: Maslow’s Hierarchy of needs.

The need theories and motivation have a long toadwithin psychology. An aim has
been to find a set of needs which explain mostldtvihuman being undertake. Abraham
Maslow developed a new theory of motivation thateated with the views arriving from the
Hawthorne studies that were conducted between 4887932, and the Y- formula developed
by Douglas McGregor (Kaufmann & Kaufmann, 2003).

Maslow’s theory was built on the thought that advierarchy exist constituting five
categories of need. Within these five categoriesetlare two main types of motivation; need
for deficit coverage and need for growth opportesit Thephysiological needare the first
stage in Maslow’s hierarchy of need. As the figsimews (see figure 2), these needs are basic
biological needs such as food and accommodatioreldtion to the workplace it is minimum
salary and wage that is necessary to cover the haesds (Kaufmann & Kaufmann, 2003;
Greenberg, 2005). Furthermore, this is about wgrkinvironment conditions and the needs
the employees have when they are not working.ithpgortant that the employee have breaks
during the working day and do not work too long tsoso he/she has time to have a life
outside work (Kaufmann& Kaufmann, 2003; Kotler &liee, 2006).

Maslow shows that the lowest step in the pyranhide@ds has to be fulfilled before
the next stage can be fulfilled. The motivatioriled employees will most likely improve if all
of the five stages in the hierarchy of needs atisfeal (Kaufmann & Kaufmann, 2003;
Greenberg, 2005; Kotler & Keller 2006).

The next stage ihe need for safetyhe need to avoid danger and threats (Kaufmann &
Kaufmann, 2003; Greenberg, 2005; Kotler & KelledD8). It is important that the employees
feel safe at work, and that they can trust eacbrofhe employees should not have to be
scared when they are working and should feel tiet tan speak out if they feel that
something is wrong (Kotler & Keller, 2006). Kaufnmaand Kaufmann (2003) suggest that
this is the need for basic safety measurementemphliysical work environment, as well as the

need for assurance that the employee has a st@adjjese are fundaments so the individual
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can move up the hierarchy of needs in the direcifagrowth and well-being (Kaufmann &
Kaufmann, 2003).

At the third stage ithe social needhe need for love and belonging. This is about
human relationships — the need to relate to otbeple and the need for mutual respect. It is
important to get along with colleagues and malenfiships (Kaufmann & Kaufmann, 2003;
Greenberg, 2005; Kotler & Keller, 2006). This ce=a better working environment and
makes it easier to talk about problems that magap(Kotler & Keller, 2006). Kaufmann and
Kaufmann (2003) states that organisation can loefatisfy this need by accommodate for
teamwork, as well as organising social events atidites outside work hours (Kaufmann &
Kaufmann, 2003).

The fourth stage ithe need for esteenfhis is the stage of excess- or growth
motivation. The hallmark of this stage is thasihot aimed to cover the deficit conditions as
the previous stages. This stage is about the apputés for personal growth and developing
personal qualities to the maximum. Employees shmdgect each other as well as having
self-respect (Kaufmann & Kaufmann, 2003; Kotler &Ikr, 2006). Maslow assumes that the
first step in the personal growth process is dguatpself-respect and receiving recognition
from others. The desire to achieve, to have preséigjoy success in life and other’s respect,
are needs within this stage. At work, this mearstjye feedback e.g. when goals are achieved
or someone has done outstanding performance (Kanfi&aaufmann, 2003).

When these needs are met in stated order, thestitgvel of needs can be mibie
need for self-actualisatioKaufmann & Kaufmann, 2003; Greenberg, 2005, Kdti&eller,
2006). This is the need for releasing capacityeteetbping talent, abilities and qualities a
person have - realisation of potentials. By givemgployees opportunities to experience this in
their job, this can be a great motivating factoorially people perform their best under
conditions such as these, and it benefits botinttigidual and the organisation (Kaufmann &
Kaufmann, 2003; Greenberg, 2005; Kotler & Kell€308).

Maslow’s theory provides guidance with respeatdéeds that employees are motivated
to achieve (Greenberg, 2005). It is the first sslfy and put human needs in a system where
both deficit motivation and excess motivation ax@uded. The theory has received great
practical importance for discussions about whiahdttions are important to promote positive
motivation in a workplace (Kaufmann & Kaufmann, 3pOMany organisations have taken
action that are directly suggested by the theodyreave found them to be successful
(Greenberg, 2005). Moreover, the theory has hadge linfluence on practical measures for

organisational development. The use of this the@ogrganisations helps remove self-
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actualisation barriers for employees (Kaufmann &taann, 2003). For a manager it is easier
to arrange for the personal needs at the work@aggested by Maslow if there is a personnel

policy already existing in the organisation.

morality,
crealivity,
spontaneity,
problem solving,
lack of prejudice,
acceptance of facts

self-esteem,
confidence, achievement,
respect of others, respect by others
friendship, family, sexual intimacy \

security of body, of employment, of resources,
of morality, of the family, of health, of property

Physiological / breathing, food, water, sex, sleep, h

Figure 2: Maslow’s hierarchy of needs (Nelson Harvey, 200atjer & Keller, 2006; Greenberg,
2005; Dwyer, 2005; Kaufmann & Kaufmann, 2003).

2.3.4 Personnel policy

Personnel policy concerns those roles and thogesharbusiness sets for their
organisation. By having those kinds of guidelifes lbusiness shows who they are and what
kind of values they want their employees to follamd be a part of. Personnel policy gives
the employees something common to work againsk bapersonnel policy can lead to big
problems and conflict can arise in the businefiseiy do not have any guidelines of how to
fix them (Nordhaug, 2003)

Managing and management responsibility are two mapb elements in personal
policy. The requirement of the manager is oftetyestated in the policy. This is to give
guidelines and direction how the manager shoulégbeland work. Every business should
have a personnel policy, and this policy shouldealable for everyone in the business. This

is because policies such as these, can work aslelige for all the work that is being done
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within the business, and it makes the businessdeokus and responsible and helps create an

organisation culture (Davidson, 2006).

2.3.5 Organisational culture

Values, norms and attitudes are a big part ofrgarosation, and these are known to
be a part of the organisational culture. An orgatiisal culture should be present when a
business starts up to make sure the culture bsribétorganisation. If the culture is not
organised it might cause trouble for the orgamsa{Beech, 2006).

Bang (1998, p. 198) defines organisation cultgréree common norms, values and
reality views that is developed in an organisatidren employees cooperate with each other
or with the environment’. Scientists define orgati@nal culture as a cognitive framework
consisting of assumptions and values shared byh@a@#on members (Schein, 1985, as cited
in Greenberg, 2005). For example, organisationd ternave different absence cultures, the
employees share different understandings abowghepriateness of taking off from work.
Organisational culture also reflects different esuhat are shared by employees in the
organisation, as indicated in the definition. Byues it is referred to stable long-term beliefs
about what is important. Where people do not feéled, the organisation is considered
having a toxic organisational culture. On the otimemd, organisations that treat their
employees well are said to have a healthy orgaaisatculture (Greenberg, 2005).

An organisation culture says something about vecorganisation is. The
organisation’s culture can be identified by lookatghe way the employees work together and
how they solve assignments and arguments. Moreameasrganisation culture shows how the
manager of the organisation works and how he/shpearates with the employees, and how
he/she arranges social gatherings or meetings (B2606).

Despite widespread differences in organisationtiice, in all companies
organisational culture serves three important fionet it provides a sense of identity for
members — the more clearly an organisation’s shaeeceptions and values are defined, the
more strongly people can associate themselvesthéihorganisation’s mission and feel a
vital part of it; it generates commitment to thgamisation’s mission. Sometimes it is difficult
for people to beyond thinking of their own intesedlowever, a strong, overarching culture
reminds people of what their organisation is ab@band finally, it clarifies and reinforce
standards of behaviour. A culture guides employeests and deeds, making it clear what
they should do or say in a given situation, thenetoyiding stability to behaviour (Greenberg,
2005).
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Socialisation is the process by which new emplowserb the organisational culture
and become acquainted with the values and behasiqéacted of them. These are
transmitted in a variety of ways; they may be ledrthrough training programs; or they may
be absorbed informally by observing other memtseard,learning the company language and
folklore. Socialisation practices, however, may eteagerly embraced abroad. Embedded in
these practices are cultural assumptions regartbngxample, the nature of peer and
hierarchical relationships. Furthermore, how theyteansmitted, to what degree they are
made explicit, is closely tied to use of langudggh-context/low-context — these differences
can become a source of friction (Schneider & Baxs@003).

Large organisations often have several culturesatipg within them. In general,
people tend to have more attitudes and valuesrmmaoan with others in their own fields or
work or their own company units that they do wihibge in other fields or other parts of the
organisation. These various groups may be saidvte keveral different subcultures —
cultures existing within parts of organisationdeatthan entirely through them. These
typically are distinguished with respect to eitherctional difference (i.e. type of work done)
or geographic distances (i.e. the physical semardtetween people). Indeed, research
suggests that several subcultures based on ocooghtprofessional, or functional divisions
usually exist within any large organisation (Greamj) 2005).

However, there also may be a dominant culturestndtive, overarching
‘personality’ of an organisation. An organisatiod@minant culture reflects its core values,
dominant perceptions that are generally sharedigfirout the organisation. Typically,
although members of subcultures may share additsmts of values, they generally also
accept the core values of their organisationsvalsae. Thus, subcultures should not be
thought of as a bunch of separate cultures bueras ‘mini’ cultures operating within a large
dominant culture (Greenberg, 2005).

Organisational culture exerts many effects on imldials and organisational processes,
some dramatic and others more subtle. Culture gegestrong pressures on people to go
along, to think and act in ways consistent withéRisting culture. An organisation’s culture
can strongly effect everything from the way empkg/dress and the amount of time allowed
before tasks should be completed. It can also tfi@e long each task should take, to the
speed with which people are promoted, and the Wwaygdommunication works within the
department (Greenberg, 2005).
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2.4 Communication

Communication is the processes through which pesgate information to others and
receive information from them. Fundamental commatndn skills are a basic ingredient for
organisational success. Everyone involved in oggrns, from the lowest-level employee
to the head of an organisation, need to be aldertamunicate effectively (Greenberg, 2005;
Bakka, Fivelstad & Nordhaug, 2004; Kaufmann & Kaafm, 2003).

For organisations to function, individuals and teanust coordinate their efforts and
activities carefully. Without communication emplegewould not know what to do and
groups and organisations would not be able to epeféectively. Given the importance of
communication in organisations, it is found thahagers spend about 80 percent of their
time in one form of communication or another e.gting reports, sending e-mails, talking to

others in person etc (Greenberg, 2005).

2.4.1 LMXtheory

Theories such as the Leader-Member exchange (LMa{ige a logical connection
between constructs such as managerial actionsraptbgee empowerment (Gomez &
Rosen, 2001). According to LMX theory, those empks/who are considered part of a
manager’s in-group have a high-quality exchangengeeeau, Graen & Haga, 1975). This
implies that when managers trust their employédes; give these employees preferential
treatments such as increased information and diatit&und discretion. The LMX theory builds
in the constructs of managerial trust and subseagmployee empowerment. Although these
construct may somewhat overlap in both theory aadtjze, the validation of measures of
these constructs provides researchers the toelspirically tease out important
relationships.

In essence, LMX theory suggests that supervisdesméee which roles subordinates
will hold (Graen, 1976, as cited in Kacmar, Zivnask/itt & Gully, 2003). These assigned
roles define the quality of the relationship sulioates enjoy with their supervisors and help
subordinates determine the appropriate behaviougsdct (Lind & Zmud, 1991, 1995).
Subordinates who share a high-quality LMX relatigpswith their supervisor are afforded
several advantages not provided to those in a leaity LMX relationship, such as ample
resources, premier assignments, emotional supgudtcooperative interactions with the
supervisor (Liden & Graen, 1980). Exposure to trebeantages has been demonstrated to

result in a variety of positive outcomes, suchr@atgr levels of motivation and superior

29



performance ratings, for high-quality as comparét Yow-quality LMX subordinates
(Liden, Sparrowe & Wayne, 1997).

The LMX theory developed by Graen and his collesgproposes that leaders
develop qualitatively different types of relationshwith various employees (Dansereau et
al., 1975). Some employees will feel that they bglto an in-group; whereas other will
perceive that they are members of an out-grougrdoyp employees have a high-quality
exchange with their managers, whereas out-grouposgegs have a low-quality relationship.
In-group employees receive preferential treatmeah @s higher amounts of information,
influence, involvement, latitude, confidence anda@n from the manager (Dansereau et al.,
1975; Liden & Graen, 1980).

LMX suggests that supervisors may afford differireatment and thus possibly use
different communication tactics with subordinatesigher quality exchange relationships
than with those in lower quality relationships. § hierature, however, leaves unresolved
whether supervisors should treat employees diftgrelm contrast, much of the
communication literature has emphasized developwiebest’ practices which, presumably,
should be used with all employees. Yrle et al.0@0ooked at whether there are
consistencies between leader communication pracsicd the perceived quality of the
Leader-Member exchange. They found evidence thptames perceive differences,
especially in level of participation-related comrnuation, depending upon whether they
believe they are in a higher or lower quality LM&ationship (Yrle et al., 2003).

In the research of Yrle et al., (2003) the autt@ge considered linkages between
LMX quality and supervisory communication practiegsl have found evidence that
subordinates report a direct relationship betwaereasing quality of LMX and the
communication practices of coordination and pgrtiton. Some evidence was found that
supervisors’ and subordinates’ reports of LMX qiyadire related; suggesting that something
beyond the subordinates’ perceptions may be beaptuced. In effect, these findings
suggested that higher-quality supervisor-subordidgads, meaning those dyads where
subordinates are seen as ‘trusted insiders’, aracterised by communication patters where
the supervisor provides a high quality of inforroatand permits participation by the
subordinate. From a prescriptive perspective, taese¢he patterns which are recommended
by the communication literature. Yrle et al.,’s Q3) findings, therefore, suggest that
supervisors in high-quality dyadic relationshipsud be guided by the prescriptions of the

communication literature (Yrle et al., 2003).
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Regarding lower-quality dyads, the findings sugegshat these dyads differ from
those of higher-quality primarily in participatioBubordinates in these dyads appear to feel
that the information they receive is adequate ttatt they are not allowed to participate. This
finding may indicate that their supervisors arectwag rather than counselling them.
Moreover, the result suggested that supervisorsahdrdinates agree about the quality of
the dyadic relationship, therefore, it is reasoadblassume that relationships are objectively
poorer in the lower-quality dyads (Yrle et al., 3D0From the perspective of contingency
theory, however, it is entirely possible that swsrs in lower-quality dyads would be
justified in using a less participative, coachitgesif their subordinates need coaching. For
example, this would be the case for subordinates avé not fully trained.

The key issue which arises from questions of fittwmmunication practices to
subordinate needs becomes evident from concerrtiviseon into lower- and higher-quality
dyads may not occur on objective grounds. Ratheguld be based upon non-objective
grounds such as demographic similarity. Howevelg ¥t al., (2003) did not find that higher-
guality dyads were more similar than the otheenmis of the limited demographic
considered, but further studies need to be donke @fral., 2003).

2.4.2 One-way communication
Figure 3 below shows how one- way communicatioesgiace and the factors that

have to be involved to carry out such a processrd bre three different factors that have to

be considered: sender, message/medium and a neceive

Sender Message/ Receiver
Medium

v

Figure 3: Communication model for one- way communicationkl@&aet al., 2004; Kaufmann
& Kaufmann, 2003)

There are different ways to convey a message/ medithe most normal is to do this
by using language, but a message/ medium can elsmgveyed face to face by using body

language, phone, verbal, Internet or letters (Badtkal. 2004; Kaufmann & Kaufmann,
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2003). In the phase where the receiver registatsiaderstands the message/medium, there
are different parts that play a role. How doesrdueiver understand what is being sent from
the sender? This is known as decoders. It is impothat the sender is clear when he or she
sends their message, and it is important that treras few disruptions as possible so the

receiver can understand the message properly (Kaufr& Kaufmann, 2003).

2.4.3 Two-way communication

Communication is defined as the process by whiplraon (the sender) transmits some

type of information (the message) to another pe(danreceiver) (see figure 4).

RECEIVER

eti-concept Self-concept
Family Family
Culture Culture
Skills Skills
Feelings Feelings
Attitudes Attt
Values

ent, status,
time

Figure 4: The communication process (Dwyer, 2005; Greenl#0Q5, p. 257)

The communication process begins when one partgp Inasssage it wishes to send
another party. It is the sender’s mission to tramsfthe idea into a form that can be sent to
and understood by the receiver. This is what happethe process of encoding — translating
an idea into a form, such as written or spokenuagg, that can be recognised by a receiver.
For example, information is encoded when the wos#sl to send an e-mail message or to
speak to someone in person are selected. Aftersaage is encoded it is ready to be
transmitted over one or more channels of communicab reach the desired receiver.
Because of modern technology, people sending messeye a variety of communication

channels available to them for sending both viandl oral information. Whatever channel is
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used, the communicator’s goal is the same — to #endncoded message accurately to the
desired receiver.

Once a message is received the recipient must biegiorocess of decoding — that is,
converting that message back into the sender’snatigleas. This can involve many different
processes, such as comprehending spoken and wwittels, interpreting facial expressions,
and the like. To the extent that a sender’'s messaggcurately decoded by the receiver, the
ideas understood will be the ones intended. A pessability to comprehend and interpret
information received from others is far from petféithis is the case for cross-cultural work
environments, where people speak different langauiagd lack the skills needed to
understand the speaker. Once a message has beeediethe process of communication can
continue but in reverse. In other words, the persgriving the message now becomes the
sender of a new message. This new message isrnthedesl and transmitted along a
communication channel to the intended recipient Wien decodes it. This part of the
communication process is knownfasdback- providing information about the impact of
messages on receivers. Receiving feedback alloweseto determine whether their
messages have been understood properly. Onceedcédedback can trigger another idea
from the sender; initiating yet another cycle ofmcounication and triggering another round
of feedback — hence, the communication procesentirmious (Greenberg, 2005).

Despite its apparent simplicity, the communicatioocess rarely operates flawlessly.
There are many potential barriers to effective camication.Noiseis the name given to
factors that distort the clarity of messages tihatemcoded, transmitted, or decoded in the
communication process. Whether noise results froatear writing (i.e. poorly encoded
messages), a listener’s inattentiveness (i.e. pa@toded messages), or static along a
telephone line (i.e. faulty communication mediagffective communication is inevitably the
result (Greenberg, 2005). Pettit, Goris and Va$897) have shown that the quality of
several aspects of communication could be usedettiqi job satisfaction. The underlying
idea is that the ‘best’ behaviours can be idertiiad, if used by the manager, will improve
the manager’s effectiveness (Pettit et al., 1997).

One perspective coming from the literature propdlsegperceptual differences between
supervisors and subordinates may distort commuaicaguggesting that perceptual
differences held by a subordinate may cause disterto the supervisor's message.
Conversely, of course, the distortion may be theesusor’s. Many studies have indicated
that superiors and subordinates have differinggmians of factors which may affect their

relationships (Yrle, Hartman & Galle, 2003). Furthere, similarities, especially those
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related to demographics, attitudes, and/or vali@ge been shown to reduce the potential for
distortion (Cheryl, Ravlin & Meglino, 1996; DiSal Larsen, 1987; McCroskey, Richmond
& Daly, 1975, as cited in Yrle et al., 2003).

The communication literature has historically takeclassical approach to supervisor-
subordinate communications and has attempted tdifigébest’ practices which apply across
situations. However, a discussion by DanserealMar@ham (1987) suggested that an
alternative model for understanding communicatietween supervisors and subordinates
may arise from the dyad tradition, which examiresdistinctive supervisor-subordinate
relationship as a pairing between two individudlse dyad tradition represents a contrast to
the group tradition, where the supervisor is unoedto use the same style with all
subordinates. Under the dyad tradition, supervigsesdifferent communication styles with
different subordinates (Yrle et al., 2003).

2.4.4 Communication types

There are several types of communicatiaornfal communicatiolconsisting of
downward communication, upward communication, ferial communication; andformal
communicatiorconsisting of rumours, verbal communication and-werbal communication.
The different types of communication are describeldw. The way the employees and
manager communicates with each other impacts t& & conflict and the work
environment (Greenberg, 2005).

2.4.4.1Formal communication
Imagine a CEO of a large hotel announces new resifior housekeeping to the

supervisor of the housekeeping department, andthieesupervisor telling her subordinates
what to do. The examples describe situations itkveomeone is sharing official information
with other who need to know this information (Grieerg, 2005; Davidson et al., 2006). This
is referred to formal communication. The formalhggcribed pattern of interrelationships
existing between the various units of an orgarosas commonly described by using a
diagram known as an organisation chart (see figur8uch diagrams provide a graphic
representation of an organisation’s structure,whne of the planned, formal connections
between its various units — that is, who is supgdseeommunicate with whom. This

particular organisation chart is typical of mosthat it shows that people communicate
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formally with those immediately above them and taelbem, as well as those at their own
levels (Greenberg, 2005).

Information Prosident Insrrgcﬁqns
and directives

Vice
President

Vice
President

Manager Manager Manager Manager

S

Efforts at coordination

Figure 5: The organisation chart: A summary of formal comnsation paths (Greenberg,
2005, p. 259).

2.4.4.2Downward communication
Formal communication differs according to peopf@sition in an organisation chart.

Downward communication consists of instructionsections, and orders — messages telling
subordinate what they should be doing. Furthernfeegiback on past performance flows in a
downward direction. It is important that the inf@tion is clear and accurate, so everyone
understands the message (Greenberg, 2005; Dawdsbn 2006) A supervisor for
housekeeping department, for example, may telhthusekeepers that the rooms should be
cleaned with more attention. However, even a mesklag this can get twisted if the message
has to go through many links before it gets tordoeiver (Greenberg, 2005). Another
example of this is that the facility and servicenager gives a message to the assisting
manager. The assisting manager will understanchéssage and consciously or
unconsciously change the message that is pasdediom housekeepers (Davidson et. al.
2006). As formal information slowly trickles dowrom one level of an organisation to the
next lowest level — as occurs when informatioraigl $0 ‘go through channels’ — it becomes

less accurate. This is especially true when tHatnmation is spoken. In such cases, it is not
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unusual for at least part of the message to bertkst as it works its way down from one
person to the next lowest-ranking person. To atleede problems, many companies have
introduced programs in which they communicate fdrm@armation to large numbers of

people at different levels all at one time (Greegh2005).

2.4.4.3Upward communication
Upward communication is when information flows fréomer levels to higher levels

within an organisation such as messages from sutates to their supervisors. Typically,
such messages involve information that manageis toego their jobs such as data
(suggestions for improvement, status reports, i@axto work-related issues and new ideas)
required to complete projects. Although logicalppard communication is the opposite of
downward communication, there are some importdférénces between them resulting from
difference in status between the communicatinggzsarEor example, it is found that upward
communication occurs far less frequently than doangcommunication, and when people
do communicate upward, their conversations tergkttar shorter than the ones they have
with others at their own level. More importantlyh&n upward communication does occur,
the information transmitted is frequently inaccardbiven that employees are interested in
putting themselves in a good spot when communigatiith their bosses, they have a
tendency to highlight their accomplishments and mjgay their mistakes, and as a result,
negative information tends to be ignored or disgald his tendency is known as the MUM-
effect. There is a concern about this phenomenoause supervisors can only make good
decisions when they have good information availabkhem. When subordinates are either
withholding or distorting information so as to asvddoking bad, the accuracy of the

information communicated suffers (Greenberg, 2005).

2.4.4.4Horizontal communication
Within organisations messages do not only flow ngh @own the organisation chart

but also sideways, this is horizontal communica{i@reenberg, 2005; Davidson et al., 2006).
Messages of this type are characterised by effbiteordination, attempt to work together.
Unlike vertical communication, in which the parte® at different organisational levels,
horizontal communication involves people at the sdenel. Therefore, it tends to be easier
and friendlier. Moreover, it is more casual in t@mel occurs more readily given that there are
fewer social barriers between the parties (Greenl2805; Davidson et al., 2006). However,
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horizontal communication also comes with pitfalgople in different departments
sometimes feel that they are competing against ether for valued organisational resources,
leading them to show resentment toward one an¢@eenberg, 2005).

2.4.4.5Informal communication
Employees casually speaking and gossiping to eter are also examples of

organisational communication. But because theylug/the sharing of unofficial

information, it would be considered informal comrmation. Such information is shared
without any formally imposed obligations or resinas (Greenberg, 2005). When people
communicate informally, they are not bound by tleeganisational positions. Anyone can tell
anything to anyone else without following the fotroanstraint imposed by the organisation
chart. It is not unusual for some messages to reaetyone in a large organisation in a matter
of a few hours. This happens not only becausenmibcommunication crosses organisational
boundaries and is open to everyone, but also beatgsnerally is transmitted orally, and

oral messages not only reach more people but also dnore quickly than written messages.
However, oral messages run the risk of becomingcunate as they flow between people
(Greenberg, 2005; Davidson et al., 2006). Inforgnadicialising is not always bad. It may
provide excellent opportunities for the pleasamiaaontact that make life at work

enjoyable. Greenberg (2005) suggest that informadrounication remains one of the most
efficient channels of communication. Poe and Coyge cited in Greenberg, 2005) states that
about 70 percent of what people learn about thgmmsations is picked up by chatting with
co-workers during breaks and in the corridors (Gbeeg, 2005).

2.4.4.6Rumours
Typically, rumours are based on speculation, somsaveractive imagination and

wishful thinking, rather than on facts. Rumoursesg fast through organisations because the
information they contain is usually so interestargl vague. The ambiguity leaves messages

open to embellishment as they pass orally fromp@rson to the next (Greenberg, 2005).

2.4.4.7Verbal communication
Verbal communication can be either oral, using spdRenguage, such as face-to-face

talks or telephone conversations, or written sucfag, letters or e-mail messages. However,
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the sender and receiver do not necessarily haseg@ach other in this situation. Despite
their differences, these forms of communicatiorua# words. Given that people in
organisations spend so much of their time using bodl and written communication, it
makes sense to as which is more effective. It @knthat communication is most effective
in organisations when it uses multiple channel# boal and written messages (Jablin &
Putnam, 2000).

Oral messages help get people’s immediate atteandnwritten follow-ups are
helpful because they provide permanent documemsich people later can refer. Oral
messages also have the benefit of allowing for idiate two-way communication between
parties, whereas written messages often are a@tieway or take too long for a response.
The matter of how effectively a particular commuaticns medium works depends on the
kind of message being sent. In general, manageferpising oral media when
communicating ambiguous messages e.g. directiom®wrto solve a complex problem, but
written media for communicating clear messagessharing room lists. Managers who
follow this particular pattern of matching mediahvinessages tend to be more effective on
the job than those who do not, suggesting that dsireting sensitivity to communicating in
the most appropriate fashion is an important datean of managerial success (Greenberg,
2005).

2.4.4.8Non-verbal communication
Communication is also the way a person move, belmvenvey important

information between the persons that are involfamhple communicate a great deal without
words, nonverbally; for example by way of faciattyges, body language, the clothes worn
(De Vito, 2001; Greenberg, 2005). It has been egtchthat people communicate at least as
much nonverbally as they do verbally (Hickson, B$a& Moore, 2003, as cited in
Greenberg, 2005). A few examples of nonverbally mamication in organisations; despite
the general trend toward casual clothing in thekptaice, higher-status people tend to dress
more formally than lower-ranking employees (Rafaelitton, Harquail & Mackie-Lewis,
1997, as cited in Greenberg, 2005), higher-statople such as managers and executives
tend to communicate their organisational positiomsverbally by keeping lower-ranking
people waiting to see them (Greenberg, 1989, ad aitGreenberg, 2005), higher-ranking

people also assert their higher status by sittingeaheads of rectangular tables, which
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enables them to maintain eye contact with those/fam they are responsible (Zweigenhatft,
1976, as cited in Greenberg, 2005).

More or less the half of the information that isngetransferred happens by using non-
verbal signals. Non-verbal signals change fromucalto culture. What is understood as a
smile and friendliness in one culture is not neaBlysperceived the same in other cultures.
For example Japan uses a smile as a cover toledea¢al thoughts and feelingsg Vito,

2001)

2.4.5 Cross-cultural communication
Cross-cultural interactions are often complex aaelthe potential to communicate a

disrespect for others’ identity and values. Althlodigere are often significant gains when
people of diverse cultures work together, reseemrcieeded on how they are able to overcome
barriers and collaborate effectively (Tjosvold &urgy, 2003).

Knotts and Thibodeaux (1992) support Dou and Clard999) in that because of
insufficient experience and training in managingadinates from different cultures, a
majority of today’s managers may be considereducailly disadvantaged. One of the striking
problems that occur in communication is problenw®ived in managing another culture
(Knotts & Thibodeaux, 1992). Furthermore, many cames have overlooked the
relationship between quality management and effecdommunication in a culturally diverse
workplace. It's often assumed that human commuioicgiatterns are universal. However,
the same words, tone and gestures often haveaettfereanings in different countries
(Charlton & Huey, 1992).

Three key factors make communicating with peopenfdifferent cultures a difficult
task. First, different words may mean differenttjs to different people. Second, different
cultures sometimes have very different culturahmoabout using certain words. For example
a simple word as ‘no’, although the term existapanese language, the Japanese people are
reluctant to say no directly to someone becausegds is considered insulting. They often
rely on other ways of saying no that can be diffiéor foreigners to understand. Third, cross-
cultural communication is made difficult by the faéigat in different languages even the same

word can mean different things (Greenberg, 2005).
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2.4.5.1Communication barriers in a cross-cultural environment

The idea that face-to-face communication is immgréad can lead to
misunderstanding and even conflict is based on comexperience. Miscommunication
arises from ‘noise’, in the technical sense ofrieteence whether physical or psychological,
which prevents messages being received; poor emgti the sender; distortion by the
medium; and selection, inaccurate decoding orpnéation by the receiver. It is true that the
two-way nature of face-to-face communication cregeessibilities for reducing
miscommunication by feedback — the sender candutdhow well the receiver understands.
In the case of communication with people from ddfg backgrounds the sources of
miscommunication are of two kinds: those such agyimeral problem of intergroup
communication, stereotyping and prejudice which'anéversal’ barriers, but which apply
with particular force in intercultural situatioremd those arising from the fact that differences
of backgrounds do affect how people communicatar{fBam, 1999).

Moreover, written language problems may exist ossrcultural communication. A
written document appropriate in one culture mayhb®gappropriate in other cultures. The
formality expected in written documents may vagnirculture to culture (Spinks & Wells,
1997). Moreover, international workers may havergrer mistakes or misapply the
(Norwegian or English) language structure. Creadive talented employees may be
disregarded if a manager does not recognise conuatiomn difficulties or even stereotyping
of a culture. The employees may be self-conscibesmmunication problems and therefore
they are not active in, for example, meetings (Kn&t Thibodeaux, 1992)

Slang words, acronyms, multi-phrase combinatiomsidioms may also act as barriers
in communication (Spinks & Wells, 1997; Knotts &ibbhdeaux, 1992). These factors are
usually difficult for persons from different courgs and cultures that are unfamiliar with a
dialect to understand and interpret. Furthermaoer fistening skills and lack of
understanding can create communication problema foanager or subordinate when words
are misunderstood or portions of sentences areegn®@ifferences in semantics and
imperfect translations may also cause difficultyewldealing with foreign languages, or even
dealing with similar languages but different cudisi(Knotts & Thibodeaux, 1992).

One of the most widespread and most common misptinos restraining effective
communication is that the message sender’s mikwhited to the persons own personal
feelings, desires and needs when ending the mesBagenessage is fully understood by the

sender but has no effect to the receiver. Thisatemlead to misreading of the verbal and

40



nonverbal communication signals (Dou & Clark Ji99P The potential and the largest

barrier between divergent cultures exist in theumikerstanding between the sender encoding
a message and receiver decoding the same mess$mgefore, the message sent is not always
the message received (Dou & Clark Jr, 1999).

Finally, body language can also be seen differanttjifferent cultures. An example is
two American white individuals are talking, wherm tsubordinate talks he/she will tend to
look away from the boss more than the boss wik laway from the subordinate. Two
African-Americans would have similar eye contact With the roles reversed. In many Asian
cultures it is disrespectful to look a superioedtty into the eyes. And in contrast a person
would be considered untrustworthy in the US if pleeson does not look another person
directly in the eyes when talking (Charlton & Hué992).

2.4.6 Improving cross-cultural communication
One basic step to interact productively in todaysss-cultural society is to accept that

believing there is only one effective way to commeate, is no longer true. A second step is
to respect other cultures and create new waysediating diverse groups to form a cohesive
and responsible society. Individuals should alswitieng to become a cross-cultural
communicator (Charlton & Huey, 1992).

Problems resulting from poor listening skills oeaging skills can be overcome by
obtaining frequent feedback and an authentic twg-@eemmunication exchange. As
mentioned earlier, numerous communication probleamsbe eliminated by providing more
than one communication channel; spoken and wri{aotts & Thibodeaud, 1992).

To be an effective communicator, Charlton and HU®®?2) suggest that no matter who
a person is dealing with in a work force, the perslould try to be aware of individuals and
cultural differences. It is important to learn abthe major cultures in a workplace, especially
the communication patterns. Furthermore, avoidultucal stereotyping is a step to effective
communication. Stereotyping can cause peoplettr filfformation inappropriately. Finally
some good advice is to clarify a message, paraplaag summarise what others say. The
meaning of a message is in the response the segwddves, not in the sender’s intent
(Charlton & Huey, 1992). To improve the communigatin a company, the management can
decide to implement a cultural diversity progranh@@ton & Huey, 1992; Spinks & Wells,
1997).
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2.5 Cross-cultural work environment
Managers and researchers alike increasingly resedhe limitations of traditional

organisational theories and management approachtadsume individual and cultural
homogeneity. They want to move away from reliancé&\testern ideas and approaches to
incorporate those from Asian and other culturegyTdre experimenting with new ways of
organising and managing that are effective for yaatad responsive to the diversity of
employees (Tjosvold & Leung, 2003).

A cross-cultural work environment can have diffén@@anings, but the main point is
that there is a working environment within a socighere there are people from different
nations and ethnic groups (Lillebg, 2001). Cultdiierences are expected abroad, but at
home it is often assumed that the foreigner wiletthe effort to adapt to our customs to fit in
with the dominant culture. Taking this view careakte others, but more importantly fails to
capitalise on the potential benefits of recognisingrsity and the unsuspected value added
which outsiders can contribute from their differerperience, skills, and perspective
(Schneider & Barsoux, 2003).

For managers to be effective across cultures redie ability to simultaneously
recognise the need for differentiation while untsrding the need for integration, at multiple
levels within the organisation (Schneider & Barsa2(03). A truly cross-cultural organisation
can be defined as one wherein diversity is valuetwilised rather than just contained. The
strategy of utilising cultural differences can d¢eeeompetitive advantage. Thus, rather than
one culture overriding another, or compromisingnd ‘safe’ solutions that will antagonise
neither, the challenge is to discover solutions taature the differences in creative ways so
that the sum of the parts is greater than the wfdeneider & Barsoux, 2003).

Cultural diversity can have both positive and niegaeffects in organisations. On the
negative side, a culturally-diverse workforce cdd # the complexity of decision making in
an organisation because of problems of communitatioth verbal and non-verbal, and may
increase the incidence of conflict stemming frofffiedences in values and norms. On the
positive side, however, cultural diversity can tesumore creative and higher quality human
resource management decisions. Research on mindtitgnce has shown that the expression
of alternate views by culturally different orgartiea members may raise the quality of
decision making and problem solving by increashmegdttention of that the organisation pays

to the decision making process (Nemeth, 1992 tad @i Tjosvold & Leung, 2003).
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2.5.1 Handling Problems and Misunderstandings

In a work environment with different cultures arationalities some level of
misunderstanding are inevitable. This could be eddiom employees not understanding
each other and each others’ culture. If a probkgag place in a cross-cultural work
environment, it will most likely take place moreathone time. Therefore, guidelines on how
to solve different types of problems could be hdlpiut it is important to look at each
situation separately. In addition, the employeeusthbe included in the process so he/she can
be a part of solving the problem (DuBrin et. al0gp

There are different ways to win respect from th@leyees. To have daily contact
with the employee and show interest in their peaitbfe is one of them. To gain respect one
also has to give respect. This can be as easygrget@ smile to the employee, have a short
conversation with them and show that they are aypesl. Small things like this can “save” a
persons day, and make them feel more secure (@timh 2007).

Feedback is another important tool that affectsstbéare in a working environment.
People like to get feedback on the work they haenldoing. Feedback means constructive
criticism and praise. This makes it easier forah®loyee to do the right job and gives them

motivation to improve if that is necessary (Wits2008).

2.5.2 Preventing Cultural Misunderstandings

Lack of friendliness and politeness can lead tegative response from people from
foreign cultures. Friendliness, on the other haaa, create motivation for the employees.
Motivation can be created to avoid hurting peopie hy smiling and showing helpfulness.
Openness between colleagues is important and saitfeetrelationship they have. It is
important to be wanted to solve problems and caisflinstead of keeping quiet and just
displacing the problem. It is important to haveesscto appropriate information to do
different assignments, and to show people respettanager has to make sure such
information is accessible, and the employees hawveake sure they read it. Information like
this can help prevent misunderstandings and casiflic

Moreover, flexibility is something that is importan cross-cultural environments. This
is because they might have different needs tharn iwmermal in the prevailing culture
(DuBrin et al., 2006).
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2.6 Influencing variables

After reading different literature on conflict, @@ cultural organisations, management and
communication, the researcher found different \des that are important in the management
of conflict; justice and culture; attitudes, andhéaeiour. When it comes to justice it is
important that the employees feel they are trefatiely. If they feel they are treated unfairly
this can lead to dissatisfaction and then confliireover, it is important to be aware of each
others attitudes and how people with differentura$ behave to eliminate negative conflicts.

2.6.1 Justice

Organisational behaviour scientists have recogrtisgdorganisational justice takes
several different forms; distributive justice, pedaral justice, interpersonal justice and

informational justice (see figure 6).

Satisfaction with outcomes
(e.g., pay, work assignments)

Distributive justice

Organizational
justice

Interpersonal justice

2onsn [euonewLIo|
uoyezjueblio sy ui
siay1o Aq panjea Bujeed

Feelings about one’s leader

Procedural justice

|

Adherence fo the rules

Figure 6: Forms of organisational justice (Greenberg, 2p037).

Distributive justices the form of organisational justice that focusagpeople’s
beliefs that they have received fair amounts ofi®dlwork-related outcomes e.g. pay,
recognition, etc. (Greenberg, 2005). For examptekers consider the formal appraisals of
their performance to be fair to the extent thaséheatings are based on their actual level of
performance (Greenberg, 1996, as cited in GreenBéfp). Fairness involves consideration
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of not only how much of various outcomes you reeeig. distributive justice, but also the
process by which those outcomes are determin@dcedural justiceResearch has shown
that workers considers for example the ratingsenfopmance appraisals to be fair to the
extent that certain procedures were followed, astvhen they believed that the standards
used to judge them were applied to everyone (GergnR000, as cited in Greenberg, 2005).
Maintaining procedural justice is a major concefrpaople in all types of institutions. In
organisations, people reject decisions based aarymmocedures. In fact, following unfair
procedures not only makes people dissatisfied thigir outcomes (as in the case of
distributive justice) but also leads them to rejbet entire system as unfair. Not surprisingly,
procedural justice affects people’s tendenciesltiow organisational rules: Workers are
inclined to not follow an organisation’s rules whéey have reason to believe that
organisation’s procedures are inherently unfaie@berg, 2005).

Interpersonal justiceefers to people’s perceptions of the fairneshefmanner in
which they are treated by other people. For examplen an employee is laid off work and is
not happy about it, but the supervisor explainssthetion to the subordinate in a manner that
takes some of the sting out of it. Although theesusor cannot do anything about higher-
level corporate decisions, he or she is sensititbe problems this causes the subordinate
and expresses his or her concern in a highly deghihanner. People experiencing situations
such as this tend to accept their layoffs as biimgand hold positive feelings toward their
supervisor (Greenberg, 2005).

Finally, informational justicerefers to people’s perceptions of the fairneshef
information used as the basis for making a decididormational justice prompts feelings of
being valued by others in an organisation. Peoplie\e that they are considered an
important part of the organisation when an orgdiusal official takes the time to explain
thoroughly to them the rationale behind a deci¢®reenberg, 2005).

Employees who believe they are fairly treated ass Inclined to respond negatively
which could start a conflict and is more inclined¢spond positively such as by adhering to
organisational policies. Simons and Roberson (2@63)ysed employees from 783
departments in 97 different hotels and found tlegadtments composed of employees who
felt unfairly treated suffered higher rates of twrar and lower levels of customer satisfaction
than those composed of employees who felt faidgted (Simons & Roberson, 2003). And,
of course, these factors have enormous impactoexeimple a hotel’s success. This suggests
good reason for managers to go out of their wgydmnote justice and manage disagreements

in the workplace (Greenberg, 2005).
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2.6.2 Culture

A common definition of culture is; a set of learrgatial behaviours that develop over
time. It is our values, attitudes and beliefs thagd shared in a society (Pressey & Selassie,
2003; McDermott & O'Dell, 2001). Spinks and Well9Q7) define culture as the way people
relate to the world they live in, and the behavéoaire passed from one generation to the next.
On the other hand, Markoczy (as cited in Presse$efassie, 2003) states that a growing
number of studies suggest that culture does naot stloaspects of belief and values that an

individual possesses.
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Figure 7: Johari window (Schneider & Barsoux, 2003, p. 12).

Recognising cultural differences is the necesBestystep to anticipating potential
threats and opportunities for managers. But inroimlgo beyond awareness and to create
useful interaction, these differences need to lmdpr discussion. One model known as the
‘Johari window’ provides as a way of discussing ardotiating the different perspectives, as
shown in figure 7 (Schneider & Barsoux, 2003). Tbbkari window tries to shed light on
what ‘I know and do not know about myself and wbtdiers know and do not know about
me’. Through self-disclosure and feedback, indigidican become more aware of the
potential blind spots in how they see themselveshamw others see them that may interfere
with effective interaction. This technique may ladpfiul in making cultural differences open

to discussion (Schneider & Barsoux, 2003).
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For many people, discussing cultural differensesoinsidered to be dangerous since
differences are believed to be a source of conflidcussions of cultural differences are thus
avoided. Another reason for avoiding discussiormiabultural differences is the fear of
stereotyping, of not considering the other as agrem their own right but as ‘representative’
in rather limited and perhaps negative ways ofrtbglture. However, if cultural differences
cannot be discussed then they cannot be manag#terme avoid misunderstandings nor to
develop productive strategies (Schneider & Bars@083).

Culture is not static, but evolves over time. Tyaamic nature of culture has
important implications for human resource managepelicies and practices, particularly in
work places characterised by a high degree of etittaral diversity. When individuals live
for long periods in a new country, they graduattgwdturate to it. As individuals go through
this process of acculturation, they develop atésidnd beliefs that embrace many of the
concepts in their new environment (Berry, 1990)diidnally, the presence of people who
have different culturally based attitudes, valued beliefs gradually changes the shape of
organisations and society as whole (Tjosvold & Lg003).

2.6.2.1Attitudes

Attitudes are feelings about people and thingsd-rapresent an important part of
people’s lives, particularly on the job. Indeedpple tend to have definite feelings about
everything related to their jobs, whether it's Wherk itself, superiors, co-workers,
subordinates, or even such things as the foodeicdifeteria. Feelings such as these are
referred to as work-related attitudes. Attitudesaal jobs or organisations have profound
effects not only on the way employees perform led an the quality of life experienced
while at work (Greenberg, 2005).

The attitudes toward other peodee important when it comes to understanding
behaviour in organisations. Such attitudes arelpigtoblematic when they are negative,
especially when these feelings are based on misduidliefs that prompt harmful behaviour.
These feelings can be termed as prejudice and mdgined as negative feelings about
people belonging to certain groups. For examplenbezs of racial or ethnic groups are
victims of prejudice when they are believed todmgy| disinterested in working, or inferior in
one way or another. Prejudicial attitudes ofterdhp®ople back, creating an invisible barrier
to success. Prejudices can be based on age, ghomncktion, sex, sexual orientation, and
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race and national origin. Today, differences betwaeople in the workplace are not the
exception but the rule.

When people are prejudiced, they rely on belibfsua people based on the groups to
which they belong. Beliefs such as these are e as stereotypes. Moreover, prejudicial
attitudes are particularly harmful when they tratesinto actual behaviours. In such
instances, people become the victims of othergudiees — called discrimination. Prejudice
is an attitude, whereas discrimination is a fornb@haviour consistent with that attitude.

One way to eliminate prejudicial attitudes couddusing diversity management
programs. In recent years, organisations have be@ocneasingly proactive in their attempts
to eliminate prejudice. Their approach is not jostire a broader group of people than usual
but also to create an atmosphere in which diverseps can flourish (Ragins & Gonzales,
2003). These programs recognise that diversitybissiness issue. An organisation’s success
will increasingly be determined by a manager’sigpib take advantage of the potential of a
diverse workforce (Greenberg, 2005). Research lmasrsthat there is, in fact, an advantage
to having a diverse workforce (Richard, 2000). Déwy programs provide efforts to promote
diversity by creating supportive work environmefatsboth women and minorities. The
programs consist of various efforts to not onlyateeopportunities for diverse groups of
people within organisations but also to train pedplembrace differences between them.
Although most companies have been pleased witlvétys their diversity management
efforts have promoted harmony between employees, gograms are not automatically
successful. For diversity management activitidsetguccessful, experts caution that they
must focus on accepting a range of differences gmpeople. That is, they should not treat
someone as special because he or she is a mendbeedain group, but because of the
unique skills or abilities the employee bringshe job. To the extent that managers are
trained to seek, recognise, and develop the tatdriteir employees without regard to the
groups to which they belong, they will break dowa stereotypes on which prejudices are
based. This, in turn, will bring down the barriétat made diversity training necessary in the
first place (Greenberg, 2005).

Feelings reflectingttitudes toward the jobasre known as job satisfaction. Because
job satisfaction plays an important role in orgatians, it makes sense to identify the factors
that contribute to job satisfaction. Although thare many different approaches to
understanding job satisfaction, four particular®©sgnd out as providing insight to this
attitude — Herzberg's two-factor theory, value ttyethe social information processing

model, and the dispositional model (Greenberg, 2005
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2.6.2.2Behaviour

There are theoretical and practical reasons fending to individual behaviours in a
group: theoretically, behaviours are the publidding blocks for the social and interpersonal
constructions individuals fashion about groups alpolut fellow members (McArthur &
Baron, 1983, as cited in Tjosvold & Leung, 2003)o3e constructions sustain the
interactions that promote processes enabling sonitd to facilitate goal attainment for
individuals and their social units. To change thaure and quality of those constructions, and
enhance their process, an understanding of whaivimlrs link to those constructions and
those processes is needed (Tjosvold & Leung, 2008 perceptions control behaviour,
therefore, human beings act differently in diffdreanflict situations (Ellmin, 1992).

The field of organisational behaviour (OB) dealdwiuman behaviour in organisations.
One definition of OB is the multidisciplinary fietthat seeks knowledge of behaviour in
organisational settings by systematically studyijvidual, group and organisational
processes (Miner, 2002, as cited in Greenberg,)200&re are four characteristics of
organisational behaviour; it is firmly groundedire scientific method, it studies individuals,
groups and organisations, it is interdisciplinaryature, and it is used as the basis for
enhancing organisational effectiveness and indadigell-being.

Specialists in the field of OB agree that theredsone best approaches when it comes to
such complex phenomena. When it comes to studyingah behaviour in organisations,
there are no simple answers. Instead, OB schatalsaze a contingency approach, an
orientation that recognises that behaviour in westings is the complex result of many
interacting forces. This orientation is a hallmafimodern OB. Consider, for example, how
an individual’s personal characteristics such asqral attitudes and beliefs in conjunction
with situational factors such as an organisatichiaate, relations between co-workers etc.
may all work together when it comes to influencirayv a particular individual is likely to
behave on the job. In explaining OB phenomena, uisually necessary to say that people will
do certain things ‘under some conditions’ or ‘wiadinother factors are equal’. Phrases such
as that provide an indication that the contingesyggroach is being used (Greenberg, 2005).

That more people from different cultures in the kiorce than ever before is not just an
idle sociological curiosity. It also has importamiplications for OB. After all, the more
people differ from each other, the more challertbey are likely to face when interacting
with one another. How these interactions play slikely to be seen on the job in important

ways. For example, differences in ethnic groupsnestioned earlier, are likely to bring with
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them differences in communication style that mesabtdressed for organisations to function
effectively. Furthermore, as employees adjustwoder variety of people in the workplace,
issues about their norms and values are likelptoecup, as well as their attitudes towards
others who are different from themselves. Thismgan have important implications for
potential stress and conflict in the workplace @gerg, 2005).
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3 Methodology

3.1 Introduction

According to Halvorsen (1993) method is a systeenatily to look at the reality and
can be defined as being the knowledge about the, twbich can be used with the intention
of accumulation of data. The most suitable desighraethod for the study depends upon the
chosen theme, problem definition and the time asdurces available for the researcher.
Walter (2006) defines methodology as a theoretera through which the research is
designed and conducted.

The purpose of the methodology chapter is to petha readers with a framework of
how the study was conducted, and to justify thaashof research method used for
researching the phenomena chosen. In an atterppdvale the necessary insight into the
research questionHow may the interaction between cross-cultural cemication and
management of employment relationship influencertéweaging of conflicts in a cross-
cultural working environment?the authors of this study found that qualitatippr@ach
would be the most appropriate method. This wilhimre comprehensively described in the

following chapter. Moreover, a description of thedy’s quality will be presented.

3.2 Qualitative vs. Quantitative research method

First it is important to underline the differendegtween qualitative and quantitative
design, and this will also help in understandingghalitative design is chosen for this
study. The terngualitative researclis often used in contrast tuantitative researchlhere
are some key differences between qualitative amatifative research. Firstly, in qualitative
studies sampling sizes are usually smaller and#&jlyinot random but purposive in design.
Secondly, the role or position of the researchgnisn greater critical attention. This is
because in qualitative research the possibilithefresearcher taking a 'neutral’ position is
seen as more problematic in practical and philosapkerms. Thirdly, while qualitative data
analysis can take a wide variety of forms it tetwddiffer from quantitative research in the
focus on language, signs and meaning as well asagipes to analysis. Quantitative research
is concerned with describing and measuring, whegaastative research is about explaining
and understanding (Veal, 1997). According to V&8b(7) the qualitative approach to

research is generally not concerned with numbeirit lmvolves collecting a lot of
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information about a small and unrepresentative rarrobpeople rather than limited amount
of information and a large representation of pe¢gksal, 1997).

Although there are several differences betweemtiamtitative and qualitative design,
there is no competition between the methodologiesrather complementary support if one
of the methods is insufficient (Creswell, 2003). id¢hmethod to choose, depends on the
nature of the study, the type of information needled context of the study and the
availability of resources such as time and finan@&sources.

The most traditional division in the way qualita&iand quantitative research have been
used may be that qualitative methods have beenfasedploratory (i.e. hypothesis-
generating) purposes or explaining quantitativelteswhile quantitative methods are used to
test hypotheses. This is because establishing movaédity — “do measures measure what a
researcher thinks they measure” - is seen as ote strengths of qualitative research.
Qualitative research can answer certain importaastjons more efficiently and effectively
than quantitative approaches. This is particuldréycase for understanding how and why
certain outcomes were achieved (not just what whegeaed) but also answering important
guestions about relevance, unintended effectsrapddt. Qualitative approaches have the
advantage of allowing for more diversity in respemas well as the capacity to adapt to new
developments or issues during the research prasesfs |t is used to gain insight into
people's attitudes, behaviour, value systems, coaceotivations, aspirations, culture or
lifestyles.

Quantitative approach to research involves theagait) and analysis of numerical data
and it relies on numerical evidence to draw conchs Quantitative often involves a large
number of cases and seeks to generalise the whapldagtion (Veal, 2005). This type of
method focuses on structure and often has preatbfinswers. The respondents have no
possibility to go beyond the alternatives giveng€vell, 2003). There are different ways of
collecting data in quantitative research, and tlstrasommon is questionnaire and
experiments. Researchers formulate and interptattdeough analysis.

Qualitative approach does not involve numericaagdand it generally involves a small
number of cases and the findings of these typssudies are typically not generalisable
(Veal, 2005). Qualitative method is using methodisctv usually involve close contact
between the researcher and the people being stuldisaneans that the researcher and the
research object need to have a direct subjectlagarship (Holme & Solvang, 1998; Ritchie
& Lewis, 2003). A qualitative method focuses moneflexibility in the answers as they are

not pre-defined.
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For this specific thesis, a qualitative method wlagsen for several reasons. Firstly,
the aim of the study was to try get an in-depthensthinding of a complex topic, conflict, how
and why conflict occur in a cross-cultural workiagvironment, and if communication and
interaction between employees and manager is imuoirt managing conflict. It is attempted
to gain insight into the employees’ and managedivation, attitudes, behaviour and values.
Secondly, open and unstructured interview was a¢hasealata collection method so the
interviewees had the opportunity to fully exprdssmselves, and go deeper in their
explanations and descriptions of the topic and tieivs, values and beliefs.

The research in this paper has a qualitative debmmever, it is important to recognise
that there is no single way of qualitative reseaktbw researchers carry out the qualitative
research depends upon factors such as their babeis#t the nature of the social world and
what can be known about it, the nature of knowlealyg how it can be acquired, the purpose
and goals of the research, the characteristidseof@search participants, the audience for the

research and so on (Ritchie & Lewis, 2003).

3.3 Design

The purpose of research design is to structurestbearch and to illustrate how all the
major parts in the project work together by addresthe central research question (Trochim,
2002). In other words, the design is the bluepfrihe study, with the intention to guide the
researcher through the process and ensure theggearch will be relevant to the problem.
The research design can therefore be definéthadogic that links the data to be collected
to the initial question of a study(Yin, 1994, p.18).

Just as different types of problem statementgsgarch questions exist, different
types of designs are available in order to matelréisearch question chosen. Consequently,
choosing the wrong design would have considerdabdeteon the validity of the outcome of
the research. In order to prevent poor validitg, fisllowing question should be askéslithe
type of design chosen capable of providing insigtat the problem or phenomena under
investigationJacobsen, Dirdal, Fossum & Gautesen, 2002)

In order to find the appropriate design for thipgawithin the qualitative method, a
short presentation will follow of the three maisearch designs available; exploratory,
descriptive and casual. There might sometimesdmardination of the three (Frankfort-
Nachmias & Nachmias, 2004).
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Firstly, theexplorativeresearch design is used in order to clarify tlodiam and
become more familiar with it. The advantage ofékploratory research is the flexibility, as it
lets the researcher change the course of actiole @éfining the problem. It is common to
review existing published information and dataemiew well-informed people or carry out
focus groups in explorative studies (Frankfort-Na@s & Nachmias, 2004).

Secondly, alescriptivedesign requires knowledge about the studied phenarand is
less flexible than the explorative design requispgcifications about the research. This kind
of design is characterised by the intentions oficaing the occurrence by where something
takes place or the correlation between two varg@hlere are, however, various types of
descriptive studies ranging from panel studiestgitudinal and cross-sectional studies. In
general the descriptive study is directed by amainypothesis (Frankfort-Nachmias &
Nachmias, 2004).

Finally, casualresearch design can help determine cause and edfattonships. This
kind of design is relatively complex and exploresaaual connection between two or more
casual variables. Experimental studies are commams case (Frankfort-Nachmias &
Nachmias, 2004).

Based on the descriptions of the three designsealbis paper will follow the
explorative design. This study is not going to aaything about the cause or effect, but have
a clear defined problem. This paper tries to louk the importance of positive interaction
between employer and employees, and communicati@m\t comes to a cross-cultural work
environment, in managing conflict. The intentiondgyain an enhanced understanding of the
prevention and managing part of conflict in a crogkural organisation, what the employees
and the manager view as important in preventingraadaging conflict and if the opinions

and views between the employees and the managgracem

3.4 Sample

The purpose of sampling is to select a small nurobanits from the population in a
way that the sample is representative of the tgrgptilation being investigated (Hill, 1996).
A sample that is not representative of the popaiais described as biased (Veal, 2005). The
process of random sampling seeks to provide aseptative sample and to minimise bias.
Veal (2005) defines random sampling as a selegtioness that gives the population an equal
chance of inclusion of the sample. The problemescbieving random sampling vary with the

type of research being conducted (Veal, 2005).
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The boundary of this study is limited to the hatelustry in Norway, and the sample
population was employees and managers who wolkeimdusekeeping department in two
different hotels in two widely known hotel chaimsNlorway (‘Thon Maritim Hotel’ and
‘Radisson SAS Royal Hotel’). The respondents vairnealge, nationality, and work
experience in the housekeeping department. Todbed our knowledge there exist no
complete lists of all employees in the housekeepejgartments in the hotels in Norway, so
no initial sample frame was available for the reskeers. Schaw (2000) define a sample frame
as “a list of all the members of the populatiomirarhich you can then draw your sample”.

When it comes to sampling design several probgtalid non-probability designs exist,
but in this study the choice was to usaoa-probability purposivéor judgementsample.

The sample that appeared to the researches tsespitbe population was targeted. In
explorative research such as this study, the timigltions and financial resources available
for travelling influenced the decision, and the plny efforts were therefore decided to be
covering the nearby area — Stavanger.

When it comes tsample siz¢he question is “how many respondents do the relsees
need to talk to in order to reach the study’s dijes?”. This question is answered with ‘the
law of diminishing returns’ (osaturation$, which means that the interviewing stops when
the answers get too repetitive. This criterion hiadeto that in today’s interview studies, it is
normal to use a sample size from 10 to 15 intersikwale, 1997). For this reason, one
facility and service manager from each of the twtels were interviewed, in addition five
employees from one of the hotels and six emplofrees the other hotel were interviewed —
which is a sample of 13 all together. Six employlees each hotel were targeted, but the

researchers in this study were only able to getifiverviews from one of the hotels.

3.5 Methods of data collection

According to Pizam (1995) there are three waystiécting data. The data can be
obtained by observing the phenomenon, communicdinegtly with the objects studied, or
the data can be obtained from secondary resources.

In explorative design, communicating directly witle object is one of the most
common research methods; an interview was thereforducted. Further, a review of
published data and existing research on the topga@nducted in order to find existing
theory, compare responses from the interview tdhbery, and to back up findings to gain

the best result possible.
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One of the objectives in this study was, as mesetioearlier, to try to get an indication
of how interaction between employees and managdrceoss-cultural communication
influence in managing conflict, and understandimg\tariables underlying this. Therefore,
the questions asked were open-ended and semitsdcOnly a small number of
respondents who had information to provide in ratee to the phenomenon studied were
interviewed. In-depth interviews were chosen agéisearchers of this study thought that it
was important to have close interaction to therinésvee in order to make it easier to shine
light on a complicated topic such as conflict. Tegearchers felt it was important to get a
complete detailed description of the problem ireottd understand the phenomenon. The
term ‘qualitative interviewing’ is usually intendeal refer to in-depth, semi-structured or

loosely structured forms of interviewing (Ritchiel&wis, 2003).

3.5.1 Data collection - Searching for information and data required

This section establishes what information was meguio assess the main research
problem in this study and how the information whtamed. Both primary and secondary
data were used in this paper.

3.5.1.1Secondary sources

Secondary data is the information that alreadytexiknowledge collected by others.
Most research will include an element of secondiatya collection to discover what work has
already been done on the particular subject (M&487). Additionally, a review of the
secondary research will prevent duplication of wamnkl provide points of comparison with
similar studies.

With reference to the theory part of this papes thwhere the majority of the
secondary research was identified and used irstudy. The information in this paper is
collected from different peer reviewed books analdaemic articles — also known as document
analysis, providing a theoretical framework for teeearch, which is vital for a
comprehensive study. Secondary research was ussthiglish the key issues relating to the
concept of interaction between employees and maneg@munication, conflict
management and cross-cultural work environmentluatian of the secondary data helped to
formulate the primary research element of the sthdyugh consideration of methods used in

similar studies.
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3.5.1.2Primary sources
In contrast to secondary data, primary data is d@ta collected by oneself in the

current research study, where the researcher jgritmary user (Veal, 1997, 2005). Primary
data may be qualitative or quantitative in naték® mentioned earlier, a qualitative approach
in the form of personal interviews was chosen iig study, as we were interested in gaining
a deeper understanding of the opinions and viewlseoémployees and the manager in the
cross-cultural departments chosen.

The topics included in the interview guide wereompilation of information and
guestions from the literature read for the thedrgpter in this study. The questions for the
interview was created and improved from a previtugy on this topic conducted of one of
the researchers of this study, as well as fromdiuidy’s theory chapter. The interview guide
was improved during meetings with the researctengérvisor and her colleague. A few
guestions were deleted and some were re-formutated more unambiguous and neutral.
The questions were reviewed and changed until aetmus was made on the contents of the
interview.

The primary data of this research is all the infation obtained during the interviews.
Before the interviews were conducted, the reseasdexided omvhatto find out in the
study,whythis was interesting, arftbwto attain the information needed (Kvale, 1997Y). Fo
the type of interview used in this study, it is ion@ant to use open-ended questions and use
language that cannot be misinterpreted. Moreoves jinportant to avoid leading questions,
implicative alternatives and suppositions, gensasilbns and questions with several possible
interpretations (Gripsrud & Olsson, 2000). Accogldin Kvale (1997) a successful interview
should:

* Answer from the respondent should be spontaneouspiehensive, specific and
relevant to the topic at hand

* The interviewer’s questions should be short; therinewee’s answers should be
extensive.

* The interviewer should follow up and clarify the anéng of relevant parts of the
answer immediately

* The interviewer should verify his/her interpretasoof the respondent’s answers and
interpret continuously during the interview.

* The interview should be self-communicating; itnstself a story which should not

need extra commentary and explanations.
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There are some possible sources of error when ctindunterviews which it is important
to be aware of (Gripsrud & Olsson, 2000). Firsalbfthe questions can be poorly developed
so that it does not cover all aspects it is intendecover. Then, during the interview other
errors may occur. The respondent may not underskencheaning of some questions; he/she
may not be inclined to answer truthfully, or may he sure how to respond to certain topics.
The interviewer may misinterpret answers, or latipathy to understand the interviewee’s
position. The location and timing of the intervienght not be ideal if there are interruptions

or the interviewee is stressed and not paying cetag@ttention (Gripsrud & Olsson, 2000).

3.5.2 Conducting the interviews

The interviewer needs certain preparations andfepations. The person needs to
know enough about the topic to keep the convensaming, be structured (arrange meeting
time and place, be on time with the necessary aggip), be clear and unambiguous, be
friendly, sensitive, empathic, open, control digiess, be critical (do not accept everything
as the complete truth and the full picture), hagead memory, and be able to interpret
meanings (Kvale, 1997).

The interviews in this study were held at the tvatels. The interview with the
housekeeping department manager from hotel 1 wdsrhthe manager’s office and the
interview with the housekeeping department mantger hotel 2 was held in a conference
room in the hotel. The interviews with the employeeere held in the rooms they were
cleaning. The housekeeping department managerseass\a few phone calls throughout the
interview; however this did not interfere with theality of the interviews. The interviews
were conducted on April 3%nd April 3¢" 2009. The interview guide was used to steer the
conversations so that all the main topics wereudised in all the interviews. The respondents
clearly had different “favourite” topics, therefotbe time used to talk about different topics
varied somewhat throughout the process. Moreokertitne spent on the interview varied

between the employees as their language skilledari

3.5.3 Practical procedures and equipment

Prior to the interviews, the researchers made agkball to the two hotels requesting
the interview — information was given and the pwof the study was explained. One week

before the interview the managers were remindeteointerview by e-mail. The facility and
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service managers were provided with the researebtiun and the main topics (not the
guestions) for the interview so they would get msgeof what the research is about.

Both the facility and service managers were pasitowards participating in the
research and both of them were available on thed@ates the researchers had planned to
conduct the interviews. The interviews were recdrde two digital recorders that worked
flawlessly through the process. The recordings wleree with the consent of the respondents.
The recordings were later transferred to a laptag 5B and the software needed was
downloaded free from the Internet. The intervievesemhen transcribed from digital sound
into a word-document format. As far as possible,itlterviewees’ response was written in
the form it was spoken. If something was said kizat absolutely no relevance to the study, it
was not transcribed but still kept on the recordinhese transcripts became the basis for the

study’s analysis.

3.5.4 Techniques for analysing data

Although there are several techniques for analygiraitative data, there are no explicit
rules. The process therefore challenges the rdsés@bilities in creative thinking, how the
connections are seen and how the information imetad from the interviews. The researcher
might have gathered a lot of interesting data bistis no guarantee for a successful
contribution to the topic’s research area. It eréfiore necessary to gain methodological
knowledge and analytical abilities before the rese@rocess begin (Mehmetoglu, 2004).
During the evolution of qualitative research, sdopcs are discarded, some are refined, and
new topics can be introduced. Data analysis initgiaie research is in other words an
ongoing procedure throughout the process (Frankfadhmias & Nachmias, 2004). Some

analytical approaches are described here (Kval/)19

» Contents crystallisatior Reduces long interview texts and creates concise
formulations without losing important information.

» Contents categorisation The interviews are coded in categories, indicati
occurrence or non-occurrence of a view, and tlength and direction (positive or
negative) of the phenomenon. The categorisatiorbearsed to reduce a lengthy text
and structure it in figures and tables. The caiegaran be pre-developed, or they may
appear during the analysis.
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* Narrative structuring- A timely and social structure of text, which aito grasp a
story and courses of action if such exist. Norm#iby text will be reduced, but
sometimes more text is needed to create completaiats.

» Contents interpretatior This technique goes further than just structutire
immediate meanings of the text. It seeks to fireltthe meaning of the text, used in
e.g. critics of a play or a psychoanalyst’s intetation of a patient’s dream.

* Meaning generation through ad-hoc methed&n eclectic method using several
analytical methods and common sense in breakingndbe/findings in the material.
The results may be presented in words, numbergelsy diagrams or combinations of
these.

This study focused mainly on the respondents’ fatsges on different subjects. Thus,
contents categorisatioandcontents crystallisatiomwere meaningful tools in order to
organise and make the responses ready for findihgsyssion and conclusions that are
presented later in this paper. Most findings weo@-down”, which interacted with the
presented theory as expected, however, some “baiffindings not earlier discussed
appeared during the respondents’ elaborations:topedown” findings support earlier
findings and strengthen the reliability and validif the research, while the “bottom-up”

findings represents new findings which contributethe body of theory.

3.6 Ethical considerations

Interview research may influence the interviewhe,ihterviewer and the readers view
on several topics. It is therefore of outmost int@oce that the findings are presented
truthfully after having considered all possible miamplications (Kvale, 1997). The goal of
the research should not only be regarded as at$ic@ontribution, but also to improve the
human aspect of the topic at hand. The ethicalideregtions begin with gaining the
respondents’ informed consent — the respondentsfarened about the goal of the research,
possible pros and cons when participating, andttigaparticipation is voluntarily.
Furthermore, it is important to ensure confideitiiglvhen needed), and reflect on the
possible consequences the participation may have.

Before each interview, it was ensured that “whal sehat” would not be revealed in the
presented material in case something would refiadty on their boss, the work environment
or themselves. Moreover, permission was askecdefmrding the conversation and it was
ensured that no one else would listen to the régscexcept from the two researchers.

60



Furthermore, it was ensured that the recordingddvoot be used for any other purposes than
this study. The confidentiality question was adbdmeand continually considered throughout
the study.

3.7 Ciriteria of evaluation

Objectivity, reliability and validity are the thraeain criteria to evaluate the research
(Mehmetoglu, 2004).

3.7.1 Objectivity

According to Mehmetoglu (2004) objectivity is theegtion — to what degree a study’s
findings and results are neutral. In short, itasvicertain one can be that the findings of the
study truly reflect the views of the respondent ant the researcher’s own assumptions
(Mehmetoglu, 2004). In this study, one of the reseers had already conducted a similar
study, this might have lead the way questions Weik up as the researcher already had
made up a view on the topic from the findings & similar study previously conducted.
However, the researchers tried to be as neutpabssible and to start from a bare ground.
Although total objectivity is almost impossiblesocial research (Troye, 1994), there is no

reason not to strive for it — which has been attechphroughout this study.

3.7.2 Validity and reliability of measurement

The concepts of reliability and validity were deygd in the natural sciences.
Measures of reliability and validity in their braesd conception — reliability meaning
‘sustainable’ and validity meaning ‘well groundeldgve relevance for qualitative research
since they help to define the strength of the deités is especially of concern in the context
of generalisation where the ability to transfedfings to other contexts or wider theory will
be restricted by the accuracy of the evidence (iRit& Lewis, 2003).

3.7.2.1Validity

According to Frankfort-Nachmias and Nachmias (2@@didity is concerned with the
guestion”am | measuring what | intended to measy@&Rmund, 2003; Frankfort-Nachmias

& Nachmias, 2004). The problem with validity occbecause measurement in social
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sciences is often indirect and under such circumesi®the researcher is never certain that
they measure what was intended to measure (Frankfachmias & Nachmias, 2004).

The validity of the findings is understood to refethe precision of a research reading.
It is often explained as a concept with two dimensj internal validity which concerns
whether the researcher has investigated whatimethto be investigated, and external
validity which concerns the extent to which thetedat constructs generated, refined or tested
are applicable to other groups within the popufatoto other contexts or settings (Ritchie &
Lewis, 2003).

3.7.2.1.1Internal validity

Theinternal validitymeasures whether the study in fact measures Wwhatudy is
supposed to measure. Prior to the interviews, tadadle theory on cross-cultural work
environments, cross-cultural communication and lecinvas studied. One of the researcher
had done a similar study earlier, and after stuglygsearch methods in social sciences and
some help from the researchers’ supervisor, itgeed that the research proposal, the
construction of the interview questions and theyiag out of the interviews were the right
method to look at the phenomenon the study aimedfee questions for the interview were
made by the researchers of this study; the questi@ne as unambiguous and neutral as
possible. The methods chosen for analysis wergetkdirectly from theory, and thus should
be correct and secure credibility.

3.7.2.1.2External validity (Generalisation)

Generalisations whether the findings from a study based omapsa can be said to
be of relevance beyond the sample and contexieafetbearch itself — the extent to which it is
possible to generalise from the sample data tbtbader population. Generalisation is
discussed in two linked but different contexts; @mal generalisation concerns the
application of findings from qualitative resear¢hdses to populations or settings beyond the
particular sample of the study (also called extevahdity), theoretical generalisation
involves the generation of theoretical conceptprorciples from the findings of a study for
more general application (Ritchie & Lewis, 2003;a1/e2005).

This study has only a small sample and the resulidcvary if a different sample was

taken. The generalisability of the findings in teiady is therefore very limited. The
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conclusion may apply in general, however as thepgaim small and the list only consisted of
hotels in the Stavanger region, caution must béexpm generalising the outcomes of the
study to all hotels or organisations with a crogkucal work environment. It might not be
possible to gather the same respondents fromttidy sigain; however, it might be
interesting to replicate the study with respondémts a different segment or another

business sector.

3.7.2.2Reliability

Reliability estimates theonsistencyf the research. It is generally understood to
concern the replicability of research findings avitether or not they would be repeated if
another study using the same or similar methodsundsrtaken. A first requirement is to
have a clear understanding of what features ofitatiae data might be expected to be
consistent, dependable or replicable. Essentidlily the nature of the phenomenon that has
been generated by the participants and the meathiagthey have attached to them what
would be expected to repeat. There need to be sertanty that the internal elements,
dimensions, factors and so on, found within thgional data would recur outside of the study
population. Moreover, a secondary consideratiamhisther the constructions placed on the
data by the researcher have been consistentlyaetully derived. Thus the reliability of the
findings depends on the likely recurrence of thginal data and the way they are interpreted
(Ritchie & Lewis, 2003; Veal, 2005).

In this study, the sample design was developexligir finding a list of the hotels in
the Stavanger region. Two different hotels (frorfiedlent chains with similar number of
rooms) where randomly picked from the list. All théerviews used for this study were
digitally recorded and were saved on the reseastlaatops, along with the transcripts and
the interview guide. During the interviews the @shers did their best not to influence the
respondents in any way in order to avoid gainingpsut for a specific viewpoint, and to keep
the researchers’ views neutral. During transaiggj the respondents’ views were written as
they were meant. The researchers did not anglst#tements in order to gain support for
own assumptions. During the analysis of the respmribe researchers was as true to the
original meanings of the respondents as possihtitlaey were careful not to over-analyse
the material in order to find new theories, measiagd support for any pre-determined
views. These measures secured the reliabilityetthdy (Ritchie, 2003), and it means that a

replication of the study is possible.
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4 Analysis

4.1 Introduction

As described earliecontents categorisatioandcontents crystallisatiofKvale, 1997)
were the techniques chosen for the analysis irsthidy. The findings from these analyses
will be presented in the following section. In gextion for the results of the interviews with
the facility and service managers, the researchqsa and its supporting research questions
indicate findings in four areas; cross-cultural coamication, conflict, organisational culture
and management. Thus, the findings are separatedrganised in these four areas. In the
section for the results of the interviews with eaygles, the research proposal and its
supporting research questions indicate findingbiiee areas; cross-cultural communication,
conflict and organisational culture.

In this part of the paper there will be a summdrthe results that has been found in
relation to this study. Since the research hqtedferred to be anonymous in the findings,
they will be separated by calling them hotel 1 hotel 2.

4.2 Results — the facility and service managers

4.2.1 General question

Hotel 1 is a medium large hotel on the west-coablarsway, more specifically in
Stavanger. This hotel has 221 rooms and the facditd service department have 35
employees, out of them only three have a Norwelaakground. Among the 35 employees
there are eight different nationalities. Hotel Zlso a medium large hotel in Stavanger and
has 204 rooms and 20 employees in the facility-sswdice department. Only two of the
employees in this housekeeping department were &lgian. In both of the hotels the

facility- and service managers were female.

4.2.2 Main interview questions

The facility- and service manager is the one wiinrhain responsibility in the
housekeeping department in both of the hotelshbtél 1 also has an assistant that assist her.
Both hotels have relatively high experience withssrcultural employees, and both hotels
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have a long history with employees of a foreignkigasund. The manager in hotel 1 was
from Argentina and knew how it felt like to be admner in a Norwegian working
environment. She thought the fact that she was &dareign background herself helped her
to be more supporting and more patient towards eyepls that have language and cultural
difficulties.

The facility- and service manager in both hoteld fzey found it very interesting to
have so many different cultures among their staffmers. The manager in hotel 1 thought it
was really exciting and informative to have empks/avith different nationalitie$lt is
exciting if you think about how different all th@goyees are as individuals and even more
so when they are from different cultures, andladl different suggestions they give the
department and me’'Both managers also said that having so manyrdiftanationalities
make some of the work harder. This was because sbthe employees have language
difficulties and it is hard to convey messagestn. Moreover, they said that many of the
employees need to be followed up to make sureuhdgrstand the messages that are given
and this takes extra time and effort.

The manager of hotel 1 pointed ouhé& communication takes more time because |
often have to repeat myself, use body languagévertge message in two languages for
everyone to understand mén hotel 2, the manager found the communica#iod conveying
the messages a bit easier. Her employees had lmekimgvin Norway for a long time — a
higher average of years than in hotel 1, and mioteon understood her messages with no
big problems. She said she makes an effort to sSjeakegian in written language instead of
using dialect when she speaks with her foreign eymas; this helps make it easier for them
to understand her. Both of the managers said lilegtwould often ask someone from the
same country or someone who speaks the same lamgadbe other employee to translate
the message so it would be easier for them to statedt what was being said.

As mentioned earlier, hotel 1 has a working enviment with eight different cultures.
However, when it comes to the different culturedlideys, the manager did not normally
give special consideration for such days. But sied to help the employees to change their
work schedule to fit with these days or sustaindimployees’ wishes to use days of their
holiday during this period. The reason for noirigkconsiderations to every culture’s
holidays, the manager saidf thy employees choose to live and work in Nonlay should
also follow and respect the Norwegian culture

Hotel 2, on the other hand, has five differentunds where everyone shows different

attitudes towards their job and their young managjiso in this hotel the manager did not
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take any special considerations to the differeittioes’ holidays. However, the manager said
she tries to be flexible and give the employeeseheested days off when they ask for it and
in some situations helps them change their shift.

4.2.3 Communication

Regarding the communication within the departmeitatel 1, the manager said that
most of the employees speak Norwegian when th&ydadach other during work hours, as
not all of them speak the same language and noy@wve understands English. However,
when two from the same country work together onstimae floor, they speak their mother
language to each other. Furthermore, during thehloreak, cultural groups appear, and the
employees from the same country tend to sit togefites leads to that other employees
sometimes feel like they are being left out froma tliltural groups. Despite of this, it was said
that the employees gladly share their internatiémad with each other for everyone to taste,
and they discuss the different cultures’ cookinige Tommunication with the manager in
hotel 1 happens in Norwegian, or sometimes in Bhghr Spanish if any of the employees
having problems understanding Norwegian.

The Manager in hotel 2 also said that the emplotfegtscome from the same country
often speak their mother language with each ottlewvorking. She said that this
sometimes makes it hard to include everyone imihiking environment because the
employees who do not speak this language are eectlindm the conversation. Moreover, the
manager in hotel 2 said she felt it would be hargdlit up the cultural groups within the
department (such as during lunchbreak) as thishwasit had been long before she started to
work there, and most of the subordinates had beekimg there longer than herself.

In hotel 1, most of the communication between tlamager and the employees
happens in daily morning meetings. This is wheeentfanager informs the employees about
what kind of work they have to do during the déyhere is anything special they have to
consider and both positive and negative feedbawk fyuests are given. The manager said
that the morning meetings give her the opportutaityay hello and to have a small chat to
everyone and create an informal work atmosphemeréd¢he hard work starts. Moreover, the
employees have daily contact with the manager a®fhbn takes several walks through the
hotel during the day to check on the rooms. In tmidi the manager in hotel 1 also said she
focuses on physical touching while communicatinthvier employees, such as patting the
employees on the back for a good job, or just pgttier hand on their arm while asking how
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their day is. She said she did this to establishraonal relationship to the employees, and so
they would feel she was there for them.

The communication between the manager and emplaydedel 2 is mainly when
the employees picks up their work lists in the nifagnThey had no daily morning meetings.
However, the manager said she tries to talk toyewver if they drop by her office during the
day, or when she is walking around the hotel tacklteoms and to see if everyone is doing
well and have everything they need.

The manager in hotel 1 said that she thinks sha lga®d relationship to her
subordinates. She said ‘if.any of the employees have personal issues ciheg to me and |
do my very best to help them out. | try to helpritied a solution to the problemThe
manager in hotel 2 said she tries to earn trugt fner employees, but she said she found it
hard since the employees still look at her as tig-comer”. However, the relationship with
her subordinates was improving and she said shighkitdhey just need time to accept her and
get to know her. She said that in the attempt tabdish a good relationship to her employees
she offers them to talk to her if they experienag problems both work related and personal.
She wants the employees to feel that they cartadiler any time. Both managers in the
hotels said they strive to make a personal relatigmwith the employees as well as a
working relation to gain trust from the employe€key both said they believe this will help
motivate the employees and create a good workiagaemment.

4.2.4 Conflict

In hotel 1 the manager said that when probleme &e$ween the employees in the
department they normally work it out amongst thdwese However, they have the
opportunities to come to talk to the manager ablmiproblem and she can help communicate
between the conflicting parties as a neutral perSbe also said that if she had to have a
meeting with the parties involved she would aldoasother supervisor or manager at the
hotel to join as a ‘witness’ of everything beingdsa

The manager in hotel 2 saidvhen a problem occurs between the employees, |
summons all the people concerned to a meeting iofficg. First, | talk to them one by one,
and then everyone together. This gives me the typitr to arbitrate and it makes it easier
to understand the whole problem if | know all sidéthe conflict” Furthermore, she said that

in the meeting everyone is allowed to repeat thiewv and opinion in relation to the case.
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Both housekeeping department managers said thgudge difficulties and
misunderstandings are the most common reason fdliate to occur in the department. The
manager in hotel 1 also said that just normaligglies is the reason for a lot of the problems
if they occur, as all employees but one is femdtevever, these problems do not occur
because the employees are from different cultumekground. She also underlined that there
are very little conflict within the department; teeare small irritations now and then, but
never big conflicts that can not be resolved. Maegpshe said that if she heard of or saw the
small irritations among her staff, she would grdspproblem right away before it would
become a big issue.

To prevent conflicts within the department, mamagéiotel 2 said she found
communication to be importantif‘the employees learn to communicate both witlante
each other in a good way, we might be able to demehe amount of conflicts radicdlly
She said she found it important to spend extra Wnen giving messages to the employees to
make sure everyone understands her. She did thfoirt to reduce the misunderstandings as
this is one of the major issues when it comeséactinflicts that occur within the department.
Moreover, the manager in hotel 2 said that shedouativation very important in preventing
conflict. To motivate her employees she said sleefesdback and incentive together with
social gatherings. However, they had not had anibkgatherings in a while, and this is
something they could do more of. An example ofitleentives were handing out ice cream
on a hot day or giving them a big fruit basketuaich.

In hotel 1 the manager highly values good atmosptweprevent conflict. To create
this she said she uses dialogue and makes sutallshi¢o all the employees during the day.
Both the housekeeping department managers sdiadyifdan not solve the problem
themselves, the opinion representative of the lmebmes involved and helps solving it. The
manager in hotel 2 saidit‘is important that the person helps solving thekem, not

supporting the confli¢t

4.2.5 Management

In hotel 1 the manager said that the departmasntutual guidelines, rules and
policies that have to be followed in the departm8&ie said she thinks that these have a
major effect on the welfare of the employees indbpartment. Furthermore, she though it
was important to clarify what is accepted (sucbelsaviour) and what is not accepted. She
also said that she thinks it is important that goee respect each other, when it comes to the

68



employees as well as the manager. Moreover, sheglihd was important that she as the
manager gives clear rules and guidelines that tabe followed: “we are the one that make
the rules, and the employees have to follow theen & that means they have to go against
their own culture...” As mentioned before she said she thinks it iomamt that the foreign
employees follow Norwegian guidelines when theg land work in Norway.

In hotel 2 the manager said that the fact that soitiee employees speak their mother
language amongst each other, might affect the wovikkconment in the department. However,
she said that she finds it hard to make everyoaaksplorwegian or English, but she thinks if
everyone talked the same language, that would mddetter working environment. In
similarity to hotel 1, the manager in hotel 2 alsought it was important that all the
employees follow the Norwegian cultures and gurddi

Both managers agreed that the facility and semggartment is the department with
most cross-cultural staff members and suggesteditep had more communication problems
than the other departments within the hotels. W4asked in the interview, both managers
thought it would be useful to hold language coufeeshe employees who struggled with the
Norwegian or English language. However, they admithat they had not really given this
idea much thought before.

The manager in hotel 1 said that she expectedntipdogees to learn Norwegian on
their own. But she said she thought a languagesecatrwork would maybe help them learn
the language faster. Especially the necessary vaord®xpressions used at work. The
manager in hotel 2 thought holding a language eatshe workplace was a great idea, but
she thought that it might be too costly as the eyg®#s who needed the language course were
mostly the ones who only were casual employeesijtamals hard to estimate how long they

would work at the hotel. It would be a short-termadstment.

4.2.6 Organisational Culture

As mentioned before the facility and service managéotel 1 thinks she has a great
relationship with her employees. She thought tketfaat she is from a foreign background
herself, helps her connect with the employees edgzause of that she also thought she
contributes in making a better organisation culiaréhe department.

The manager in hotel 2, on the other hand, fettgha has a good relationship with
the employees. However, since she is relatively melwer position she said she still feels that
the relationship is improving as time goes by, tir@employees get to know her better and
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she gets to know them better. She said she thivekeetationship with her employees is much
better now than when she first started. When skediarted in the department she felt the
employees had a hard time respecting her. Manlyeo$tibordinates had more experience in
the housekeeping job than her, and they had betmsiparticular hotel for many years. She
found it hard being younger than most of the emgésyin the department. At first they used
to behave strangely around her and they gave harcatime testing her limits.

To create a relationship with the employees bothagars agreed that it is important
to be friendly and to respect each other, smild,greet when meeting. They also found it
important to be positive towards the employeessiruv interests if they have suggestion to
improvement or changes within the department. Theager in hotel 1 mentioned
communication and the ability to talk to each other very important factor to create a
relationship with the employees. The manager teltbsaid that she should be better to
arrange social gatherings with the employéimss makes the employees get to know each
other in a different environment, and this conttdsito making a better work relationship

The manager of hotel 1 said that her departmere haxery good organisational
culture because of all the different nationaliire¢he department. The majority being
international makes them understand each otherstisih and connect more easily.
Moreover, she said that it gives them the abibtyearn from each other and show respect to
each other‘We are like a family to each other; some of thepkrpees sometimes even bring
lunch to everyone and this show how much we cavatadlach other”.The manager in hotel
2, on the other hand, said that she feels that lsea big gap between the cultures in the
department: The gap is not so visual when they are workingesgweryone are doing
individual work, but it is easy to see during lunBreople from the same cultural background
sit together in groups”’As mentioned before the manger said that she ¢outd split the
cultural groups, but she does not know how to dShe was afraid it would cause conflicts

between her and the employees.
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4.3 Results — the employees

4.3.1 General questions

In hotel, 1 six employees were interviewed. Ouihese six employees, there were
three different nationalities and all the intervems were females. Although not interviewed,
there was only one male working in this housekegdepartment. The average employment
period among the employees interviewed was twaosyddreir Norwegian language skills
varied, some of them barely understood Norwegiahather understood almost everything.

Hotel 2 only had five employees available for intew on the day the interviews
were conducted. The reason for this was that there only a limited number of employees
at work. The interview was voluntary and some efémployees chose not to participate. The
reason for not participating was that they wereylaml tired. Moreover, they did not feel like
talking to strangers and having to answer questgarding their job. Language difficulties
were also given as a reason not to participatednriterview.

Out of the five employees interviewed there weredtdifferent nationalities and also
here all the interviewees were females. In thightbie average employment period was
higher than in hotel 1 with approximately 10 yediserefore, the employees at this hotel had
better Norwegian language skills, and it was edsieonduct the interviews. Most of them
understood everything that was being asked. Ondogewp requested to be interviewed in
English, as her Norwegian language skills weresnajood. However, her English was
fluent. Further in this part of the paper the resulill be presented in the main topics from the

interview to make it easier to see the essendecofdsults.

4.3.2 Main interview questions

In hotel 1, when the employees were asked to desernormal workday, the
problems seemed to appear. This was a questionahthst employees had big problems to
understand, and they wanted to talk about what &frdutines they used while cleaning
instead of the phenomenon the study was focusetlvam of the employees, on the other
hand, did understand the question. Both of theraded on the morning meeting the manager
held every morning when the work day started at.8emy both thought these morning

meetings were important because it gives the emepl®he opportunity to talk to each other
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and talk to the manager. They specially focusetherfact that this meeting was very much
about getting feedback on the day before from theager. Moreover, they said that
feedback is something they appreciate and valuausecthey think it contributes to motivate
them to do their job and actually enjoying doing it

Most of the employees interviewed mentioned thehuoreak. One of the employees
said; “This gives us the opportunity to socialigéhveour colleagues since we are working on
our own the whole day”. One of them mentioned thay enjoy the lunch break, but found it
frustrating that there is a division between tHéedent nationalities: Most of the people from
Thailand often sit together during lunch. They dp#eeir own language, and do not make
any particular effort to include the rest of ustie conversatich

Several of the employees agreed that the languaidems create misunderstandings
between the employees, and the employees and thegera They said it is normal that some
sort of misunderstandings occur on a normal workdais again sometimes led to
disagreements or small conflicts in the departmg&lhf the employees indicated that the
cooperation and interaction between the managetrenedmployees are good. On any given
day they can talk to the manager about what they vith private and work related issues.
They also said that the cooperation between thdogegs is good:We can discuss the work
with each other, and swap tasks if someone is tofddr example cleaning bathrooms or
making the beds

The employees in hotel 2 had the same problem wioame to describing a normal
day at work. They preferred talking about how tbie \vere done, routines and the fact that
they could go home earlier if they were working famd were done with all their rooms
earlier than predicted. Many of the employees alsationed that they had contact with the
manger several times during the day, althoughttbisl did not have a scheduled meeting. In
this hotel the employees met their manager whenweee picking up the room lists in the
morning. Moreover, they had the opportunity to caimioate with the manager when she was
walking through the hallways, or when she was tgkive rounds to inspect the cleaned
rooms. The employees all agreed that the manadeensily and helpful. But they said they
still feel that she is new in her job. However, teiationship with her is much better now
compared to when she first started. One of the eyepls also mentioned that they are free to
contact the manager at all times if something sppéas happened or if they are having
problems at work.

The employees in hotel 2 agreed that on a normektingy day they have a good

working environment in their department. They calk to each other, even if some of the
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employees find it hard to talk to new employeefirstt. They have to get to know each other
first before things loosens up. One of the reasonthis was said to be all the different
cultures: 1t is hard to know how to approach a person youndbknow from a different
culture than your self” However, it was also said that the employeesempe the fact that
they can learn about other cultureSofmetimes we cook food for each other to learn more
about each others cultural backgrouind

To improve the working environment in the departtrtem of the employees
mentioned that it would be easier if everyone usied each otherit'is hard to know if the
other employees understand for example your jdkésk it is important to be able to make
jokes to create a good working environment, bupfeefrom a different culture can easily
misunderstand what | am saying and that often léaasisunderstandings. Most of the
employees in this hotel have good Norwegian langwkils; however, the cultural
differences are still there. You never know ifgkeson with the different culture than you has
the same comprehension as yourself on the convansatif you are trying to make a joke

Also in this hotel the employees agreed that ooranal work day the cooperation and
interaction between the employees is good. The aemzation was said to be open and
colleagues were helpfulWe always help each other if someone needs héimigh cleaning
their rooms before we go horhélowever, some of the interviewees mentioned that
casual staffs sometimes cause irritations as treep@ into the daily routines and they have
to borrow the fulltime staffs’ trolleys. Moreovetr was said that it is more difficult to work

with the casuals as the fulltime employees fourhitler to get to know them.

4.3.3 Communication

In hotel 1, the languages that were used at work wwstly Norwegian or English,
but some of the employees that are from the sametigoalso speak their mother language
when they are communicating amongst each otherh®hsekeepers in this department
explained that the communication normally happansid morning meetings and
lunchbreaks: We do not have time to talk while we work, becauseaormally work alone.
But we are talking a lot during lunth They also mentioned that if something speaal i
going on during the day, they would go to her @fioc see her. Moreover, the manager walks
through the different floor several times during ttay. The employees can also give the
manager a call if something is urgerfsometimes it is easier to call our manager as she

walks around and we do not always now where shdle employees said that they feel like
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they have a trustful relationship with the manaayst often discuss private matter as well as
job matter with her. This is something they appatad with the manager.

The employees said they think the manager is d@iggod job when it comes to
motivation of her employeesShe gives us feedback on the work we are doingla@dhows
us how to do things if we have problems understapder when she explains things to us.
She would try to give messages in different wagiwea understand what she is saying
Some of the employees said that the fact that #ugagper is so nice to them and actually find
time to talk to them help motivate them.

In hotel 2, the employees explained that the comaation in the department happens
in Norwegian, English or in the mother languagéhefemployees. For many of the
employees this is a rather big problem. One oktheloyees saidit'is important that
everyone understand each other, the people wotkeng should make an effort to learn
Norwegian, but it is ok to use English if they aneck on words Some of the employees said
the communication with the co-workers sometimdsnged. This was because some of the
casuals did not have very good Norwegian skills.

When communicating with the manager the employaisshe gives oral messages.
But important and complicated messages she wrades és well as giving the message
orally. One employee said thaBdmetimes | have problems to understand the wriibées,
but then | go to ask my manager what the messagasnthe manager is then happy to
translate the message into English, reword the aggssr use body language so | can
understantl The employees who had been working at the hmtef a long period said that
they think the interaction is good. The staffs thate been working there for a long time now
understand each other, and they can joke and hawsithout problems.

The employees said they expect the manager to arak&ort to understand them
when they have problems. They find it very imporfan a manager to show interest in the
employees and accept the fact that everyone cae madtake. Moreover, they said that it is
important to explain what has been done wrong anwdtb change: Our manager is a nice
person. She helps me understand by translatingagessand actually show me how to do
things in real life. She also accepts that | canédna bad day, and give me feedback on the
work | am doing. This is something | like very mablbut hef.

Lastly, the employees mentioned that the managiwirgg a good job when it comes
to motivating the employeesShe gives us good feedback. Also, if it has bdrrsyaday she
would come with a big fruit basked at lunch or onat day she would treat us to an ice

cream”. One of the employees said tan be difficult for the manager to motivate rrome,
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because everyone is so different and have differdhires. But the manager gives the
employees the opportunity to manage their own asng as their doing what they are
supposed to do. “This shows that she trust ustamavork we are doing”.

4.3.4 Conflicts

The employees in hotel 1 have different views wiheomes to conflicts within the
department. Two of the interviewees did not remanabg conflicts the last year. One of the
interviewees said:There have been conflicts, but they do not happenaften, maybe once
a year between the employees, and never with thagea. To argue with the manager is not
accepted in my cultuteAnother employee said if that she has been weain any conflict,
it has been small. It has been caused by misuraelisigs, but it has been cleared up quickly.

All the interviewees in hotel 1 said they could retall any big conflicts in the
department. They also said that if there is anylmbmt all, they are very small and just
trifles. All the employees said that they findritportant to solve the problems straight away
to have as little conflicts as possible. It waslghat they did not have a specific procedure
that is followed when conflicts appear or to pravesnflict from happening. This was
because conflicts in the department did not hamiiem. If disagreements or conflicts appear,
they communicate to solve them. But when real edsfbccur, they all agreed that it is nice
to have a manager they can involve to help soleetnflicts: The manager is helpful if
there is a person you do not get along with, aridefe is someone in particular we like to
work with, she tries to make the rooster that vidys helps to prevent confli¢ts

All the interviewees pointed out that communicati®the key. Lack of
communication, language problems or cultural pnoisiés mostly the reason that
misunderstandings occur and conflicts appear idépartment:...l find it important that we
as employees talk to each other, and confront ediodr if there are any problems, instead of
making a big conflict out of it. In most of the eashe reason for conflicts is
misunderstandings that we can solve by talkingattheothet'.

In similarity with hotel 1, the employees in hoRehlso said that conflicts do not
appear very often. However, from the findingsegmss to happen more frequently than in
hotel 1. The interviewees all agreed that the vibely are doing is hard, and that might be
one of the reason for the conflicts appearingwhen we get tired after a long day with hard
work we get less patience, and small silly thingghtncause conflicts They agreed that the
conflicts always are small, and easy to solveal/tbommunicate with each otherSdme
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people just do not handle critic as well and thaingtimes causes conflict especially on a
busy and stressful day. | think it is importantdbpeople know if they are doing something
wrong, using the wrong equipment, or if | thinkyth@ve not done their part of the job good
enough. But some people take this the wrong.way

In hotel 2, three of the employees had been workirige department for more that 5
years. The three of them all said they think thew/ipeople” and the casual workers are the
once who causes most of the conflicts in the dapant. “They do not know the routines
properly, and some of them also uses ours cleamnaligy without asking or without refilling
the trolleys after useAll the interviewees in hotel 2 agreed that toaflicts happen because
of work reasons and not because of private issues.

Lastly, lack of variation in the work and dissatision sometimes contributed to
disagreements in the departmeMie have to do the same thing over and over evsry da
sometimes it would help to get a different floorswap tasks. Some areas are easier to clean
than others such as business rooms vs. family roanas| think it would be fair if there was
some kind of rotation plan for everyone to folloAnother employee saidSometimes the
manager has scheduled the common areas in the toatebre employees than needed; it
sometimes causes disagreement on who is goingda @l and why the other employee is
cleaning a part that is not her responsibility

As in hotel 1, the interviewees in hotel 2 said g@nflicts in the department are being
solved with help from the manager. The employe&ktkat it is normal to involve the
manager if they can not solve the conflicts onrtbein: “This makes it easier for us to find a
solution everyone can live with afterwards, and esalts find a solution to the problem
straight away.

4.3.5 Organisation culture

The employees in hotel 1 claimed that they havatiafging relationship with their
manager. They said they feel that the manager stahers them and their cultural differences
since she is from a foreign country herse8hé knows what it feels like to be in our situation
with language problems and cultural differencessike are patient with us and uses extra
time to include everyone of us in the working eminent. All the interviewees agreed that
the manager is a person that shows that she caut ladr employeesShe talks to us every
day, and she treats us with respect, friendlinggb@liteness. She shows interest in us as
persons not just the work we are doing for’helowever, one of the employees suggested
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that there would be increased well-being withindlepartment if everyone had less room to
clean and less heavy work and stressful days. An@imployee said that the manager being
so caring and nice was more than enough, thatithdya very good working environment
because of that, and this helps on a stressful day.

The employees in hotel 2 also said that they hayeod relationship with their
manager: “..the manager shows interest in the work we do ang ias persorisTwo
employees said that the fact that the manger isindaw@r job has both positive and negative
sides: ‘She is really making an effort to make things warld she is using a lot of time to
motivate us to do a good job, this helps createtteb organisational culture

Moreover, they said that their manager is opery tatalk to and polite. Three of the
interviewees also said that she treats all sthissame and with respect regardless of cultural
backgrounds. Another interviewee said that sheesygies when the manager asks them for
suggestions on new thing they need in the depattraeen if those suggestions does not
always follow through. One of the employees poirdatthat in the start, when the current
manager started in her job; there were many instersties that the staff did not like. she
did a lot of changes without consulting us firghihk this was because she came straight
from school and wanted to try out things she ledraieschool. But not everything is working
in practise”.

A couple of the employees in this hotel mentiorteat tnore activities outside work
are something that could create a better welfadenarking environment in the department.
Another employee said that the manager should wse time to talk to each and every one
of the employees. However, she said that she amddrstand that sometimes the manager
had a lot to do and did not always have time fat.th
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5 Discussion

5.1 Introduction

Norway has become a multicultural country in todagociety, with employees from all
over the world. In particular, there are many neultiural workers in the service industry. To
have cross-cultural staff can easily provide caltand language- or communication
problems. To manage these situations and to prétvent into becoming serious conflicts the
managers have to be able to adjust to situatioddarpatient. Moreover, it is important that
the manager includes every employee and createst@utural working environment.

In this paper there are theoretical studies angaditgtive study with several in-depth
interviews. This part of the paper will provide iaalission of the theory and the findings
concerning the research questidioWw may the interaction between cross-cultural
communication and management of employment rekttipnnfluence the managing of

conflicts in a cross-cultural working environment?”

5.2 Conflict

In this study, it has been discovered that thedvganisations looked at do not
consciously adopt strategies for managing conilicspite of Lipsky et al., (2003) suggesting
that an increasing number are doing so (Hammor@ifsl,;ZPorter, 1980, 1985, 2002; Lipsky
et al., 2003). The two hotels have not adoptedlimbmhanagement systems as suggested by
Goseline et al., (2001) and Lipsky et al., (2003).

Einarsen et al., (2002) suggest that many confirctgork environments can arise
because of work processes and the way work is m@a&nThis was said to be one of the
reasons for disagreements or conflict arising it ke housekeeping departments looked at
in this study. At both the hotels the employeed Haat they could disagree on the way tasks
were done or disagreement in the way rooms and @onareas were divided.

Ellmin (1992) stated that conflict can be causeddiypetition, wrong perceptions of
others’ reality, language problems and misundedstgs or other communication problems.
In our study it was found an indication that langgi@roblems, misunderstandings and other
communication problems were the main reasons foflicbin both of the hotels. One of the
employees in hotel 2 even mentioned that wronggpgians of the co-workers might

sometimes be the reason for misunderstandings.
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Markham (1996) states that conflict will not onhake it difficult to work with each other for
the two persons involved, but also make it hardbtber persons who have to work with the
two involved. This can create awkward situationd people can start to take sides of the
conflict. Because of this it is necessary to dtadting the problem. The managers in both
hotel 1 and hotel 2 said that they try to resolyeablem as soon as they get to know about it.
This was said to be an effective tool in both tbeels, resolving small disagreements and
misunderstandings while they are small have prexetitem to become big problems.

One of the types of conflict mentioned in hoté$ According to Markham (1996)
behaviour conflict. Some of the interviewees mergmthat some of the co-workers wanted
to get the job done fast so they could go homeezaBome of the employees interviewed felt
that this sometimes affected the quality of the jblt these co-workers sometimes took
shortcuts or did not do their share of work. Markh@996) suggest that behaviour conflict
occur when one or more persons behave in a wagthiees see as not acceptable, such as not
wanting to cooperate or not doing their share afkiMarkham, 1996).

Almost (2006) found that conflict can occur be@atkdifferences between
individuals’ opinions and values, demographic arsgor because of inadequate
communication, or even because of high levels akisad. The findings in this study are
consistent with this. For example, the employeestbat high levels of workload and heavy
work sometimes made them stressed and less patwmaeds the other employees.
Sometimes the stress would make them snap at ¢aehfor small things. Almost (1996)
also mention that lack of trust and respect betvieeiniduals cause conflict. However, none
of the employees interviewed said they experiertieesd Moreover, the interviewees in both
hotel 1 and hotel 2 agree with Medina et al., (300%hat conflict at work decreases job
satisfaction and the sense of wellbeing, and teei/that a positive working environment
such as good communication and feedback contribyteevent and manage conflict.

Oetzel and Ting-Toomey (2006) suggest that a grgwumber of organisations are
more actively managing conflicts at a higher ldwatause they have come to believe that the
potential costs to the organisation that can rdésuit a laissez-faire attitude to workplace
disagreements can become too large to tolerats. Adnee concluded that unresolved and
unmanaged conflicts at the workgroup level toorofteature into serious disputes and
expensive lawsuits (Oetzel & Ting-Toomey, 2006prirour findings, the two hotels in this
study are not in the category of organisations dlctively manage conflicts. The two hotels
said they realise the cost of conflicts, howeuseytdid not find it necessary to actively

managing it as they thought the conflict levelseMer and there were more
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misunderstandings and small disagreements thacobiglicated conflicts. The two hotels
also said that the disagreements are resolvedrmyncmication between the parties involved
before they evolve into disputes. The findingshid study are more consistent with Oetzel
and Ting-Toomey'’s (2006) acknowledgment that maigyaoisations do not have clear
policies or procedures for managing workplace disaigents. It seems from the findings in
this study, consistent with Oetzel and Ting-Toor(2806) that the top managers expect the
first line manager to have primary responsibildy fesolving these disagreements. The top
managers do not try to manage directly or systealatithe disagreements but are hoping
that the first line manager and employees invoinetbnflict will resolve the differences on

their own.

5.3 Management

As management theories were developed in the Weshly Britain and USA), these
theories were based on Western individualistic mggions, which do not necessarily apply
across different cultures (Tjosvold & Leung, 200B)e facility and service managers in the
two hotels seem to use a western leader stylewhed asked they said that they treat all
employees the same regardless of their culturddraands. It can be discussed that as both
the hotels had many Asians working in the departptba managers should adjust
accordingly to the culture they are dealing witkd adopt to a leadership style that is
compatible with their culture e.g. some Asians haege collectivist values rather than
individualistic. Adjusting the leader style to thigferent cultures might help improve some of
the foreign employees’ job satisfaction and wellhieat work. It could contribute to making
them feel that they belong to the organisationfilicel in the departments and this again could
help manage conflict.

DuBrin et al., (2006) define an informal managelaa employee with a big grade of
impact. When it comes to the hotels in this staldgre was no visible informal manager in
hotel 1, but in hotel 2 one of the employees wh been working there for almost 19 years
appeared as being an informal leader. She knewttimes and how the work should be
done. Furthermore, she was also sometimes giverespensibility to train the new
employees.

Greenberg (2005) suggest that large organisatifies have several cultures
operating within them. People tend to have moitudts and values in common with others

in their own company unit than with those in otparts of the organisation. Sub-cultures are
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typically distinguished with respect to e.g. funail difference — type of work done. It can be
argued that the employees in the housekeeping tiegatr of the two hotels in this study have
a different organisational culture to the otheratépents in the hotel, e.g. the front office or
the restaurant. However, as mentioned by the masagéoth hotel 1 and hotel 2, they have
a dominant culture in the hotel as well which refiiethe hotel’s core values and policies and
procedures.

When it comes to the two manager’s leadership sgteording to Fiedler’s
contingency theory, the findings indicate that botithem would have a high score on the
Least Preferred Co-worker questionnaire. Therdveoebasic leadership styles in this model:
relations-oriented and task-oriented. From theifigsl in this study, it appeared that both the
managers interviewed follow the relations-orienstlership style which is denoted by a
high score on the Least Preferred Co-worker quaséime. Hill (1969) defines this leadership
style as a person who is motivated to seek prorosmeéninterpersonal relations, who is
concerned with good relations with others, whooissiderate in his/hers interactions with
group members, and who tends to reduce anxietynanelase the personal adjustment of
his/hers co-workers (Hill, 1969). Both the managdedscated that they wanted the employees
to like them, and they were interested in havimggpad relationship and interaction with their
staff.

The task-oriented leadership style (a low LPC scsreharacterised by a person who is
concerned with performing the tasks and is willingelegate interpersonal relations to a
secondary position (Hill, 1969). From the findingappears that the managers in the two
hotels might be a mix of relations-oriented and-asented. The managers appeared to be
concerned with performing the tasks they were geveth had responsibility for; however, it
did not seem from the interviews that they relegaéerpersonal relations in order to get
these tasks completed. It appeared that they radbkradvantage of good interpersonal
relations to get the tasks completed.

Maslow’s hierarchy of needs show a set of neealvlkplain most of what human
being undertake. If these needs are not fulfillsgdatisfaction might occur. The physiological
needs are the first stage. The two facilities argise managers both said they were trying to
create a good work environment. The employees BadiButes break every day, and the
working hours were said to be adjusted so the eysp®have time to have a life outside
work (Kaufmann & Kaufmann, 2003; Kotler & KellerD@6). Moreover, although not asked

in this study, Maslow also says that it is impottérat the salary and wage is high enough to

81



cover the basic needs such as accommodation adddooeet conditions to fulfil the
physiological needs (Kaufmann & Kaufmann, 2003;|&o& Keller, 2006).

From the findings in this study it appears thatribed for safety is met by the
facilities and service manager in that they cauatheir employees. They want to make the
employees feel safe at work and show that evergandrust each other. From the findings in
this study, most of the staff in the two hotelemtewed meets the social need in that they
can relate to the other employees with the santareyllor even other employees in different
departments because of the same organisationateLlhe employees said that mostly all of
them get along, and even if there are one or twegpes they do not get along with, there are
always some colleagues they are getting along Wwitlthermore, the facility and service
manager in hotel 2 said that she is trying to ayeasocial gatherings so the staffs get to
socialise in a private setting and get to know ezbler in a different way than when they are
working together. The manager in hotel 1 said shatthinks the morning meetings every
morning is contributing to the social aspect ofwwk place.

When it comes to the need for esteem, the emplmadghey get this from receiving
recognition from the managers. The managers frot@ Acand hotel 2 both said they are
trying to give feedback to their subordinates, axdiy negative but positive feedback as well.
The employees in hotel 1 and hotel 2 all agreetitheamanagers were good at giving
feedback and they appreciated that as they faltwhs a factor of motivation. Moreover, it
was mentioned that the employees have respecabébr @her. Kaufmann and Kaufmann
(2003) states that the desires to achieve, to peeatige, enjoy success in life and other’'s
respect are needs within this stage. It can beegrthuat maybe not all the employees have
reached this stage. As stated earlier some ofrtipogees just wanted to finish the work fast
so they could go home early. Some of the emplogesview the job as just a necessary
thing to do to earn money to be able to survivel loemployees necessarily feel the need to
have prestige, or not everyone is actively seegimgjtive feedback and has the desire to
achieve.

The last stage of Maslow’s hierarchy is need ftfragtualisation. It did not come
forward that this stage is met in any of the twasekeeping department looked at in this
study. Neither the managers nor the employees oredithe opportunity of developing
talent, abilities and qualities. Although, it cam&rgued that all the employees have the
opportunity to work towards an assistant managewen facility and service manager
position in the department. The employees could pd¢ssibly think that they are developing

talent as they learn new routines or procedureshen they do the same task over and over
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again they get better at doing it. The employeesdcalso feel that working with people from
so many different countries and cultures could iwoute in developing their personal
gualities such as being patient to understand etidr, learn to know and respect different
cultures and so on (Kaufmann & Kaufmann, 2003; Giveeg, 2005; Kotler & Keller, 2006).

5.4 Communication
As suggested by Greenberg (2005) a person’syatilitomprehend and interpret

information received from others is far from petféde states that this is especially the case
for cross-cultural work environments where peopleak different languages and lack the
skills needed to understand the speaker. Thereewdsnce of this in the findings of this
study. All the employees interviewed and the fac#ind service managers in hotel 1 and
hotel 2 said that the communication was the mairseaf disagreements in the department.
This was because of the different languages andres| and misunderstandings easily
occurred. Greenberg (2005) suggests that once sagess received the recipient must begin
the process of decoding, converting the messadeibicthe sender’s original ideas. This
involves processes such as comprehending spokewréteh words and interpreting facial
expressions. With lack of language skills and &ed#nt cultural background than the sender
of the message, this can be a challenge. Gree(®@0§) refer to the factors that distort the
clarity of messages that are encoded, transmitté@éaded in the communication process as
noise.

Moreover, Greenberg (2005) states that once aagedsas been decoded the process
of communication can continue but in reverse —p@rson receiving the message now
becomes the sender of a new message. This comrtianipaocess is called feedback. In this
study, the respondents said that they saw feedimek important communication process in
the departments. The managers in both hotels Isaydthought it was important for them to
give and receive feedback to make sure messagesuvderstood. They wanted to give
feedback to make sure they have understood thgilogees the right way and they wanted to
receive feedback to make sure that the employeksitderstood the messages given to them.
The employees also said that they saw feedback@sriant. Feedback was important for
them in understanding the messages given to them.

The findings in this study are not consistent witd LMX theory. The LMX theory
suggests that supervisors determine which rolesrdutates will hold. These assigned roles

define the quality of the relationship subordinaepy with their supervisors and help
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subordinates determine the appropriate behavioenaot (Lind & Zmud, 1991, 1995). Liden
and Graen (1980) state that subordinates who shiaigh-quality LMX relationship with

their supervisor are afforded several advantagepnovided to those in a low-quality LMX
relationship, such as premier assignments, emadtsumgort and cooperative interactions
with the supervisor. Liden, Sparrowe & Wayne (198@}e that exposure to these advantages
has been demonstrated to result in variety of pesittutcomes such as greater levels of
motivation and superior performance rating, fohhegality compared with low-quality LMX
subordinated. The findings in this study were rastsistent with this. Although this study has
not been conducted to solely test out the LMX thiethrere has been indication that the
relationship between employees and the managieitwio hotels does not correlate with the
relationships suggested in the LMX theory.

The manager in both hotels said that they try tthear best to treat all employees
equally. Also the employees in both of the hotald shat their manager treat everyone the
same, and they were given the same information.nfdr@ager in hotel 2 said that sometimes
she would give some of the information to a few Eyges and ask if they could share the
information with the rest of the staff. But the doyges in hotel 2 did not like this, and
wanted the manager to give the same informati@véoyone herself. However, there can be
many various reasons for the deviation of empleye®nager relationship in the hotels in
this study and the LMX theory. First of all, thesanly a small study with a small population,
the answers might be different if more managerseanployees were interviewed and other
guestions relating more to the LMX theory were askéoreover, the managers might have
twisted the answers to make the reality look déferto how it actually is. Saying that they
have equal relationship to each employee sounderlibin admitting that they have higher
quality relationship with some of the employees trete are treated differently.

The communication in both the departments appeaartids study to mainly consist
of downward communication where the manager ginssuctions, directions and messages
telling the staff what to do. Furthermore, feedbankpast performance flows in a downward
direction, and this was something that was usdudelgtin the two departments (Greenberg,
2005; Davidson et al., 2006). Upward communicaisowhen information flows from lower
levels to higher levels. This form of communicatadso appeared to occur daily in both the
departments. Typically such messages involve stiggssor improvement, status report,
reactions to work-related issues and new ideabogfih, it is found that upward
communication occurs far less frequently than doanslcommunication (Greenberg, 2005).

The findings in this study are consistent with shiggestion above. The employees in both
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departments said that most often the manager wemute to them to give them messages, but
sometimes they would go and see the manager egguedner room status reports or if they
had problems they needed help with.

Greenberg (2005) and Davidson (2006) state thhimorganisations messages do
not only flow up and down but also sideways, tinpesared as true for the two housekeeping
departments. The employees on the same level us®hial communication when they
communicate with each other. One of the employeé®iel 2 said she likes to make jokes
and make the tone between her colleagues morelcabkey would talk about private topics
as well as work related topics. With the horizog@hmunication comes informal
communication such as rumours. When it comes tivibéhotels interviewed the employees
in the housekeeping departments said that rumaoutgassip happens almost daily. The
employees would talk about each other, and telietdhey have heard from someone else.
The manager in hotel 1 said that you get a lotossgp and rumours going with so many
female working in one place.

Both verbal and non-verbal communication were saite used between the manager
and employees in hotel 1 and hotel 2. Verbal comaation is both oral and written
messages (Jablin & Putnam, 2000). The manageslintte hotels said they try to use both
oral and written messages to convey their messdgggeover, they would use non-verbal
communication such as facial gestures and bodykgegto make it easier for the
international employees to understand what theyrgireg to say (DeVito, 2001; Greenberg,
2005). When it comes to non-verbal communicatich the clothes worn, the manager
dressed more formally such as wearing a suit amdubordinates were wearing a more
casual uniform. This is consistent with Rafaelalet (1997) who suggest that higher status
people tend to dress more formally than lower-naglémployees.

Charlton and Huey (1992) and Spinks and Wells 7188 ggest that to improve the
communication in an organisation, the managementleaide to implement a cultural
diversity program. Neither hotel 1 nor hotel 2 naglemented such programs. It had never
been thought of but both the managers thoughtulidcle an idea, and were willing to

consider it.

5.5 Cross-cultural work environment

Schneider and Barsoux (2003) state that cultufedrdnces are expected abroad but at

home it is often assumed that the foreigner wiletthe effort to adapt to our customs to fit in
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with the dominant culture. The manager in hotekfressed this view; she said that she
thought the employees working in Norway should sidja the Norwegian culture, and this
was the reason why she would not take individuakmerations to each culture’s holidays.
However, Schneider and Barsoux (2003) suggesstldt view can alienate others, and fails
to capitalise on the potential benefits of recoggigliversity and the unsuspected value
added.

The two facilities and service managers in the hotels looked at in this study both
said they used daily communication and showingé&sten each employee to win respect
from their staff. According to Quinn et al., (20GRAgse are ways to win respect from the
employees. Quinn et al., (2007) states that to ggEpect one also have to give respect - this
can be a smile to the employees, short conversataomd showing they are appreciated. The
facility and service manager in hotel 1 said shesuke morning meetings to have daily
contact with all her subordinates. It was said thatmeetings consist both of feedback and
formal information, but she would also try to make meeting informal so they could talk
about fun things as well. Both the managers inllosnd hotel 2 said that they thought
showing the employees respect was important. Tohdythought it was important to smile
and say hello to the employees when they for exammglet in the hallway.

The hotel 2, as mentioned earlier, would providedtaff with incentives such as ice cream or
fruit baskets to show that they are appreciated buasy day.

All the findings in this study should be treateithacaution. As this is a qualitative
study, the findings are only opinions and viewshef employees and managers interviewed in
this particular study. If there was a bigger ofat#nt population, the results and the
comparison of the findings and the theory mighklddferent.

5.6 Limitations

One limitation in this study is the lack of Norwagiand English language skills of the
interviewees. Norwegian or English often were theosid language of the employees.
Therefore, it was hard for some of them to be &bkexpress themselves fully while
answering the questions and it was hard for sontleenh to fully understand some of the
guestions asked in the interview. Moreover, theleyges could choose if they wanted to be
interviewed in Norwegian or English. The questiorese therefore translated from
Norwegian to English. The new questions in Enghisght be understood differently or not

be as open as the original or translated with femiht meaning and that might affect the
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answers. Because of the language problem, theviewezrs had to try to reword the questions
several times and sometimes the questions hacctorteea ‘leading’ question for the
employees to understand what was meant by theigagsor we had to suggest answer
alternatives and the interviewee said yes or nadhAgjuestions in a qualitative interview
should be open and unstructured and not leadimgyptight have affected the validity of the
study.

Secondly, the time provided for this study was tedias there was a due date provided.
Less than six months were given to complete thaéystwhich is relatively short considering
the amount of work that is involved in conductiegearch. Therefore only the most relevant
theory is included and briefly explained, and leditamount of data is collected.

The third limitation of this study was knowledgmitation. The authors have limited
experience regarding interviews, thesis designaanadlysis of qualitative data.

Another limitation is that only a small populati@included in this study. Moreover,
only females were interviewed as there were notymaales working in the two
housekeeping departments. None of the males wever&ton the day the interviews were
conducted. The study only looks at two hotels (bhseaf the time and resource limitation),
and therefore, comparisons with different hotelsnca be made. However, there are a large
amount of similarities among the two. A guesslosamade that the findings of this study
could be something that is general for these tgp&gorking environments. However, further
study is needed to confirm the findings. If themsva larger population, the result might be

different and the findings could correlate mordesis with the existing theory.
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6 Conclusion

This study has tried to answer the research que4tiow may the interaction between cross-
cultural communication and management of employmeationship influence the managing
of conflicts in a cross-cultural working environni@h

Choosing a theoretical framework for viewing cactfin organisations is neither easy
nor obvious. The choice of a conflict managemeamtiagy by an organisation does not
necessarily dictate the methods it uses to pratisagreements or conflicts. The culture of a
community or organisation consists of norms, exgtems, and behaviours that reflect its
core traditions and values. Thus, change in angrosgtion that rocks its fundamental
routines, habits, and interaction patterns isdiffito implement. Few scholars would deny
that communication is an essential feature of acinfAs Thomas and Pondy (1977, p. 1100,
as cited in Putnam in Oeztel & Ting-Toomey, 20060 in their review of conflict in
organisations, It is communication with which we are most concdrmeunderstanding
conflict managemehtCommunication shapes the very nature of conthobugh the
evolution of social interaction. When people argaged in conflict, their communication is
as much a function of the emotions they are expeing as the arguments they are hearing or
the situation they are facing (Putnam, as citeQetzel & Ting-Toomey, 2006).

Many organisations in Norway have workers with othidtural background than
Norwegian. With the different cultures and langusatieere are chances that communications
problems, misunderstandings and conflicts occus.ilhportant that the organisations
integrate the multicultural employees to prevert aranage conflict.

In this study it was found that language problemisunderstandings and other
communication problems because of the differertuces$ and original origin were named as
the main reasons for disagreements and confligbth of the hotels. Work processes and the
way work is organised were also said to be reaBwrdisagreements or conflict arising in
both the housekeeping departments looked at irstdy. The managers in both of the hotels
said that they are trying to resolve the problemsaon as they acknowledge them. This was
said to be an effective tool in both the hotelspheing small disagreements and
misunderstandings while they are small have prexetitem to become big problems. Conflict
can occur because of differences between indivadoginions and values, demographic
origins or because of inadequate communicatioryen because of high levels of workload.
It was indicated in this study that if disagreensemt conflicts occurred, this was caused by

work related issues and not personal or privatess
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From the findings in this paper it appears thatrttamagers in the two hotels might use
a mix of relations-oriented and task-oriented leatide. The managers appeared to be
concerned with performing the tasks they were geueth had responsibility for. However,
from the interviews it did not seem that they rekegl interpersonal relations in order to get
these tasks completed. It appeared that they radbkradvantage of good interpersonal
relations to get the tasks completed, and cregt®d working environment to avoid conflicts
within the department.

In this study it is suggested that effective comioation, positive interaction between
employees and employer, respecting the differenltares in the organisation are factors
which are important in integrating the multicultueanployees. And in that way the factors are
contributing in creating a good working environmethving a good working environment
and satisfied employees is a good starting poipt@venting and managing conflict. All in all
the findings in this study indicated that the enypkes in the housekeeping department in the
two hotels looked at, are happy with their workpland there is very little conflict. If there
are any conflicts, these are normally misundersitanar minor problems that get resolved by
communication straight away before they evolve bitpconflicts.

As mentioned earlier this is a qualitative papeéhwa small population and only limited
amount of data collected. It is therefore diffidatsuggest a concrete answer to the research
guestion. Further research is needed to be algjerteralise, confirm or reject the findings of

this study.

6.1 Future research

To avoid the language problem and in order to ereadre validity in this study, further
research on this subject should include interpsetdrile conducting the interview, so the
respondents can speak their mother language. invelnamisunderstandings can be avoided
and it gives the respondents the opportunity tly Xpress themselves without the language
barrier. Furthermore, it would be interesting tolude other hotels in a similar study to see if
the answers would correlate with the answers obthin this study. Hotels outside Norway
could also be interviewed, to see if the same viamgsopinions transfer outside the
Norwegian border.

Finally, it could be interesting to use the findsrfgom the present study, transforming

it into a quantitative survey, with a random sanguevey. This new research could be used to
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see wether there is a consensus in the hotel mydustcerning the findings in the present
study. This method would also allow for generalysiihe findings to the service industry as a
whole.

This paper is primarily research on conflict ingseultural working environments, and
how cross-cultural communication, management oflepmpent relationship influence
conflict in such environment. A model can be drawgive an overview of different factors
and variables that was found to be important is $tiidy, and to create a starting point for

further research.

Cross-cultural
- Communication
Motivation
A
\ _______ \ A \
] S
Culture _> Interactior Conflict
e
/ /
Justice
Management
of Employment
relationship

Model 1: Suggested conceptual framework for further research

This model predicts that cross-cultural communaraind management of employment
relationship is the main factors in relation to ftiehin a cross-cultural organisation. The
model shows the different factors that will havgngicance on the conflict level within the
organisation; cross-cultural communication and rgangent of employment relationship. If
the cross-cultural communication does not occuihéworking environment it might lead to
several problems and conflicts. Furthermore, jiredicted that management of the
employment relationship has to take place to magebmmunication work within the
organisation. A manager has to be a part of th&wgrenvironment and make personnel
policies or business guidelines for everyone withedepartment, and make sure that these
are followed. The three important variables arentbto be important in managing conflict

and affect the factors in this study: motivationltere and justice.
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Appendices
Appendix A

E-mail sent to the facility and services managersrpvious to the interviews

Hei Jessica / Evy Karin

Viser til telefonsamtale i begynnelsen av april segpder herved paminnelse om intervju som
vi har avtalt til onsdag 29.april / Torsdag 30.hkki10.00.

Vi er to masterstudenter som studerer master inaggonal hotell- og reiselivsledelse ved
Norsk hotellhggskole ved Universitetet i stavanger.

Var problemstilling i masteroppgaven er:
“Which opportunities do managers have to preventlwts in a cross-cultural environment?”

Spgrsmalene som vi vil stille dere gar derfor ura@rskriftene flerkulturelt miljg, konflikt,
kommunikasjon og organisasjonskultur.

Vi takker pa forhand for at du tar deg tid til éakke med oss. Dette vil bidra til et mer
ngyaktig resultat av var undersgkelse og vil hjelpe a fullfare masteroppgaven. All
informasjon som blir gitt fra dere er konfidensielty vil bare bli diskutert mellom oss og var
veileder.

Det hadde veert fint om du kunne foreberede de &ngadl husgkonomavdelingen som skal
veere pa jobb den dagen at vi vil snakke med der. ogs

Dersom du har noen spgrsmal ma du gjerne ta kontakt
Trine Haraldsen - mob. 95176428

eller
Torunn Nordbg Thime - mob 45614361

Mvh,
Trine Haraldsen og Torunn Nordbg Thime
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Appendix B

Interview with facility and services manager (Englsh version)

Questions to the manager:

General questions:

1.1)
1.2)
1.3)
1.4)
1.5)

1.6)

1.8)

How many employees do you have in your depamtfh

How many of the employees are of a foreigtuce?

How many different nationalities are therehis department?

How many different cultures do you perceivéha department?

In what degree does this organisation haveahgigrevious experience with
multicultural cooperation?

Do you give the employees from the differartures their cultur’s public holidays
off from work?

Why/why not?

What kind of languages are used when commtingcavithin this
department? (Written/ Oral)

Main questions for the interview

2.1)
2.2)
2.3)

Describe a normal day of work?
What is done to create a multicultural workiesnment in the department?

Describe the work environment in this deparitfe

Between the employees
Between you and the employees

Communication

3.1)

Describe how you communicate with each other ig deipartment?

Sub-questions:

3a)
3b)
3c)
3d)

Describe how you communicate with your emplsfee
How do you communicate from culture to culture?
How do you treat the different cultures whetoiines to communication?

How do you feel that communication works in tlepartment?
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Give examples:

Conflict

4.1) Do you experience conflict on your work place? Imatvway?

4.2) How does the conflict normally start in the depatn?

Sub-questions:

4a)  What kind of conflicts is most common amongéheployees in the facilities and
service department?

4b)  Describe how you work with conflicts when othgy arise?

4c)  Describe how communication works in these sitna (such as the ones mentioned
above)?

4d)  Describe how you feel that the interaction lestavcommunication and relationship
between management and employees have an imp#w ommnagement of conflict

within the department?

Management

5.1) Describe what you think are the most impdrtask as a manager?

5.2) How do you use the role as a manager to iboiérto manage conflict?
Sub-questions:
5a) Describe the conflict management strategidsatteabeing used in this department?
Follow up question:
Could you expand by describing this in the différgpes of situations? (or give

examples)

Organisation Culture

6.1) Describe your relationship with your employees?

6.2) How would you build relationship with your emplogée

6.3) How would you describe the organisation culturéhis department?
Sub-questions:

6a) How are the different cultures integrated thi® organisation culture?
6b)  What do you do to motivate your employees?

6¢c)  What do you as a manager do to maintain a gogahisation culture?
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Appendix C

Interview with the employees (English version)

Questions to the employees:

General questions

1.1) Age:

1.2) Sex:

1.3) What kind of position do you have in this departten
1.4) For how long have you been working in this orgainse
1.5) What is your nationality

Main questions for the interview

2.1) Describe a normal day of work?

2.2) What is done to create a multicultural work envir@mt in the department?

2.3) How would you describe the work environment in thépartment?

Between the employees

Between you and the employees

Communication

3.1) Describe the communication in this department
Sub-questions:
3a) What language do you use when you are working?

Between you and your manager?

Between you and colleagues?
3b)  How often do you have contact with your manatygimg a day at work?
3c) Describe your communication with your manager
3d)  What are your expectations of a manager?
3e) How does the manager motivate you?
3f) Describe the way the manager communicates yaith
3g) Describe the communication with your co-workers
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Conflict

4.1) Have you experienced conflict in the workplace what way?
4.2) How do you think most conflicts start in this depaent?
Sub-questions:

4a)  What strategies does the department have tageasonflict?

4b)  How do you experience the work environmentia tlepartment?

Between employees?

Between employees and the manager?

4c)  What do you think the department could do toage conflict in the future?

Organisation culture

5.1) Describe your relationship with the manager?

5.2) Describe your relationship with your colleagues?
5.3) Describe the organisation culture in this departfmen
Sub-questions:

5a) What do you like about working here?

5b) In what way does the manager do to take coraidas into the different cultures in

the organisation?
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Appendix D

Interview with facility and services manager (Norwgian version)

Sparsmal til leder:

Generelle spgrsmal:

1.1)
1.2)
1.3)
1.4)
1.5)

1.7)

1.8)

Hvor mange ansatte har du under deg?

Hvordan mange ansatte har en fremmedkultoadgrunn?

Hvor mange ulike nasjonaliteter er det i avdgin?

Hvor mange forskjellige kulturer ser du sonkeul avdelingen?

I hvilken grad har organisasjonen tidligerang fra ansatte med flerkulturell
bakgrunn?

Tar du spesielt hensyn til religigse helligelaav annen kultur (fri pa deres kulturs’
helligdager)?

Hvorfor/Hvorfor ikke?

Hvilke sprak er brukt nar dere kommunisemerine avdelingen? (skriftlig og

muntlig)

Hovedspgarsmal for intervju

2.1)
2.2)
2.3)

Beskriv en normal arbeidsdag?

Hva gjgres for a skape et flerkulturelt arbeidjg i denne avdelingen?
Beskrive arbeidsmiljget i denne avdelingen

Mellom ansatte:

Mellom deg og de ansatte:

Kommunikasjon

3.1

Beskriv hvordan dere kommuniserer med hverandieene avdelingen?

Delspgrsmal:

3a)
3b)
30)
3d)

3e)

Beskriv hvordan du kommuniserer med dine ae®att

Hvordan kommuniserer du fra kultur til kultur?

Hvordan behandler du de forskjellige kulturede det gjelder kommunikasjon?
Hvordan fgler du at kommunikasjonen funged@rne avdelingen?

Gi eksempler:

Hva kan gjares for a forbedre kommunikasjorevdelingen?
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Konflikt

4.1) Opplever du/dere konflikt pa denne avdelingen?\#&dn mate?

4.2) Hvordan oppstar konfliktene som regel?

Delspgrsmal:

4a) Hvilke typer konflikt er mest vanlig mellom dasatte i avdelingen?

4b)  Beskriv hvordan du behandler konfliktene ndgdm de oppstar?

4c)  Beskriv hvordan kommunikasjonen fungerer iasfaner som dette?

4d)  Beskrive i hvilke grad du fgler at samspill knel kommunikasjon og forholdet

mellom leder og ansatt er med pa & styre konfiid.n

Ledelse
5.1) Beskriv hva du syns er den mest viktige oppgavenm Isdler
5.2) Hvordan bruker du rollen din som leder til & veernatyre konflikt nivaet?
Delspgrsmal:
5a)  Beskriv konfliktstyrings strategier som bliukt i avdelingen

Oppfalgingssparsmal:

Kan du utdype dette ved & beskrive dette i forigjgyper situasjoner (gi eksempler)?
5b)  Mener du det er viktig med sprakkurs tilbudpoaktisering av norsk for &

integrere dine ansatte med flerkulturell bakgruhs fall hvorfor? Har dere

slike tiltak pa denne arbeidsplassen?

Organisasjons kultur

6.1) Beskriv forholdet ditt med dine ansatte?

6.2) Hvordan vil du bygge opp forhold med dine ansatte?

6.3) Beskriv organisasjonskulturen i denne avdelingen?

Delspgrsmal:

6a) Hvordan samkjgrer du de ulike kulturene tibdeatte, slik at de far en felles
arbeidskultur?

6b)  Hvordan motiverer du de ansatte?

6e)  Hva gjer du som leder for a ivareta en bramisgsjonskultur?
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Appendix E

Interview with the employees (Norwegian version)

Sparsmal til ansatte:

Generelle spgrsmal:

1.6) Alder:

1.7) Skjgnn:

1.8) Huvilke stilling har du:

1.9) Hvor lenge har du jobbet i bedriften?
1.10) Hvilket land kommer du fra?

Hovedspgrsmal for intervju

2.1) Beskriv en normal arbeidsdag?

2.2) Hva gjgres for & skape et flerkulturelt arbeidsmilflenne avdelingen?
2.3) Hvordan vil du beskrive arbeidsmiljget i denne dvdgen

mellom ansatte:

mellom deg og de ansatte:

Kommunikasjon:

3.1) Beskriv kommunikasjons bruken i avdelingen?
Delspgrsmal:

3a)  Hvilket sprak bruker du nar du er pa jobb?

Mellom deg og din leder?
Mellom deg og dine kollegaer?

3b)  Hvor ofte har du kontakt med din leder i lopeen dag?
3c)  Beskriv hvordan du kommuniserer med din leder?
3d) Hva er dine forventinger til en leder?

3e) Hvordan motiverer lederen din deg?
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3f) Beskriv maten lederen din kommuniserer med deg

3g) Beskriv hvordan du kommuniserer med dine kaléxg

3h)  Hvordan mener du at du og dine kollegaer ogrie din kan kommunisere annerledes
for at alle skal forsta hverandre bedre?

3i) Hva kan gjares for a forbedre forholdet/samepdu har mellom deg og din leder?

Konflikt:

4.1) Har du opplevd konflikt p& denne avdelingen? Pé&brimate?
4.2) Hvordan oppstar konfliktene som regel?

Delspgrsmal:

4a)  Hvilke strategier har avdelingen for & styrafkkt?

4b)  Hvordan opplever du arbeidsmiljget i avdeliriyen

Mellom ansatte?

Mellom ansatte og leder?

4c)  Hva syns du avdelingen kan gjare for a styrelka i fremtiden?

Organisasjonskultur:

5.1) Beskriv forholdet ditt til din leder?

5.2) Beskriv forholdet ditt til dine kollegaer?

5.3) Beskriv organisasjonskulturen i denne avdelingen?

5.4) P& hvilken mate fgler du at organisasjonskulturemed pa & bidra til & forebygge
konflikt?

Delspgrsmal:

5a) Hva liker du ved a jobbe her?

5b)  Pa hvilke mate tar lederen din hensyn til dekjellige kulturene her pa avdelingen?
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