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 Research gquestion and the domain of study

« OSOCC, culture, diversity, and group faultlines

 Empirical evidence of the utility of the concept of
cross-cultural group faultlines

« Implications for multinational operations and training
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Research guestion
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 Does the group faultline concept provide a viable
vocabulary for assessing, describing and explaining
the impact of cultural and demographic diversity in
multinational command and control teams?

OSOCC

Culture
Diversity

Group faultlines

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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o Culture is studied by many scientific fields.
 We take our inspiration from cross-cultural psychology.

« What s culture?

e Culture is a relatively organized system of shared meanings
(Smith and Bond, 1999, p. 39).

o Culture is passed from one generation to the next, sustained
by social relations within highly specific contexts.

« Our cultural heritage largely defines our values - how we
prefer to lead our lives.

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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 Team diversity typically refers to the degree to which
members of a team have different demographic
attributes:
 gender,
e nationality,
e ethnicity,
e profession,
« educational background
. etc.

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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 The research on diversity in work groups has generated
Inconsistent results.

e Diversity is BENEFICIAL:
[t fosters creativity, affinity, avoids group-think ...

e Diversity is DETRIMENTAL:
e |timpedes communication and commitment, ...

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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e A unifying construct that explains and predicts the
antithetical consequences of demographic diversity
In the workplace.

Lau and Murnighan (1998)
Academy of Management Review, 23 (2), 325-340.

« We have extended its scope to include cross-cultural
sources of diversity.

Lindgren, Smith and Granlund (in review)
Organizational Behavior and Human Decision Processes

© Ida Lindgren, Kip Smith, Rego Granlund 2007



- Py -
"'1;..'{ X J H‘_S :

Group faultlines

Linkopings universitet

 Hypothetical dividing lines that may split a group
INnto subgroups based on several attributes
simultaneously.
* e.g., Gender + Nationality

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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« Faultline ‘strength’ is function of the coherence of
subgroups on either side of the fault.

 Two factors influence subgroup coherence:
 the number of attributes apparent to group members, and
e their alignment into homogeneous subgroups.

* e.g., Profession

(Lau and Murninghan, 1998; 2005)

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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Faultline ‘strength’
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« Faultline ‘strength’ is function of the coherence of
subgroups on either side of the fault.

 Two factors influence subgroup coherence:
 the number of attributes apparent to group members, and
e their alignment into homogeneous subgroups.

* e.g., Profession + Gender

(Lau and Murninghan, 1998; 2005)
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Faultline ‘strength’
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« Faultline ‘strength’ is function of the coherence of
subgroups on either side of the fault.

 Two factors influence subgroup coherence:
 the number of attributes apparent to group members, and
e their alignment into homogeneous subgroups.

 e.g., Profession + Gender + Age

(Lau and Murninghan, 1998; 2005)

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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Weak faultlines

e Faultlines are strongest when several attributes align
and split the team into two clear subgroups.

© lda Lindgren, Kip Smith, Rego Granlund 2007



Strong faultlines *®

Weak faultlines

« Faultlines are strongest when several attributes align
and split the team into two clear subgroups.

« Faultlines are weakest whenthere o ® %
are several alternative alignments @
and multiple subgroups can form.

e Boundary spanning

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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High Low
Conflict Morale,
Performance
Low High
Absent OR Weak Strong
Abundant

Faultline Strength
after Thatcher, Jehn and Zanutto (2003)
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Student Student Student Student No diversit
! Man Man Man Man Y-
Group 20 20 20 20 |
Swede Swede Swede swede | Nofaultine.
Student Student Student Student L di .
Group 2 Man Man Woman Woman | -OW diversity. \9/
2(.) 20 20 2(_) Weak faultlines.
Iranian Swede Swede Iranian
Teacher Teacher Student Student _ _
Man Man Woman Woman Moderate diversity.
Group 3 50 55 20 20 . .- \_Q
Swede Swede lranian Iranian trong fauftiine.
Student Teacher Nurse Fireman Hiah diversit
4 Woman Man Woman Man 9 y. Q/
Group 20 30 65 50 |
Swede Bosnhian Iranian indian | Abundant faultiines.

© Ida Lindgren, Kip Smith, Rego Granlund 2007




Our research builds upon AL

the faultine model

* Previous applications of the faultine model have
looked at (only) demographic characteristics.

e We extend the faultine model to cultural norms for
decision making and to correlations with value types.

« We have identified patterns of cultural similarity and
diversity that have the potential to form faultlines.

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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Empirical evidence for the utility of
the concept of cultural faultlines

How we elicit cultural differences in decision making
using a laboratory simulation of an emergency
management task
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cultural norms for teamwork s

 We used the C3Fire microworld (Granlund, 2002) to
study cultural norms for communication, decision
making, and cooperation.

e A microworld is

« Asmall, tightly constrained system that retains the important
characteristics of the real world system:
Dynamics
Complexities
Interdependencies

« Controllable

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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Participants in a
network-based
setting

t Communication

Fire trucks _“

Scenario Water trucks #jig

design
Fuel trucks &

Vegetation,
buildings, and
the fire
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The Players’ Tasks
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« Manage multiple and  Take actions that implement
potentially conflicting goals the strategy
 Allocate responsibilities « Communicate and
cooperate

« Develop a strategy for
fighting the fire

© lda Lindgren, Kip Smith, Rego Granlund 2007
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g ro u pS Of p artl CI p a.ntS Linkdpings universitet
: : Number of Number of sessions

Nationality Groups _ :

participants for analysis

Protestant

Europeans 4 32 64

(PE)

Muslim

Europeans 3 22 46

(ME)

Hindi Asians

(HA) 4 30 62

Muslim Asians

(MA) 4 30 62

TOTAL 15 114 234

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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Data capture
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Communication (Email)\

Cultural norms for
communication,

« Commands to trucks decision making, and
cooperation.
* Firefighting >
 Truck movement
» Fire suppression We found 30 dimensions
* Clusters of activity of cultural diversity:
Sources of faultlines.

Questionnaire data W,

Lindgren & Smith, 2006; Lindgren, 2007,
Smith, Lindgren and Granlund, 2007

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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ME I\/IA|PE|HA

PE|ME MA HA

PE I\/IE|MA HA
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Goal formation

Value type ranking;
Feedback type

Feedback frequency

Kip Smith, Rego Granlund 2007
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 The Instructions to subjects did not provide any
priorities or specify the goal.

 The teams were given the same set of potentially
conflicting goals:
e Suppress the fire or save the buildings?

« Each team had to define its goal and work together to
reach it.

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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 The teams set three different goals:

« Teams from both Islamic nations (ME and MA) tried to contain
the fire to areas without dwellings or fast-burning trees.

 Every team from the PE nation attacked the fire directly.

e Every team from the HA nation protected the dwellings.

ME MA|PE|HA

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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e There can be distinct cultural differences in the criteria
use to establish a team’s goals.

e Instructors of multinational teams need to stress that
the team must set explicit goals and get everyone on
the team to agree on those goals prior to committing
to a course of action.

ME I\/IA|PE|HA

© Ida Lindgren, Kip Smith, Rego Granlund 2007



of Value Types

Self-
Transcendence

Openness to
Change

Self-
direction

Stimulation

Benevolence

Hedonism
Conformity
Tradition

Conservation

Self-
Enhancement

© Kip Smith & Ida Lindgren, zuuo
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(Schwartz,1992; 1994)
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Values and Value Types

The ten value types Several different values are
Universalism associated with each
Benevolence value type.

Conformity
fradition Self-direction
Security Creativity
Power Qi
_ Curiosity

Achievement

| Freedom
Hedonism .

_ _ Choosing own goals
Stimulation
Independence

Self-direction

(Schwartz,1992; 1994)

© Kip Smith & Ida Lindgren, 2006



Value t

Self-
Transcendence

Openness to
Change

Self-

Enhancement Conservation

HA

Self-
Transcendence

Openness to
Change

Self-

Enhancement Conservation

pe rank

Self-
Transcendence

Openness to
Change

Self-

Enhancement Conservation
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MA

HA

PE‘ME MA

Transcendence

Openness to
Change

Self-

Enhancement Conservation

© lda Lindgren,
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« Members of teams from the two European groups sent
each other feedback much more frequently than did
members of the two groups from Asia.

F(3, 202) = 7.8, p < .00006

+

% Feedback
15% —+

10% +

50 4

0% -

ME HA MA

PE I\/IE‘MA HA
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« Members of Protestant European teams tended to
avoid negative feedback. The other three groups
were comfortable with negative feedback.

F(3,202) = 7.3, p <.00011

% Feedback B % Negative feedback
15% T 1% Positive feedback
F % 1
10% - 85%
5% + 51% o4% 46%
O% -- 1 1 1
ME PE ME HA MA

PE{ME MA HA
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 These national groups exhibited profoundly different
norms for the appropriateness of feedback.

 The danger here is that it would be easy to

contravene another culture’s norms simply by acting
naturally.

PE MEJMA HA PE|ME MA HA

© Ida Lindgren, Kip Smith, Rego Granlund 2007



GS Uy

N I
& “,
Sy
- =
£-1 &
E &
£ S
2 &

¥gs yut™

Linkdpings universitet

Implications for
multinational operations
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Application to training
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e Faultlines provide an intuitively compelling vocabulary
for discussing culturally-driven diversity and conflict.

« Team design prior to a course / training program
e Strong faultline -- training to deal with cultural barriers
 Weak faultlines -- training for tasks, roles, etc.

© Ida Lindgren, Kip Smith, Rego Granlund 2007



Uk,

" |H
o

ot

Team design R

Linkopings universitet

« Knowledge of the dimensions, either demographic or
cultural, along which faultlines might rift could be a
powerful pedagogical tool if used strategically.

e Instructors who know how dimensions of cultural
diversity can align and produce faultlines can apply
this knowledge when assigning personnel to a
multinational team and to its tasks.

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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 When sources of diversity overlap, there are people
who belong to several subgroups.

_ _ o o . Moderate diversity
Freman Fireman | Physician Physician Physician

Man Man Woman Woman | Man Weak faultlines
31 | 53 55 52 50
Swede Swede Swede | Bosnhian Bosnian \9/

* By bridging the faultline, they can promote
communication across subgroups and benefit the
team.

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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Final comment
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 Insummary, we are convinced that the group faultline
concept has the potential to become a influential
pedagogical tool for training multicultural teams.

 The potential of the faultine concept can be realized
by continuing this line of empirical research,

* by interviewing people returning from international C2 training
and operations, and

* by conducting observations of multinational training sessions.

© Ida Lindgren, Kip Smith, Rego Granlund 2007
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