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l ] nderstanding the underlying dimensions of
culture can offer powerful guidance to brand
managers on how to assess the effective-

ness of various elements of their brand image in
different cultures, so that effective elements may
be transferred across different societies with simi-
lar cultures and other elements adapted for becom-
ing effective across different cultures. Such a
framework with which to assess the culture of mar-
kets can help firms gain substantial competitive
advantage over their rivals in a global environment.
The firms can more confidently and comprehen-
sively standardise positive elements of their brand
image and marketing mix execution. At the same
time, they can develop their brand equity by incor-
porating the meanings associated with alternative
cultural conditions.

This article has three objectives: to underscore the
relationship between culture and brand image; to
establish the basis of cross-cultural brand image
effectiveness using the cultural dimensions frame-
work; and to demonstrate how the cultural dimen-

sions framework can help in developing hypotheses
about the further development of brand image
needed for success in specific cultures. Using the
GLOBE framework of cultural dimensions, some
brand image propositions are developed for India.

Culture and Brand Image

Culture has been interpreted in a variety of senses'.
In general, culture may be defined as a way of life,
cultivated beliefs, learned behaviours, shared men-
tal programmes, compelling ideologies, and inter-
related symbols whose meanings provide a set of
orientations for members of a society, and are trans-
mitted by them. Culture comprises of several em-
bedded layers, both spatial (international, national,
and local) as well as temporal (historical, contem-
porary, and futuristic) which filter and cast the
brand image in the minds, hearts, and lives of the
consumers.

Brand image is a vital part of a firm’s marketing
programme. It lies at the foundation of marketing
mix strategies, and supports building of long-term
brand equity?. How the consumers perceive a brand
image is a function of the meaning associated with
the brand and the attitude of the consumers, which
in turn are shaped by the culture of the consumers.

The set of associations related to a brand image
has several layers of abstraction that link the
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product and the consumer’s sense of self. Higher
level brand association, such as the perceived ben-
efits, contains a larger amount of information and
has a more powerful influence on the consumer pur-
chasing behaviour, than associations at the lower
level of abstraction, such as product attributes®.
By uncovering higher level brand associations,
which are more strongly inter-linked with the
consumer’s sense of self, firms may enhance the
impact of product and other marketing mix strate-
gies, and establish a sustainable

competitive advantage. Culture of-

fers a powerful approach for asso- 1he challenge for an

ciating higher-level abstract mean-

differences.

A major concern with cross-cultural research is
generalisability of its meanings beyond the sample.
Modern societies are diverse — India, for instance,
is a nation with multiple regional, age, education,
gender, linguistic and religious groups having their
own cultural practices and values. The challenge
for an international marketer is to uncover some
fundamental and common cultural elements of a so-
cietal culture, which could be used as a basis for
developing higher-level brand im-
age strategies. Using multi-trait
multi-method tests, GLOBE has

ings 108 brand dnfage, $ince @ hak international marketer shown that its measures generalise

an important influence on the atti-
tudes, behaviours, and lifestyle of,
and on the needs satisfied, symbols
associated, experiences derived,
and emotional connections made by
the consumers through the use of
specific brands*.

In order to contrast the receptivity
to different brand meanings across
cultures, an appropriate framework

is to uncover some
fundamental and
common cultural
elements of a societal
culture, which could

beyond middle managers, and re-
flect meanings, processes, and out-
comes that operate truly at a
broader societal level.

In the GLOBE framework, a set of
nine dimensions is used to uncover
fundamental elements of the culture
of each society: Performance Ori-
entation, Assertiveness Orienta-
tion, Future Orientation, Humane

to lagaliy eultizal elemnsts i be USEd as a basis for Orientation, Institutional Collectiy-

needed. A review of classification
frameworks reveals several ap-
proaches®, which however, suffer
from several limitations. In this con-
text, the GLOBE framework holds
the promise of making a substantial
contribution to the area of cross-cultural market-

ing.

GLOBE Cultural Dimensions

In the GLOBE framework, culture represents aggre-
gated scores about the beliefs, behaviours, and
norms of societies ‘as is’ and ‘should be’, obtained
from the middle managers born and living in the
society. GLOBE evaluates practices in terms of ‘as
is’ scores, and values in terms of ‘values’ scores.
The GLOBE data on societal culture were obtained
from the questionnaire surveys administered to
about 8,000 managers in 62 societies. In the scale
development phase, the items in the GLOBE instru-
ments were endorsed across cultures as being mean-
ingful measures of the relevant constructs. In the
scale validation phase, the final GLOBE cultural
scales showed sound statistical psychometric prop-
erties. Each scale was unidimensional, had ad-
equate Cronbach alpha, and could be aggregated
to the society level, and was statistically signifi-
cant within culture agreement and between culture

developing higher-
level brand image
strategies.

ism, In-group Collectivism, Gender
Egalitarianism, Power Distance, and
Uncertainty Avoidance. All these
dimensions are strongly rooted in
prior cross-cultural work, and there-
fore have helped re-examine the as-
sumptions about different societies
that are based on the earlier less rigorous cultural
frameworks.

Specifically, Performance Orientation has allowed
re-examination of McClelland’s need for achieve-
ment construct®; Assertiveness Orientation, the
assumptions about aggressiveness-assertiveness
research paradigm in the cross-cultural communi-
cation literature’; Gender Egalitarianism,
Hofstede’s® Masculinity construct; Future Orien-
tation, the claim that Confucian Dynamism scale is
a measure of Long-term orientation”, and the psy-
chological construct of future orientation'®; and
Humane Orientation has allowed the investigation
of the psychological construct of Humanistic Ori-
entation' ',

Institutional Collectivism and In-group Collectiv-
ism are two different types of collectivism. Institu-
tional Collectivism represents a macro level inte-
gration of the society, and is related with the hori-
zontal concept of collectivism. In-group collectiv-
ism represents a micro level differentiation of the
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society into different

cohesive groups, each
of which is held to-

gether by some kind of

group integration
mechanism or power

base, and so is related | Assertiveness

with the vertical con- In-group Collectivism
cept of collectivism, :

The findings have Humane Orientation

helped extend | Power Distance

Triandis’s work on the Gender Egalitarianism

horizontal and vertical

types of collectiv- |_Future Orientation

ism'?2, Performance Orientation

Finally, Power Dis- | Institutional Collectivism

tance and Uncertainty

GLOBE Societal Culture Scores for India and the World
Societal Culture Practices | Societal Culture Values |

india World India World

Uncertainty Avoidance 4.15 4.16 4.73 4.62
3.73 4.14 4.76 3.82
5.92 4.10 5.32 5.66
4.57 4.09 5.28 5.42
5.47 517 2.64 2.75
2.90 3.37 451 4.51
4.19 3.85 5.60 5.48
4.25 410 | 605 594
4.38 4.25 ' 4.7 4.73

(1 = low; 4=medium; 7 = high)

Avoidance have en-
abled examining the
assumptions deriving from Hofstede'?. Scholars
following Hofstede’s Uncertainty Avoidance, for in-
stance, assume that avoidance of uncertainty is
equivalent to running away from uncertainty, or
paralysis in the face of uncertainty. However, this
is not necessarily true because an important mana-
gerial role is to enhance certainty through commu-
nication and training programmes and technology,
and such a role may be critical in the emerging mar-
kets such as India where availability of risk capital
is quite limited.

Culture Dimensions and Brand Image

Culture works by generating a sequence of para-
conscious vibrations in human life, which reverber-
ate through the mental attitudes, psychological
beliefs, physical behaviours, and social breeding
of individuals in the system. As such, culture in-
fluences the totality of marketing, including aware-
ness, trial, and repeat purchase. It influences the
communication and relationship between the com-
pany and the customers, and also information flow
among the customers. Culture plays a key role in
what and how information is scanned, selected, in-
terpreted, validated, and prioritised by the cus-
tomer'®. An understanding of the cultural dimen-
sions helps pre-validate the effect of planned com-
munication on the customer group, and assess how
much priority the customers in a culture would give
to that communication. Otherwise, the marketer
must wait for the feedback on the effectiveness of
its communication, such as in terms of the extent of
trial and repeat purchase observed in the market-
place. This ‘act, wait and rectify’ model of market-
ing is misplaced; to compete in the fast-paced, high

Exhibit |

| velocity markets, the firms must provide only ‘on
| demand’ and ‘in-demand’ products and services.

| Several models of cross-cultural brand image exist.
Based on Perlmutter’s'® work, in an ethnocentric
model, the firm may try to communicate the brand
image developed in its home country. In a polycen-
tric model, the firm may try to adopt a different brand
| image in each country, seeking to adapt to the local
" culture. In a geocentric model, the firm may obtain
feedback from different nations, and then try to
develop a brand image that would be universally
valued. However, for most effective marketing, it is
important to consider a cultural-centric model.
Once a firm has a framework with which to assess
the culture of a society, it could establish the inter-
relationships of a specific meaning with the dimen-
| sions of culture. Such an approach aids under-
standing of how the meaning would get modified
across different cultures, and offers propositions
‘ for brand image effectiveness in each culture.

GLOBE Framework and Brand Image
Propositions

We can illustrate how the GLOBE cultural frame-
work can help develop actionable propositions on
brand image effectiveness, using the case of India.
Exhibit 1 gives mean scores on the nine societal
culture scales for India and for the 62-society
GLOBE sample.

Compared to the world, Indian society shows mod-
erate to low practices, but stronger values of un-
| certainty avoidance and assertiveness. One way
the Indian consumer meets this unsatisfied need
for uncertainty reduction and assertiveness is by
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using perceptions about the degree of foreignness
of a brand. Batra et al'® show that Indian consum-
ers use a brand’s country of origin as a ‘quality
halo® or summary of product quality, and also for
status enhancing reasons. The brands seen as be-
ing sourced overseas are perceived as endowing
prestige and cosmopolitanism, and as enhancing
the consumer’s social identity. Further, *this local
or nonlocal perception effect is greater when the
consumer felt a greater need to use quality cues
because of lower familiarity with the category’.
Moreover, the association of a higher status mean-
ing with the perceived foreignness of a brand is
stronger for the consumers who

consumer is less likely to relate to these meanings.
Therefore, the foreign brands seeking to connect
to such consumers should underline the capacity
of women to create a balanced work-family life, ina
way that does not undermine the nurturing role of
women.

Proposition 3: The brands perceived to be foreign
are more likely to succeed in India if they support
a balanced work-family life self-concept of women.

Indian society shows a high degree of future and
performance orientation practices and values, as
compared to the rest of the world. As a result, In-

dian consumers may be likely to in-

have a greater admiration for|ndian consumers use terpret brands perceived to be for-

lifestyles in economically developed
nations, and for the product catego-
ries high in social signalling value.
Based on this, we suggest:

Propesition I: The brands per-
ceived to be foreign enjoy a high
class, but a low mass, appeal in In-
dia.

a brand’s country of
origin as a ‘quality
halo’ or summary of
product quality.

eign in terms of more opportunis-
tic and conspicuous consumption
oriented meanings. They may show
more positive attitudes towards
such brands when they have dis-
cretionary income, or when they
obtain bonuses and unexpected in-
comes whose relationship with

Brands seen as be]ng their efforts is perceived to be

Compared to the world, Indian soci-

weak. Conversely, if the product

ety shows very strong in-group col- SOUrced overseas are category is one where the consum-

lectivism and power distance prac-
tices, though its observed values on
these are low. Further, it boasts of
strong practices and values of hu-

perceived as
endowing prestige

ers do not spend discretionary in-
come, such as breakfast cereals,
the brands perceived to be foreign
could have a low likélihood of suc-

mane orientation. Under less con- and cosmopolitanism, cess unless their brand image is

scious, low involvement situations,
the Indian consumer may meet the
need for a greater freedom from in-
group obligations by associating a
bold, adventurous, and indulgent
image with the brands perceived to be foreign.
However, for high involvement products, where the
consumers are quite conscious of their social con-
text and norms, they are likely to favour a brand
image that is family and fun oriented, very lovable,
and that relies on the use of locally popular celebri-
ties in a humane, possibly down to earth milieu.

Proposition 2: The brands perceived to be foreign
enjoy a more positive image among Indian con-
sumers in the low involvement product categories,
as compared to the high involvement product cat-
egories.

Indian society shows a low degree of gender egali-
tarian practices, as compared to the world, though
its values are higher at par with those of the world.
Indian consumers may be likely to associate more
gender empowering meanings with the brands per-
ceived to be foreign; however an average Indian

and as enhancing
social identity. ers.

adapted to the Indian culture and/
or some other kind of relationship
is established with Indian custom-
Further, in times of economic

recession, when the size of discre-
tionary income diminishes, they are likely to show
less positive attitudes towards these brands. Fur-
ther, heavy advertising by the brands perceived to
be foreign may encourage allocation of greater dis-
cretionary income on them during times of boom;
but is likely to evoke a high level of dissatisfaction
when such discretionary income is limited during
recession times.

Proposition 4: The brands perceived to be foreign
are more likely to succeed in India in situations
where the consumers have a high discretionary in-
come.

Finally, in contrast to the world, Indian society
shows stronger practices, but comparable values
of institutional collectivism. An average Indian con-
sumer is likely to perceive the brands with a foreign
image as carrying individualistic connotations. As
in the rest of the world, the Indian customer would
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be more attracted to a brand that explicitly under-
lines the institutional citizenship behaviour, such
as in terms of linking the customer to ecological
sustainability and social responsiveness. In other
words,

Proposition 5: The brands perceived to be foreign
are more likely to succeed in India if they enhance
the customer’s citizenship behaviour.

Conclusions

This article has looked at the relationship between
culture and brand image. Specifically, it was pro-
posed that dimensions of culture can be systemati-
cally used to diagnose and bridge culture gaps that
arise while trying to transfer a standardised global
brand image into other cultures. Using the GLOBE
framework of cultural dimensions, and its findings
on India and the rest of the world, a practical appli-
cation of how to assess brand image effectiveness
in international marketing was provided. Taken to-
gether, the propositions offer directions on how an
international marketer could enhance the brand im-
age effectiveness, and go beyond class appeal in
India and avoid being vulnerable to the variations
in the discretionary income of the consumers.

While GLOBE framework has quite strong theoreti-
cal foundations and empirical validity, the meaning
and implications of its various dimensions have
been studied only to a limited extent.!” Further
research would be needed to investigate if the as-
sumptions based on prior frameworks of cultural
dimensions are supported by the GLOBE programme,
to confirm if the GLOBE framework as validated by
the GLOBE team is indeed robust, and to correct
and modify the current cultural models in the light
of the new findings for more effective and confi-
dent applications in the international marketing
domain.

The author acknowledges the work of 170 investigators
in 62 societies who helped collect GLOBE date on soci-
etal cultures.
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