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A Few implications :
Cultural Dimensions of Societal Competitive Advantage

[ An emerging stream ol rescarch has identified culnwe w bey
Gita Surie*

Vipin Guptat*

® Adelphi University, Mew York-TI8A
=2 Simunong Uollege, Boston,
Massachusetts-USA

key factor in the economic and husingss processes.
Specifically, Frunke, Hofstedz, and Bond (1991 showed a
relationship between two cultural dimensions  [ndividualism and
Conlucian dynamism  as positive mfluencers on economic
growth. More recently, Ashkanasy, Gupta, Mayfield and Trevoar-
Roberts (2004) observed, “Future arientation imvolves taking a
lone-term perspective that includes recogmition othow history and
tradition defime opportunities and capabilities for the tutare, Low
future orientation, on the other hand, induces sovictics to
cinphasize only ontheirimmediste concerns.™

The cultoral atidbutes such as future orientation may have an
important formative  influence on the development and
exploitation of path-dependent, evolutionary, and historically
crafted societal capabilifies. Collectivism which (ucilitates
acyuisition of capabilities may be an Important aspect of socielal
capabilitics, s its performance oricnmtation which drives
expioitation and applivetion of capabilities, Previous rescureh has
under ~emphasized the culwral foundations of sociclal
capabilitics, und its managerial implications. This paper strives to
till this gap.

Relational Capability and Achievement Capability
The socializadon processes that enable members within a

community to form reladonships ure itporant for knowledse to
be iransferred and converted into resowrces, we propose the term
velational copabilin to indicate the ability to bond and identify
with others as members of a group. Relational capability
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encompasses  commitment and  lovally Lo casc
cotmmumicatian, coordination and enhunce trust within
the croupor commumnily.

The knowledee perspecriive has pointed the sipnilicance
ol relativual capabilities in facilitating e discovery,
codification, and transter of Wdissyncratic know=how.
Complez koow-low, acowmalatedaver o period of rime.
lengds 1o reside in routines winch are embedded imou
netaork of relationships. To discover such know -how
requites nlimate relationships with the groups and
commnwnities which holds thutl know-how,  Authentic
codification of sich mformal and embeddad know-how
way mat he feasible unless persomabized relatonstups
are developed with the wlevanl owner  groups.
Similarly, ddivsyneratic commonivy Enow-how may not
he readily trans lorable across relational boundinies.

The social capital perspective, cautions that relational
capabilities alone wre mratficient for sustainuble and
broad-huscd economic development.  Relarional
capabiliies may  gemerale velulional  exclusiviiy
tsolatiog groups wnd menbers that lack  strong
relatiomships. Howeever, when relational capatnlitics are
balanced by achicvement capabilities. the members arc
lilkely to stive for beideing paps within and across
socictics; building such Tridzes contributes to socie-
coonomie develogrment. Wayvs of creating Tnidging
relationships melude wade and other forms of exchange,
which help 1 arbitrage  inta amd  doter-socieral
variations incapabilitics, thos aiding development.

In contrast, achievement copabifities reter specibcalky

to cupabilities reqoired for realiziog desired

petlormance woals. Morcover he development of

achievement capabilities s associaled with
transcending  group  identity and cnbacging  the
bowndanies of fhe group or corumanity, While, the
Former Tefers to relutionship boilding skills and views
the relationship as valuable in ftzell, the Laler vses the

knowledge provided by the celationship as 4 strategic
resoyres in achicving goals at the firm and ul societal
lewvels, Weuse the tern aohicvemen( capelulities which
refer to competenee i cogaging the ecomomic
transactioms. with other conumunitics and sociclies.
Morcover, U denotes competence in wranslonning the
lngrwledze embedded in social necsorks and conerete

rilationships oo rent generating assels orcapital

o stylized facts cmerge frome earlisy research und
empinical siudics. Lhe first, that relationship-bualding
skills are importaut in prometing konowledzs ransfer
Secand. that abiliey Lo use nter-firm, inter-commumnily
networks iy critical in generating new knowledge thar
lorms the basls of forther tansuclious. These mao
stvlized faces bog the question: Why are some firms and
sorte socierfes helter wiie 10 form nebworks, shoaree

krevleedpe, ceed ervgage b transacions than othees?
Research on naional colfure and s dimensions

slggests that cultucal practices undelie cross-nationsl
dilTerences in orgmizationad and societal practices and
hehaviors (House o al 2004 and form the hasis of
capabllities,

Family collestivism concept 15 associated -with the
allribules and behaviors deseribed carlier such as
leealty and obligation b the groug, tust, handing with
promp members, and possibly with the need for
alfilation (MeClelland, 19651 Negadve behaviors
agsociaed with un overemphazis on this dimension
include nepotizim and coctuption. Jams (1982) views on
urouplhink inchide such negative behaviors, Similarky.
performancs erigntation., hased on MeClelland's (1965}
cOnsTAAct ot achicvemend motivarion, 15 assecided with
excellence and emphasizes uchicvemenl bBased on
wmeasnrable standards. Thus, the dimensions of group
collectivism  ard performance  orentution  desenbe
attribules and behaviors associntod witl the tea types
ol competence outlined above and are related to

‘relatiomal cupabilies' and “achievemeant capubilitics.



Propositions

While sociclal performance requires the prosence of
both relational capubilities and  achicventent
capabilitics, these are. in lem. fluenced by and
associated with the culnmal comtexr, The cultyeal
confext serves to intonsify or diovinish relaional
capabitities andd achisvernimt capabilities within
societies. Below, we outling four propositions on the
influence of relevant culiural factors on relational and
achkicvement capabilitics.

Power Distance
The dimension of power distance refers w the deprec

to which therve is an emphasiz on secial demarcation
according 1o a status hierarchy (Hefstede, 19800,
Power, the differential capacity 1o command
TESOUrees, gives rse Lo stactured. albejt A5y IRl
relationz af domination amd subordination ALTHOTHT
socialactors, Thercfore, we propose that:

Proposition 1: The relational capabilitics are stronger
napower distance cuitire,

Lncertainly Avoidance

Practices associaled with the cultural dimension of
uncertaluty svoidance (a rellance on ey and
procedures to ensure clarity}), ure likely (o underlie the
moticalion to seck new knowledge 1w solve the
rrobtlems. When rules and procedures are explicit, as
n low context cultures (Huall, 1976), it is easier (or
members of different eommunities to cngage in
lransactions o1 negeliations suceessfully. Thus,
interactions between groups can be dircet, efficient,
and pragmatic, smphasizing the task at hand rather
than the relalionship. In the absence of a need (o
emphasize the social aspect, relational capabilitics are
less likely 10 be developed, The more gencralized
presence of truse alse indicates adherence to universal
values and organizelional abilivics spanting different
groups. Hence,Fropusition 1fh): The relational
capabilities are weakel n an uncerlamny avolding
cultnre.

tutwre Oricadation
The sew il gt al Tulure orjentation is to prorede an

by o moteeation for nurlering the developiment of
irstitutioms e ke e community or group successtil,

particolarly since levestments o mow npporlunitics

require 4 long lerm commitment.  Moreover, the

Presemee of fulure orientation sugpcsts that
enpanizations are likely to take an options view (Y
investing in opportgnities that may vield henefits in the

long term by leveraging current capahilities aned

suCCEsses. Henge,
Proposition 2{ak The achicverpent vupabilities are
strongerinatuiure ticnted cullure.

{render Lealitarianism
[iterature on developmeant enphasizes the Importance

af wamen's enpowerment and education in ceonomic
development, Gender epaltladanism in education hol
enly ragses the curgent level of buman capilal, but it is
also w eritical element in the intellectual develo prent o
future generations. Tor instance the rapid
industrialization of Korea is attcibuted to invesiments in
sehooliag of both girls and bovs (Nelson, 1993, whils
high droge-out tawes and low levels of schoaling for girly

are observed fnoregions lageing i socioeccononic

development (Woolcock, 2000, Henee, it i proposed
that:

Proposition. 2(by: The achievement capabilitics are
sTronuer ina gender egalitarian cyliure,

Operational Measures

Data spurce - Data for the study were taken from a
large-seule 61 socioly study, as pat of GLOBE (G lobal
Leadership and Cranizaional Behavior Effeclivensss)
Progem, which involves more than |54 mvestigalory
from around the waorld.

Dependent variables - The construel of Relatonal
Capabililics was measured using iters related to the
presence of lamily-oriented pride. trust, smpathy, and
relatiomzhips in & society, Sinee, capabilities are honed
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theouph actual practce: the actual practice of tamily
cotlectivism was vsed Ay u toeasurs, a5 opposed T
preferences aml cxpectations of fumnily  oviented
behaviors. Similatly, the construct of Achievenemn
Capahiffiics was measured wsmg items telited 1o the
presence of performance-related rewards, reeognition,
and motivationin asociety,

Independent variables - We used the GLORE
rrogram’s cubtural measures of Power Distmec,
Uncertainty Avoidange. Fulure Orientition, and
Gender Lgalitarianism.  As above, we relied on
micasLres assessing Lhe practices of cullure, as opposed
1o those asscssing expressed preferences about Lhe
culture since actual practice, cather than Intnlions and
mreferences, influcnees capabilities. While preferences
nuay affect capabilbities in the komp letny, 1o the absence
of longitudinal data to assess such keads and lags, we
decided o rely exclusively on measurcs based on

Pracrice.

Findings

less gendder egalitarian sucicties tend to be associated
with un emphasis on achievement capubiliies. Thus,
we find sapporl lor all our propesitions. sxecpt The
gender cgulitaian propesition.

Discussion: Gender Egalitarianism  and
Low Achievement?

When geader eguliimanisim is high, disceioination
based on gender 1: minimized, ullowing both men ard
women to participate in the labor force and contnbuts
to [armilies on an cqual basis, Tn sociches, with bow
soender ggalitariatisty, econumic development
inereases relumns to both men and wamen only within
their lraditional pender domains; the roles of men and
women do nol overlap. In contrast, pender
goalitarianism copootes a 'gendered' social
Gender

cgrahtarian sociclivs notanly wlerale diversiy, it ulso

construction of Doth men and  women.

emphasize fostering  understunding,  respect,  and

The comelation of the dependent and the independent variables s given in Tuble L

Table 1: Correlation tor Cultaral Dimensions and Socictal Capabilities

Eelational Achievement Power Uncertainty Tumre

_ Capability Capralpility | Pistunce avpidanue | Orienuation
Relational 1.60

| Capability -
Achievement 0.1 100

| Capability )
Power Distunwe | 1,55% 364 REE

Uncertalory it (pSgH* -0, 50k 108

Avoidancy )

Future - UaGr AT -fer* 1.00

Origntation _ _ _

€iender 320 SR 0.0 0,06 -0
Fpalitarignism

Moete: o 61; %% p=01; *: pef 05

As s cvident. high power distance ;and lew uncerainty
avodding sociclics ate associated with an smphasis on

eedarinnak capabilitivs, In contmast, fiture oricnted and

Jiversity in Lheir communitics, through sustained and
commited afforts (Maran, 1993) An implication is
that as pender cpuiitarianism ses, the focus of socictul



capabilitios moy shift from mercly  cmplasicdng
aclievement W allaining o broagder set ol soals, T his
ey be pdeeoced e the shill o aepicalions Lo
wealth o modem.  industrial socictics too hos
emphusiing cmoliondl well-being, self-exprossion,
and spieitzal Dulfillnew §loglabart, 1997 b post-
industrial socisties.

Conclusions
Tn this paper. we highlipht the need for a deeper

understun ding of differences in nations] peddonmanee:
aeul societal capabilittes, and examining the culloral
atrributes underlving thess capabilities,
Understanding how cullare imfluences capabilitios,
would lead 1o viewing cullural praclicos as spmals
about whare search may be conductad, and exrend owr
Erowledie of the capubilite huilding provess.
The study carties impornt maoagerial implicaticns,
prlicularly for firms 0 cmengng ceonomics ke
India, Firms need both relational and achievement
capabilicigs for competitive advantags, Societies may
vury in these capabilitics depending on variations in
thair coltural atinbutes. folense competitiveness s ol
leads to sub
the

competiivencss ol Chinese finms rosubls inou e

necessarily  desirable since It

slandurdization. For gxample, intense
throat environment and uniation rather than fosrering
lewdership through  ereativity, differentiation, and
mnovation. Too mamiaim crealivity in the face of
competinion. il may be necessary 1o make wender
caalitarianizm salient, since it encourages diversity
which onhanees the potentin]l for creativity  amd
innereanion. By fostenng the adoplion of approprisle
celdtiral practices within organizatioeg, managers can
mainain an appropnae balanee belween relational
and achievement capabihities. Managers can also
creite wlands of relevant cultpal atttibutes and make
thase sulient w facilitate their brosder sccoplanes,

Tresirable teatures of colture may also be fostered
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thremede ablimeees with relevad arpanesagions or by
weeshing, 1 svcielics wilh appropriate values,

Fehivives, amd practices,  Finally, managers can

creonrige innevalion amd lomg tenm competilive
acbwinlinpee by buluncing relanonal and achievemeant
capabilidies throuph enhanced commmaication and
courtlination  aceoss difforent  intra-organizational

anits, and o=l alhances.
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