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Abstract 

We provide a framework for understanding managerial implications of multinational teams. 

In addition to context, four major categories of variables have a determining influence on 

multinational team performance: universal values, norms of behavior, perceptions of others 

and self, and personality traits. Size of teams, kind of task, learning opportunities, power and 

interests change the effects of these variables. Of particular importance is the team 

implementation process, which can neutralize adverse effects of wrong perceptions, helps to 

establish team norms and, thus, contributes to success of multinational teams.  
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1. Introduction 

In this paper we shall focus on multinational teams, i.e. teams consisting of people from 

different nationalities in internationally operating organizations. Multinational teams are 

implemented to constitute to the performance of an organization if the organization with its 

complex and sometimes rigid structure is not able to achieve this task. In multinational teams 

the following variables explain the multinational influences that are mostly important in 

managing these teams as they have a strong impact on the behavior of each team member and 

performance. Most of the variables that are employed in multinational team research and 

relate to multinationality can be grouped into categories that are major research fields by 

themselves: universal values; culture standards: norms of behavior; perceptions of others and 

self: stereotypes and identities; and personality traits. Indeed, these sets of variables can be 

found in the literature on multinational and/or multicultural work teams. However, mostly 

only a limited number of variables is applied together and several times when subsets of these 

variables were jointly used there emerged disturbing cross effects as estimated parameters 

changed signs. 

Thus, while we note substantial achievements in the literature there is room for going beyond 

its present limitations by using broader and more recent/advanced sets of variables and by 

investigating into the relations among different sets of variables. An increased awareness of 

the complex relations between these categories is needed. 

As ‘extant literature’ we studied the literature reviews by Cohen & Bailey (1997), Garcia-

Prieto, Bellard & Schneider, (2003); Milliken, & Martins (1996), and Jackson, Joshi & 

Erhardt (2003) which cover the period 1989-2002. These literature reviews are dealing with 

the roles of ‘diversity’ and ‘context’ in a (multi-cultural) team setting. We complemented 

their findings with a more recent literature screen of 18 leading journals (1996-2004).  
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We structure our paper along these lines: Next we give an overview about those groups of 

variables, which we identified in our literature review: in addition to ‘context’, we identified 

four categories of variables, which explain multinational team performance (universal values; 

cultural standards: norms of behavior; perceptions of others and self: stereotypes and 

identities; personality traits), and three control variables: team size and task have an influence 

on the strength of the effect of certain variables and learning processes, which are influenced 

by power and interests. We develop a multi-dimensional approach to discuss managerial 

implications how to benefit from multinational teams in a business context and as a research 

concept for studying team interactions in a multinational setting.  A discussion and a summary 

conclude the paper. 

 

 
2. Divergent variables to model multinational team performance 

Although there is a substantial body of literature addressing selected issues of multinational 

teams extant research reports divergent results on the effects of cultural diversity on team 

outputs. While some researchers found positive effects of diversity and, therefore, dwell on 

the ‘value through diversity’ hypothesis others mainly found negative effects. The area of 

research on diversity and multinational teams lacks an intellectual core. Researchers from 

numerous disciplines, most importantly psychologists, culture specialists and management 

scholars pull in several directions from job satisfaction to communication behavior and to top 

management behavior. Across the field a broad range of variables was identified, which have 

an influence on specific aspects of team performance. However, in single articles only a very 

few variables are in use. Results differ widely depending on the selection of those explanatory 

variables and on the perception of ‘team performance’ or ‘team output’. Diversity across 

nations can be attributed to differences in national identities of people engaged in 
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multinational teams. Jimenez et al. (2004) identified three lines of thought that explain 

national identities: a cultural theory, an instrumental theory, and a civic theory. 

Smith (1992, 1995, 1999) and Østerud (1999) found that cultural heritage, language, myths, 

symbols, and emotional bonds form the foundations of national identities, and that cultural 

diversity and structural differences are deeply rooted in European Cultures. 

With their instrumental theory Brass (1979) and Cinnirella (1997) argue that “the perception 

of the potential gains or losses that might result from membership of a given social group may 

influence people’s identification with it” (Jimenez et al. 2004: 3).  

Finally, the civic theory “stresses the development of identities around agreement over rules 

… shared cultural norms and common beliefs” (Mancini 1998: 8, Weiler 1999: 346, 

Kersbergen 1997, as quoted by Jimenez et al. 2004: 4). 

From these theories follows that a specific set of variables can largely embrace diversity that 

emerges out of national difference: Cultural values; cultural standards (rules and norms); 

perceptions and beliefs, interests (task), and personality traits. In reference to the cultural, 

civic and instrumental theory we screened 18 leading academic journals during 1996-2004 

and identified 51 articles with the keywords (multi-cultural) team performance, cultural 

diversity, values, personality traits, and contextual factors (Table 1). Based on this literature 

screen we intend to offer a comprehensive concept that can serve as a frame of reference for 

further research.  
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Table 1: Research on team and organizational diversity in top academic journals  

1996-2004, 18 journals 
SELECTED JOURNALS 

 
NUMBER OF 
RELEVANT 

STUDIES 1996-
2004 a 

Academy of Management Executive 1 
Academy of Management Journal 8 
Academy of Management Review 4 
Administrative Science Quarterly 6 
Applied Psychology (1998-2003) 2 
Group and Organization Management 7 
Human Relations 2 
International Journal of Cross Cultural 
Management (1998-2003)  

2 

International Journal of Intercultural 
Relations  

2 

International Journal of Human 
Resource Management  

3 

Journal of Cross Cultural Psychology 
(1998-2003)  

2 

Journal of Organizational Behaviour  4 
Journal of World Business (1997-2003 
online)  

1 

Leadership Quarterly 2 
Management International Review 0 
Organization Science  1 
Organizational Behavior and Human 
Decision Process  

2 

Organizational Dynamics  2 

Total sum 
51 

a The literature screen was undertaken by Anne-Katrin Neyer and is part of her doctoral dissertation. 
 

 

When trying to make sense of the divergent variables used in these 51 articles we could group 

variables into organizational context, four  categories of explanatory variables, and three sets 

of control variables, which together explain team performance: 

Team Performance = ƒ [organizational context] + [universal values + norms of behavior + 

perception of others and self + personality traits] + [task + team size + learning process 

(influenced by power/interest)] (Figure 1). 
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Figure 1: Variables in use to study multinational team performance 

 

 
 

Next we selected those 25 articles with significant empirical content and did not further deal 

with more theoretical papers. 15 of these 25 papers were also identified by Jackson et al. 

(2003). These papers illustrate the sparse and selective use of variables in extant literature. In 

three papers only a maximum of 3 predictors is used while the whole body of 25 articles 

embraces a broad range of variables (Table 2). In the following we describe in more detail the 

different sets of variables we identified.  

 

 

 

 

 

 

Team Size 
  Learning Process 
Power and Interests  Task 

Organizational Context  

Stereotypes:  
Perception of others and self 

Universal values 

Norms of behavior 

Personality traits 

 

TEAM PERFORMANCE 
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Table 2: Frequencies of predictors of team performance in published articles in 

(multinational) team research  

 
Study Universal 

Values 
Norms of 
behavior 

Stereotypes: 
Perception 
of others 
and self 

Personality 
Trai ts 

Power 
and 

Interest 

Categories 

Neumann et al. 
(1999) 

   X  1 

Ely & Thomas 
(2001) 

  X   1 

Jehn et al. (1999)   X  X 2 
Watson et al. 
(1998) 

  X X  2 

Elron (1997) X  X  X 3 
Joshi et al. (2002)   X  X 2 
Hofner Saphiere 
(1996) 

 X    1 

Randel (2003)   X   1 
Flynn et al. 
(2001) 

  X X  2 

Kirkman et al. 
(2001) 

X     1 

Salk & Brannen 
(2000) 

 X X  X 3 

Watson et al. 
(1998a) 

  X X  2 

Earley & 
Mosakowski 
(2000) 

 X X   2 

Probst et al. 
(1999) 

X     1 

Thomas, D. 
(1999) 

X  X   2 

Kirkman & 
Shapiro (2001) 

X    X 2 

Kirkman & 
Shapiro (2001a) 

X    X 2 

Barsade et al. 
(2000) 

  X X X 3 

Beersma et al. 
(2003) 

   X  1 

Chattopadhyay 
(1999) 

  X   1 

Gomèz et al. 
(2000) 

X  X   2 

Baugh & Graen 
(1997) 

  X   1 

Richard et al. 
(2003) 

  X   1 

Kiffin-Petersen & 
Cordery (2003) 

X   X  2 

Tjosvold et al. 
(2003) 

 X  X  2 

Sum 8 4 16 8 7  
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Context  

By ‘organizational context’, we understand the framework within which teams are established 

and act (organizational culture, strategic context, temporal context).  

‘Team context’ gives the framework within which team members act and interact. Binding 

(obligatory) norms of the embedding organization have a strong impact on team norms, while 

other team norms can deviate from less binding norms of the organization if at the level of the 

organization some norms are considered as a rule that ‘should’ or ‘could’ be met.  

One of the major limitations in extant research of ‘cultural diversity’ and its impact on team 

performance is the neglect of ‘context’. “For work teams, departments and even whole 

organizations, context provides the purpose, resources, social cues, norms and meanings that 

shape behavior” (Jackson et al. 2003: 813). Earley & Gibson (2002) underline the importance 

of context-dependent information about the research focus (team, organizational, or societal 

context) and offer a series of qualitative descriptions (see also Earley & Erez, 1997). 

Additionally, Gibson, Zellmer-Bruhn & Schwab (2003) evaluated team effectiveness in 

multinational organizations across contexts.  

The context may have an effect on whether differences are noticed and how single team 

members react (Milliken & Martins 1996: 420). This conclusion is consistent with our 

findings in a bi- and tricultural context. Austrian students or Austrian managers perceive 

‘diversity” in a different context (studying abroad versus doing international business) and 

consequently their reactions, perceptions, and adjustments are different (Fink & Meierewert 

2001). Therefore, in research of multinational team performance we have to consider the 

institutional context, i.e. the kind of organization and the given contextual factors within the 

particular organization. However, in literature research on teams in multinational companies 

is predominant and only a few researchers are already analyzing teams in international 

organizations (e.g. Elron et al. 2003) and non-profit organizations.   
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Jackson et al. (2003: 814) found that organizational culture, strategic context, and temporal 

context (but also task characteristics) are those contextual influences, which received some 

attention. Garcia-Prieto et al. (2003: 431) argue that understanding the inconsistency of the 

effects of diversity on team performance might be easier if team members are seen as 

individuals with multiple social ident ities which are a) subjective, dynamic and context 

dependent and b) influencing the assessment of issues and events. They emphasize the 

importance to study more methodically how contextual and situational factors in work teams 

influence team members’ identity salience (Garcia-Prieto et al. 2003: 432). Jackson et al. 

(2003: 818) recommend that future research should pay more attention to the development of 

a theoretical concept explaining the influence of moderators on the effects of diversity and 

suggest the following contextual factors, which might influence the results of any particular 

study:  

§ Specific histories of organizations and societies as factors that form the relations 

between individuals in today’s organizations. 

§ Human resource practices, including socialization practice, support for network 

groups, affirmative action programs, and diversity training programs. 

§ Events in the larger society. 

§ Predominant national values and norms.  

We may add other important context variables: 

§ Differences between profit and non-profit, private and public, national, international, 

and multinational firms and organizations; between business, management, leisure, 

education (school and university) and training (in corporations), and the contexts of 

sojourners and migrants.  
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Universal values 

Universal values are the characteristics of national cultures, which are most widely used in 

international management research when cultural differences matter. The study of universal 

values has a long tradition and is a research fie ld by itself. It delivers important inputs to the 

study of international management and related fields. Notably in multinational team research 

universal values are also considered as important.  

Clyde Kluckhohn (1951) assumed that there are universal aspects that all societies have to 

address. Values give guidance to individuals or groups within a society how to solve 

problems. He defined values as: “A conception, explicit or implicit, distinctive of an 

individual or characteristic of a group, of the desirable which influences the selection from 

available modes, means and ends of action” (Kluckhohn 1951: 395). 

Schwartz and Bilsky (1987, 1990) generated a conceptual definition of values that 

incorporates five formal features of the values recurrently mentioned in the literature: “Values 

(1) are concepts or beliefs, (2) pertain to desirable end states or behaviors, (3) transcend 

specific situations, (4) guide selection or evaluation of behavior and events, and (5) are 

ordered by relative importance” (Schwartz 1992: 3-4).  

It is important to note that values do not determine, but influence the selection from 

available modes, means and ends of action, i.e. the general norms that prevail in a given 

society or specific norms that prevail in a given organization (Popitz 1980). Thus, norms of 

behavior are distinct of values! 

Value orientations are complex, but patterned (rank ordered) principles, resulting from the 

transactional interplay of three analytically distinguishable elements of the evaluative process 

- the cognitive, the affective and the directive elements. These principles are variable from 

culture to culture, but only in the ranking patterns of culture elements, which are cultural 

universals by themselves. Variation of another kind is variation in degrees of conscious 
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awareness individuals have of the value orientations, what influences their behavior 

(Kluckhohn & Strodtbeck 1961: 4). 

Most studies refer to Hofstede’s four dimensions  (individualism/collectivism, 

masculinity/feminity, power distance, uncertainty avoidance) or Kluckhohn’s dimensions  

(doing orientation, determinism). Probst et al. (1999) make use of the earlier research by 

Triandis (1995) and refer to horizontal collectivism (the self-concept is seen as closely tied to 

and interdependent with others of the in-group, who are seen as similar to the self), horizontal 

individualism (is a cultural pattern characterized by a self-concept that is autonomous, yet the 

individual is seen as equal in status to others), vertical collectivism (the self-concept is closely 

tied to and interdependent with others of the in-group, but the members of the in-group differ 

from one another, in particular with regard to social status), and vertical individualism (is a 

cultural pattern in which the individual views the self as autonomous and expects inequality. 

Doing well in competition is an important aspect of this pattern). 

The influence of these value measures on different dependent variables was analyzed: team 

performance (Kirkman & Shapiro 2001; Probst et al. 1999), process outcomes (Thomas, 

1999), issue based conflict and social cohesion (Elron 1997), work attitudes, i.e. job 

satisfaction and organizational commitment (Kirkman & Shapiro 2001a), evaluation 

generosity, i.e. the generosity of positive team performance evaluations (Gomèz et al. 2000), 

and trust (Kiffin-Peterson & Cordery 2003).  

Probst et al. (1999), Kirkman & Shapiro (2001) and Thomas (1999) found a positive 

correlation between collectivism and team performance. When additional independent 

variables were used, e.g. ‘resistance to teams’ then the originally assumed positive influence 

of collectivism on different dependent variables became negative or insignificant (Probst et al.  

1999; Kirkman & Shapiro 2001; Kirkman & Shapiro 2001a). It can be assumed that the 

variables ‘resistance to teams’ and ‘collectivism’ are inversely related and were measured in a 
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similar (inverse) way. Resistance to teams explains most of the variance that could be also 

explained by collectivism, but with a negative sign (Kirkman & Shapiro 2001). 

Another important feature in extant research is that in many studies norms of behavior are 

used to illustrate differences in observed or perceived behavior of people from other nations. 

Nevertheless, in the technical analyses only selected universal values are used as independent 

variables. While this sometimes works, it may not necessarily be a valid method. We can 

illustrate this with a non-business example: In all societies there is a general value that guides 

us not to kill other people. To prevent people from being killed certain rules (norms of 

behavior) are set up how to drive. In many countries the norm is to drive on the right hand 

side of the road, but in numerous others to drive on the left hand side. Thus, the value is the 

same, norms are different! 

All researchers on cultural value dimensions maintain that their system of value dimensions is 

explaining a large part of the observable variances across cultures (Hall and Hall 1990, 2000; 

Hofstede 1980, 1993, 2001; House et al. 2001; House et al. 2002; Kluckhohn & Strodtbeck 

1961; Rokeach 1973; Schwartz 1992; Trompenaars & Hampden-Turner 1997).  

In studies of multicultural teams we have hardly ever seen a discussion whether it is 

appropriate to combine value dimensions from different concepts. 

There is a broad range of studies on universal values available (Table 3), but in multicultural 

team studies most authors who use value dimensions as independent variables rely on only a 

few and sometimes arbitrarily selected dimensions from the studies of Hofstede, Kluckhohn 

and Triandis. There is no deeper reflection whether the context in which these dimensions 

were measured is adequate for the given team research context. So far, no one considered that 

Schwartz’s dimensions could be more adequate for a school and university context, as the 

sample consists of teachers and students, and the GLOBE dimensions for a management 

context, as the sample consists of middle managers. No one devoted thought to the usefulness 

of the distinction between ‘as is’ and ‘should be’ dimensions of the GLOBE project, as it 
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cannot be excluded that middle managers who work in a certain ‘as is’ organizational context 

would like to have more of ‘should be’ in a team context. Unfortunately, there are no studies 

available on universal values of staff in international organizations or among people that have 

long experience in working in different cultures as e.g. experienced expatriates, ambassadors, 

long standing delegates to the European Parliament or staff of the European Commission. 

 

Table 3: Cultural dimensions in mainstream literature  
 

GLOBE (2002) Hofstede (2001) Hall/Hall (2000) Trompenaars (1993) Schwartz (1992) Kluckhohn/ 
Strodtbeck (1961) 

Performance 
Orientation 

Long and Short Term 
Orientation 

 
 

 Activity 
Orientation 

Future Orientation  Time Time Tradition Time Orientation 
Assertiveness Masculinity/ 

Femininity  
 

  

Humane Orientation  
 

 
Benevolence Human Nature 

Gender 
Egalitarianism 

 
 

 
  

Power Distance Power Distance  Status Achievement/ 
Status Ascription 

Power 
Achievement 

 

Institutional 
Collectivism 

Individualism/  
Collectivism 

 Individualism/  
Collectivism 

Self-Direction Relational 
Orientation 

In-Group 
Collectivism 

  Universalism/  
Particularism 

Conformity 
Universalism 

 

Uncertainty 
Avoidance 

Uncertainty 
Avoidance 

  Security  

  Information Flow    
  Low/ High Context     
  Space    
   Emotional/ 

Neutral 
  

   Specific/Diffuse   
   Man Nature 

Relationship 
 Man Nature 

Orientation 
    Stimulation  
    Hedonism  
    Spirituality  

 
 

Cultural standards and norms of behavior 

It is apparently difficult to emphasize the importance of universal values without referring to 

norms of behavior in specific national cultures. Since the notion ‘norm of behavior’ is too 

narrow to characterize the available repertoire of modes of behavior (see the definitions by 
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Kluckhohn 1951 and Schwartz 1992) we introduce the term ‘cultural standards’ as it is widely 

used in the German and Austrian literature (Thomas 1999, 2003, 2003a; Fink & Meierewert 

2001). 

"As cultural standards we understand all kinds of perceiving, thinking, judging, and acting 

that in a given culture by the vast majority of individuals are considered for themselves and 

others as normal, self-evident, typical and obligatory. Cultural standards regulate behavior 

and guide individuals to assess observed behavior" (Thomas 1993: 381, translation by the 

authors). Cultural standards, in turn, are based on the values in a given culture, but also on 

traditional modes and rules of behavior that comply with these values. 

While values influence creation and use of cultural standards, the latter influence the way how 

people act, react and interact. Thus, in many instances it is the unexpected encounter with 

different modes of behavior, which is difficult to interpret, that could cause irritation or even 

conflict, because of misinterpretation, and could have a negative effect on multinational team 

performance. 

Knowledge about different cultural standards as they prevail in different cultures is greatly 

enhancing the available repertoires of modes of behavior from which individuals or teams 

may chose. In that sense awareness of different cultural standards and related modes of 

behavior may greatly enhance team effectiveness, as it also offers more problem solutions. 

There is, however, a technical problem how to apply that knowledge in rigorous research. 

Most value dimensions are more or less well measured constructs along quantitative scales 

and easily serve as quantitative independent variables in follow up research. It is not so easy 

to measure cultural standards with quantitative scales.  

In articles identified in our review the construc ts ‘use of local norms’ and ‘norms of (intra) 

team communication’ were used among other independent variables. Hofner Saphiere (1996: 

227-259) studied 56 business people from 12 global business teams (9 nationalities: Canada, 

Chinese, Czech, English, French, Indian, Japan, Nicaragua, U.S., who resided in 7 countries 
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and worked for 11 companies within 3 U.S.-based corporations) to identify patterns of 

behavior which correlate with team productivity. Highly productive teams were strongly task 

oriented and showed a high degree of process awareness, suggesting that they were better at 

both task and affect. Many of the highly productive teams had developed an informal format 

for written correspondence within the team, opening and closing with a personal or relational 

message and dealing with the task issue in the ‘meat’ of the correspondence. This seems to 

indicate awareness of the importance of interpersonal trust and rapport to effective business 

functioning, and conscious attention to communication behavior.  

Tjosvold et al. (2003) found that interdependence of individual team members has a 

significant positive, and competitive interaction has a significant negative impact on team 

effectiveness. Salk & Brannen (2000) found that reference to local norms of consensus and 

decision making had a positive effect on the influence of individual team members on team 

work.  

Many other cultural standards that could have an influence on team performance as e.g. 

punctuality, meeting deadlines, negotiation styles, etc. were not considered in extant 

literature.  

As an illustration we take two examples of conflicting norms of behavior in the European 

context (Table 4): 

a) Being unaware of different norms of address may lead to emotional conflict. In a work 

team Hungarian women might feel rejected if Austrian women would not embrace and kiss 

them at welcome and good bye. This in turn may lead to substantially reduced cooperation by 

Hungarian women. 

b) In Germany principles of management by objectives are widely used. Since superior and 

subordinate agree on objectives, open and direct critique is the norm when objectives are not 

reached. With open and direct critique a Spanish manager would destroy the loyalty of his 

subordinates and not achieve anything.  
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In a multinational team consisting of Austrian, German, Hungarian and Spanish team 

members, male and female, these differences in norms of behavior may cause specific 

problems for effective cooperation. Unless such issues of communication are addressed with 

team implementation it may take a while until a newly formed team finds out the differences 

and establishes its team norms of management and communication, which finally should have 

a positive influence on team performance. 

 
Table 4: Illustrations of norms in an European context 
Norms Description Values Literature  
Austria:  
Respecting 
achieved 
positions 
 

Formal address (“Sie”) and using the 
title when people meet the first time. 
Informal “du” can be used when people 
with same status interact. Shaking 
hands with both male and female 
partners. 
 
 
 
 
 
 
German “Sie”: to address each other 
with last name. 
German “du”, to be on first name basis. 

Large interpersonal distance, 
conflict avoidance, formal 
communication style: Different 
hierarchies demonstrate power and 
influence through the use of 
academic titles. Consequently one 
knows more about the person 
involved, about her or his role and 
status in society. These title-rules are 
intended to prevent conflicts and 
also to stabilize and confirm existing 
positions. When titles are not used, 
as is the case in team work, 
emotional distance consequently is 
reduced. 

Meierewert/ 
Dunkel 2004 

Hungary:  
When using 
“Te”, the 
value of 
equality is 
underpinned 
and it also 
signalizes 
appreciation 
of the other 
partner 

Informal address (te) when women 
meet the first time. Change from 
“maga” towards “te” when men work 
together, even from different 
hierarchical levels. Embrace among 
female and shaking hands among male 
partners. 
 
 
 
Hungarian “maga”: to address each 
other with last name. 
Hungarian “te”: to be on first name 
basis. 

Small interpersonal distance, 
equality, informal communication 
style: Emotional distance is 
indicated by the use of “maga”. 
Direct address with “maga” and the 
use of academic titles are seen as an 
important signal of emotional 
distance. It is also interpreted that 
German and Austrian managers try 
to dominate and patronize their 
Hungarian partners. Women might 
interpret shaking hands amo ng 
women as formal distance or even a 
rejection. 

Meierewert/ 
Dunkel 2004; 
Meierewert/ 
Topcu 2000 

Germany: 
MbO 
Leadership 
Style  
 
 

The German team leader applies 
management by objectives. Usually 
goals are determined together by 
superior and subordinate. The superior 
expects from subordinates  autonomous 
action and readiness to take 
responsibility. Open discussion and 
critique of the subordinates are used to 
exchange information. This is seen as 
fact oriented.  
 

Fact Orientation: In business 
cooperation the “common goal” is 
considered by Germans as the 
unifying element. Roles must be 
evident and skills of the people 
involved are highly appreciated. It is 
expected that tasks will be done 
autonomously and responsibility is 
assumed. Decisions are made on a 
democratic basis. 

Meierewert/ 
Dunkel 2004 

Spain:  
Person-
oriented 

When the boss would integrate his 
subordinates into the decision-making-
process, this could potentially be seen 

Importance of Hierarchy and 
Authority: Hierarchical structures 
and positions have to be respected 

Meierewert/ 
Dunkel 2004; 
Dunkel 2001 
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leadership-
style 
 

as a weakness. The role of the superior 
is described as “ the boss is always right 
and therefore he has to know everything 
and also to check it” (Dunkel 2001). 
Delegating decisions is neither desired 
nor executed. Decisions are not made 
collectively, but by a person with 
authority. 

when communicating. They are 
sometimes even more important than 
competencies and capabilities of an 
employee. Referring to the scheme 
developed by Fiedler (1971) the 
Spanish leadership style is more 
person-oriented while the German 
leadership style is more task-
oriented. In Spain executives very 
often do not achieve the desired 
results with tools of management by 
objectives. 

 
 

In general, outside Germany and Austria cultural standards are an understudied field. Since 

the differences in values are not decisive  per se, but rather the experienced and perceived 

differences in behavior, more intensive exploration in cultural standards would be 

worthwhile. In addition, since variations in cultural standards and norms of behavior need not 

necessarily to be in conflict with underlying values, the procedures how to establish norms of 

behavior for work teams or to adapt existing norms of behavior to new needs in multinational 

work teams would deserve more thorough analysis. If together with the implementation of 

work teams appropriate norms of work team behavior would be established or if teams would 

apply norms that proved successful in previous experiences, team effectiveness could be 

better secured. 

 

Perceptions of others and self: Stereotypes and identities  

Social processes as team work and their outcomes are strongly influenced by the way of how 

individual team members a) define him-/herself in different situations and b) identify the 

situation (Garcia-Prieto et al. 2003: 417). This in turn depends on the identities (diversity 

categories) that team members hold. 

Perceptions of others usually are strongly influenced by stereotypes and own experience. In 

that sense ‘nationality is not completely deterministic’, since several factors might determine 

whether an individual is close to or far away from national tendencies: the international 
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experience of the individual, the personal experiences, which may be dissimilar to those of 

others within the same nationality, or if the individual has been socialized by an 

organization’s culture in ways that are different or similar to the individual’s national culture 

(Hambrick et al. 1998: 183-184). 

A stereotype is “a simplified and standardized conception or image invested with special 

meaning and held in common by members of a group” (Flexner & Hauk 1987: 1867). 

It is important to note that people coming from different social groups may carry different 

stereotypes of the ir own group and of the same groups of others. Since the perceptions of self 

and others influence attitudes and behavior in communication and collaboration with the 

others it is important to regulate these perceptions (stereotypes) with implementation of 

multinational work teams. 

Stereotyping is a constitutional element of human culture. The desire and need of human 

beings to understand the world can be considered to be a major reason why human beings 

create culture. Culture serves to make knowledge explicit as it helps to structure thought. By 

manipulation and reduction of complexity knowledge becomes more consistent, less variable 

and better distinguishable, what helps to combine new knowledge with previous experience 

and known structures of thought. Thus, human beings are strongly motivated to manipulate 

their knowledge, what helps them widening applicable experience and to enhance the 

importance of that knowledge for themselves as individuals. Human beings react positively 

when they can widen their knowledge and feel unpleasantly surprised when they receive 

contradicting or conflicting information what may force them to reduce their available stock 

of knowledge (Dermath 1993: 136, 2002: 208). Stereotyping is a means to manipulate 

knowledge and to reduce complexity.  

In addition to many other important factors (Holden 2002) actionable knowledge of human 

beings is also dependent on capabilities of human beings to stereotype, i.e. to reduce 

complexity and to react quickly when required. Problems arise when stereotypes that guide 
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actions are wrong and therefore misleading in a new situation. If stereotypes are right then 

human beings can react faster in a given situation (Adler 1993: 75-76). 

Complexity of knowledge can be further reduced when human beings interact only with 

similar people. Consequently human beings have a certain preference for interacting with 

people who have similar socio-demographic characteristics, behavior and personality 

(McPherson et al.  2001: 415). Exchange of new and strange knowledge is constrained by that 

behavior. Therefore, organizations and individuals often pre-select human beings with whom 

they want to interact and with whom not. Elron (1997) and Hofner Saphiere (1996) found a 

positive relation between team performance and social cohesion, i.e. the degree to which the 

members of a group are attracted to each other (Shaw 1981: 213). 

Ely & Thomas (2001) and Richard et al. (2003) illustrate the importance of perceptions: If 

racial diversity is perceived as a valuable resource and the organization uses this resource as a 

core then there is a significant positive relationship with group work and group process (Ely 

& Thomas 2001). If racial diversity is interacting with an innovative strategy then there is a 

positive correlation with firm performance (Richard et al. 2003).  

In their simulation study with 392 female and 282 male white undergraduate students Bakir et 

al. (2004) found a strong influence of perception of others and self on team performance.  

In their experiment face to face meetings with the others were not possible. Each individual 

acted under the impression of a fictive identity of other team members provided on the PC 

screen. While the team composition remained unchanged team performance varied under the 

influence of the fictive identities of other team members. Purely virtual groups with no 

simulated perception of the other team members performed worse. Having no perception of 

others (as in purely virtual teams) apparently is the worst case at all. Hidden identities do not 

allow human beings to use any of their stereotyped knowledge and possibly are also seen with 

distrust. Therefore, large internet based research networks hardly work without 

complementary face to face encounters of participating researchers (Fink & Nentwich 2004). 
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Randel (2003) analyzed the influence of cultural identity salience of team members on 

citizenship behavior and found a positive relation. Cultural identity salience measures the 

extent to which an individual is aware of the cultural backgrounds found in his or her team. 

As citizenship behavior is positively related to the supervisors’ ratings of team performance, 

she concludes that the dispersion in team members’ assessments of cultural identity salience 

is positively related to the ratings of team performance. This differs from approaches such as 

Hofstede’s, because “it does not assume that nationality categories are equally relevant to all 

individuals” (Randel 2003: 29).  

Besides the influence of cultural diversity on team performance, extant literature is analyzing 

the relationship of demographic variables (age, race, and sex differences) between individuals 

and their co-workers (Flynn et al. 2001; Jehn et al. 1999; Watson, Johnson & Merrit 1998; 

Barsade et al. 2000; Chattopadhyay 1999; Baugh & Graen 1997). 

 

Personality traits 

“Personality characteristics are […] understood as dispositional motives utilized during goal 

attainment” (Buss, 1991). That is, “personality characteristics predispose humans to behave  in 

certain ways, given particular situations, to accomplish goals and so forth.” (Caligiuri 2000: 

71; see also Buss 1989, Costa & McCrae 1992). Several of these predispositions make 

individuals more successful in specific situations than others. 

In 1978, Gudykunst et al. identified 24 personality traits of importance for ‘intercultural 

effectiveness’. They proposed to group these into three dimensions: the ability to deal with 

psychological stress, the ability to effectively communicate, and the ability to establish 

interpersonal relationships. Cui & Berg (1991) added ‘cultural empathy’, and Cui & Awa 

(1992) further extended the model with the constructs ‘managerial ability’ and ‘interpersonal 

skills’.  



                     AN INTEGRATIVE MODEL OF MULTINATIONAL TEAM PERFORMANCE                          24 

 

Arthur & Bennett (1995) developed five dimensions which influence ‘effectiveness/success of 

an international assignment’. In their research the constructs  ‘flexibility/adaptability’ and 

‘extra-cultural openness’ were used for the first time in addition to ‘job knowledge and 

motivation’, ‘relational skills’, and ‘family situation’. Recently, Oudenhoven et al. (2002) 

suggested five dimensions (emotional stability, cultural empathy, flexibility, open mindedness 

and social initiative) to predict the multinational effectiveness of international students. 

Altogether, a broad range of personality traits was identified in the context of research on 

‘cultural effectiveness’, ‘cultural adjustment’, ‘acculturation’ and ‘expatriate success’, which 

after some adaptation may also prove helpful in research on multinational teams (Black et al. 

1991; Caligiuri 2000, 2000a; Gudykunst et al. 1978; Oguri & Gudykunst et al. 2002; Parker & 

McEvoy 1993; Ward et al. 2001) (Table 5). 

 

Table 5: Personality traits in cultural adjustment and expatriate success literature  
Personality Traits Publications 

Agreeableness Caligiuri (2000a); Schmit, Kihm, Robie (2000) 
Allocentrism  
 

Triandis, Carnevale, Gelfand et.al. (2001) 

Collectivism (Cultural Dimension) 
 

Chen, Chen, Meindl (1998); Bochner (1994); Bhawuk, Brislin 
(1992) 

Contact 
 

Caligiuri (2000) 

Conscientiousness  
 

Caligiuri (2000a); Schmit, Kihm, Robie (2000); Baron, Gibbons, 
McIver, Nyfield (2000); Judge, Higgins, Thoresen, Barrick (1999) 

Cultural Empathy 
 

Oudenhoven, Van der Zee (2002); Harrison, Chadwick, Scales 
(1996); Cui, Awa (1992) 

Emotional Stability Caligiuri (2000a); Oudenhoven, Va n der Zee (2002); Oudenhoven, 
Van der Zee, Kooten (2001) 

Empathy Ruben, Kealey (1979); Cui, Awa (1992) 
Extroversion 
 

Caligiuri (2000a); Schmit, Kihm, Robie (2000); Oudenhoven, Van 
der Zee, Kooten (2001), Judge, Higgins, Thoresen, Barrick (1999) 

Flexibility 
 

Oudenhoven, Van der Zee (2002); Oudenhoven, Van der Zee, 
Kooten (2001); Harrison, Chadwick, Scales (1996); Cui, Awa 
(1992); Arthur, Bennett (1995) 

Idiocentrism Triandis, Carnevale, Gelfand et.al. (2001); 
Individualism (Cultural Dimension) 
 

Chen, Chen, Meindl (1998); Bochner (1994); Bhawuk, Brislin 
(1992) 

Open-Mindedness  Oudenhoven, Van der Zee (2002); Oudenhoven, Van der Zee, 
Kooten (2001) 

Openness 
 

Caliguri (2000a); Caligiuri (2000); Oguri, Gudykunst (2002); 
Caligiuri, Jacobs, Farr (2000); Arthur, Bennett (1995) 

Patience Harrison, Chadwick, Scales (1996); Cui, Awa (1992) 
Sociability Caligiuri (2000) 
Tolerance for Ambiguity Ruben, Kealey (1979) 
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Among others, some findings of this field and the related psychological research already 

served as an input to multinational team research: Neumann et al. (1999); Flynn et al.  (2001); 

Beersma et al. (2003) use the ‘Big Five’ (extroversion, agreeableness, conscientiousness, 

emotional stability, intellect/openness); Watson et al. (1998) use ‘team orientation vs. 

individual orientation’; Barsade et al. (2000) use ‘trait positive effect’, i.e. the degree to which 

a person is high in enthusiasm, energy, mental alertness, and determination; Kiffin-Petersen & 

Cordery (2003) use trust and Tjosvold et al. (2003) use ‘positive attitudes towards conflict’, 

i.e. evaluations of the positive and negative utility of conflicts. 

The statistical significance of some personality traits seems to be sensitive to other variables. 

For example, in a study by Beersma et al. 2003: viewed independently ‘agreeableness’ and 

‘extroversion’ had no direct positive effect on team performance. However, in combination 

with cooperative reward structures a positive influence of both variables on performance was 

found.  

Neumann et al. (1999: 28-45) investigated the effectiveness of different strategies for using 

personality tests (Big Five) to select members for work teams. Their research question was 

whether ‘team personality elevation’ (= the average level of a given trait within a team) and 

‘team personality diversity’ (= the variability or differences in personality traits found within 

a team) predict performance of teams. They found that high levels of agreeableness, 

conscientiousness and openness to experience, but also ‘team personality diversity’ of 

extroversion and emotional stability were valid predictors of team performance. Therefore, 

according to their findings the appropriate team selection strategy would be to select 

candidates, who are highly agreeable and open to new experience, but differ with respect to 

extroversion and emotional stability.  
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3. Control variables: Task, team size and learning processes 

Hackman (1987: 324) defines the task of a group as a “whole and meaningful piece of work, 

with a visible outcome”. The task may determine performance pressure, since a goal has to be 

met. Rewards for achieving and sanctions for not achieving determine the influence of 

performance pressure on the behavior of team members and on possible outcomes. The nature 

of a task determines the needs of resources and skills. An optimal qualification mix (diversity)  

of team members by educational and cultural background, experience, physical requirements, 

etc. has to be identified. Consequently, work on the task shows how efficient the team 

selection and implementation process was and how well the team is performing (Hackman, 

1987: pp. 324).  

Team size  has to be large enough to fulfill the task, meaning that sufficient resources 

(manpower, time), sufficient capabilities and knowledge must be available. In consensus 

driven teams it seems to be easier to reach consensus among a smaller than a larger group. 

Therefore, large multinational teams might not be as efficient as smaller teams (Hackman, 

1987: 327). At least, this is a proposition also often raised in the context of the enlargement of 

the European Union.  

On the other hand, we can assume that the larger the team and the more cultural different the 

members in the team are the more easily the occurrence of bilateral conflicts might be 

reduced: The likelihood to succeed with the establishment of new team norms is increasing 

with diversity among team members. If two groups with different values and norms have to 

interact in one team, then the adoption of either norms A or B as team norms gets at the core 

of a power game with a good chance to escalate and to become a stalemate confrontation. As 

the number of encounters is growing by (n2-n)/2 the importance of a single clash of norms is 

decreasing by 2/(n2-n). Beyond eight team members with diverse national backgrounds of 

values and norms it will be difficult for a team member to take note and assess all that 
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clashes. Therefore, the importance of clashes becomes small enough to give room for 

adopting new reciprocal team norms that serve the interest of all team members.  

Learning processes within teams help to overcome insufficiencies in the action repertoires of 

individuals and the organization itself (e.g. organizational culture, organizational structure) 

(Stern 1997: 70). Experienced team members possibly are aware of some specific issues and 

can contribute to re-define rules and procedures (new team norms) to prevent a possible future 

re-appearance of problems (Stern 1997). By that new knowledge might be created through the 

transformation of experience (Kolb 1984). Reflection on team processes increases awareness 

of team members and fosters learning processes, which in turn (in analogy to Argyris & 

Schön 1974) could help to make things right, but also to make the right things.  

The learning process of individual team members and the team itself is directly influenced by 

power and interests of the individual team members and the contextual organization(s). 

Interest conflicts, the desire to gain or maintain power, or the wish not to subordinate oneself 

have an influence on team learning and consequently on team performance. Interests of 

individuals are influenced by the social system into which they are embedded (the contextual 

organization), by their personal needs, income, experience and stock of knowledge.  

Interests have an influence on the will to gain or to maintain a certain power status. That also 

can depend on past experiences in a specific social system: relatively speaking, West 

Germans have a stronger desire to ‘make career’ and gain powerful positions than East 

Germans (Koelling 2004).  

This observations and considerations can be put into the perspective of ‘atmosphere’, a notion 

that was developed by Nigel Holden (2002) in the context of cross-cultural knowledge 

management. “Atmosphere is the ‘sum of feelings, intentions, will and interest’ (Hallén and 

Sandström, 1989, quoted in Holden 2002, p. 275). It can, “in principle, be managed, but … it 

is constantly mismanaged” (Holden 202, p. 276). If managed successfully it “helps to sustain 

a conducive, collaborative atmosphere” (Holden 2002, p. 275). At the same time it makes 
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obvious that a single person with ill will can do damage to any multinational team by 

destroying the required atmosphere. 

Openly discussed interest conflict can also contribute to success. In research on several 

decision making areas of top management teams of eight Multinational Corporations with at 

least five overseas subsidiaries Elron (1997) identified a positive relation between team 

performance and issue based conflicts about goal priorities of the subsidiary, functional 

policies, organizational structure and process, day-to-day decision making, needs of 

subsidiaries in contrast to headquarter demands. 

In a comparative static analysis Watson et al. (1998: 425) highlighted the relevance of time 

for the learning process. They found that “individual orientation was negatively related to 

team performance, and team orientation was positively related to team performance across all 

time periods”, for both, cultural non-diverse and cultural diverse groups. But, at time point 4 

of measurement the diverse groups’ individual orientation rose while the non-diverse groups 

continued to decline. So, they hypothesize that “perhaps by time point 4 the diverse groups 

were able to maintain their high team orientation and allow individual orientation to a 

reasonable extent. That is, the diverse groups now were utilizing their cultural differences to 

their advantage” (Watson et al. 1998: 424).  

 

4. Managerial implications of the integrative concept  

To illustrate our integrative concept and to discuss managerial implications we stylize the 

interaction of three team members with different national background (values and norms of 

behavior), interests, perceptions of others and self, and personality traits. The team interacts 

within the context of an organization and under influence of team size, learning processes, 

and task. The integrative model clarifies the relations among the various variables that 

influence the performance of multinational teams. Managers aware of these dimensions and 
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their relations are well equipped to secure team performance and benefit from the advantages 

of multinational teams (Figure 2). 

 

Figure 2: A multi-dimensional diversity approach to study multinational interactions  

 

 

 

The interrelation between these sets of variables can be derived from their definitions: 

• Values transcend specific situations, pertain to desirable end states and guide 

selection of modes of behavior (Hall and Hall 1990, 2000; Hofstede 1980, 1993, 

2001; House et al. 2001; House et al. 2002; Kluckhohn & Strodtbeck 1961; 

Rokeach 1973; Schwartz 1992; Trompenaars & Hampden-Turner 1997). 
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• Personality traits predispose human beings to behave in certain ways in given 

particular situations (Black et al. 1991; Caligiuri 2000, 2000a; Gudykunst et al. 

1978; Oguri & Gudykunst et al. 2002; Parker & McEvoy 1993; Ward et al. 2001).  

• Cultural standards: Norms regulate behavior in a given context or organization 

(Thomas 1996, 2003, 2003a; Fink & Meierewert 2001). 

The mostly non cognitive process of selection from available modes of behavior may follow a 

course like this: In case of an intended action first ‘desirable general values’ in a given society 

exert their guiding influence (e.g. be punctual). Next humane predispositions and interest 

came into play: Is there a conflict of values or needs? ‘I should be punctual, but I also should 

give my spouse a call to secure her/his love’. Then norms of behavior, aspects of motivation 

and sanction come into play: ‘If I am not punctual I may lose my job, I can call her/him later 

and apologize.’ Consequence: I am punctual and deliver my work on time, or alternatively: 

‘He/she is in such a bad shape. He/she urgently needs my support. I give him/her a call and 

apologize for coming late.’ 

Two questions arise: 

1) How does society, an organization, group or team secure that values and norms are 

observed? 

2) If society disposes of instruments to secure obedience of values and norms, how is it 

possible to change values and norms? 

 

Universal values and norms of behavior 

Any society or group disposes of instruments to integrate newcomers, to oblige members, and 

to sanction deviations (Popitz 1980). Parsons (1964) emphasized the stability of social 

systems when all members of a society (all actors) behave  in conformity with their individual 

needs and expectations of their counterparts. Expectations and needs are guided by shared 

values and norms of behavior. Simultaneous existence of general, reciprocal and non-
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reciprocal norms is an indication of permanent deviation from that stability, as much as 

possible instability is indicated by the concerns of principal-agent theory and transaction cost 

theory. Non-reciprocal norms are maintained and defended by those who benefit and 

challenged by those who have to surrender and serve (Maurer & Schmid 2002). 

Prospect theory (Kahnemann & Tversky 1979) offers additional insights to understand risk 

taking behavior that may include risking the sanctions for non-obedience of norms in 

expectation of higher returns from non-obedience. Within or across national societies firms 

(organizations) set up their own sets of norms (corporate culture) that better serve the purpose 

of the firm (organization) than the more general national norms of behavior. Roles and role 

expectations are important elements of corporate cultures. However, if some of the goals 

cannot be reached with the given set of rules of behavior within the organization, then 

multinational teams need to be enacted. 

 

Power and interests 

From that it becomes clear that norms serve specific interests (Popitz 1980). Differentiated 

and differentiating norms secure room for wielding power and to support specific interests. 

Non-obedience of those norms challenges power. It aims at opening space for interest driven 

opportunistic action. In that sense successfully pursued interests drive norms and may even 

lead to adaptation of values if ‘old value structures’ are perceived as obsolete (double loop 

learning; Argyris & Schön 1974). Although seen as a temporary device for problem solution 

team norms serve specific team interests and, therefore, inherently challenge the existing 

norms of the contextual organization. 

 

Personality traits 

In analogy to the expatriate adjustment literature (Ward et al. 2001) it can be assumed that 

specific personality traits may turn out supportive for multinational team work. Therefore, it 



                     AN INTEGRATIVE MODEL OF MULTINATIONAL TEAM PERFORMANCE                          32 

 

is important to choose the ‘right people’. Psychological tests, handpicking of experts and 

assessment centers are management tools right at hand.  

 

Perceptions of others and self 

Perceptions of self and others may have an impact on team members’ behavior, because they 

trigger expectations of obedience and fears of violation of principles of fair exchange and 

distributional justice. If individual team members perceive others as possibly ill equipped or 

loafing and have the feeling they would perform better and achieve higher rewards if not tied 

into ‘a group like that’, then team performance will be suboptimal. On the other hand, 

perceptions apparently can be more easily changed and regulated than the more general 

‘national’ values and the more deeply rooted personality traits of individuals.  

 

Implementation 

The implementation process is influenced by the organizational, individual and cultural 

dimension. When with the implementation process team members get information (context 

specific stereotypes) that override their prevailing general stereotypes then there is improved 

chance of success. Team implementation therefore has to provide new knowledge, which can 

be easily grasped and enlarges the available repertoire of knowledge of all individual team 

members. This reduces risk and ambiguity, has a positive impact on the level of satisfaction 

of individuals and, finally, contributes to team success. With implementation of  a team 

perceptions of team members can and should be appropriately influenced. Since we know that 

wrong perceptions could have a detrimental impact on future team performance it does not 

make sense to enact teams without addressing and regulating perceptions. The interaction 

process of implementation facilitates the establishment of efficient team norms.  
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Team norms 

Team norms are an important tool to manage members’ behavior as they define the perception 

and interaction of a team’s members, the decision making approach, and the way of how 

problems are solved (Chatman & Flynn, 2001: 957).  

Depending on experiences and work background members bring their own perceptions of 

rules of behavior, communication and decision making. Thus, the managers who select people 

for teams influence team norms with selection, delegation and implementation of people. An 

organization into which new team members are delegated could already have established a 

certain set of norms for team work. Team members reconcile these influences and develop 

their own norms of communication and decision making for any team under the influence of 

all factors in our model, notably the repertoires of norms that are known from different 

contexts. Managers, who are conscious of team norms which proved successful in similar 

contexts in the past and understand the process of how new team norms emerge, can 

positively influence the development of team norms and contribute to the success of teams. 

Managers and experienced team members who are aware of the particular needs of 

multinational teams can be helpful to transfer and implement successfully applied team norms 

to other teams.  

 

5. Discussion 

From a management perspective we may see multinational work teams as groups of people 

that have been set up to achieve specific results within limited time spans. It is decisive how 

within a given context people involved make sense of such situations and perform with given 

resources.  

Multinational teams are a relatively understudied field mainly because of the immense 

difficulties to get access to teams within corporations and organizations. Ideally, researchers 

would need access to teams already in the process of implementation, i.e. even before teams 
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begin their work. However, in real life it takes months to get permission to interview inside 

companies, to make interviews and then to perform an appropriate analysis. 

Most of the studies in the field are subject to some modeling bias. Studies differ in the 

measures of team performance and in the choice of independent variables as predictors. 

Consequently, the conclusions we draw from the review of a broad range of the literature are 

generalizations. Although we firmly believe that we learn a lot from extant literature, we have 

to make a reservation that the simultaneous use of larger sets of variables to larger numbers of 

sufficiently similar cases could deliver results which could deviate from those, which were 

achieved so far. A minimum requirement of ‘similarity of cases’ would embrace similar 

context, task, and performance measures. 

In extant literature team output is measured in various ways: a) performance effectiveness 

assessed in terms of quantity and quality of outputs, b) member attitudes and c) behavioral 

outcomes. Performance measures comprise among others efficiency, productivity, response 

times, quality, customer satisfaction, and innovation. Attitudinal measures include among 

others employee satisfaction, commitment, and trust in management. Behavioral measures 

contain absenteeism, turnover, and safety (Cohen & Bailey 1997: 243-244).  

Differences in context comprise differences between profit and non-profit, private and public, 

national and international organizations; between business, management, leisure, education 

(school and university) and training (in corporations), and the contexts of sojourners and 

migrants.  

We also can conclude from a few comparative static studies that ‘time does matter’. Due to 

learning processes team performance is changing over time. 

For future research we would suggest the following propositions about the impact of context, 

implementation, contextual norms, and management of work teams on multinational team 

performance.  
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Proposition 1: Context defines the way a task is to be implemented. Task defines the output 

goal and how output is to be measured.  

Proposition 2: The implementation process has a strong impact on the interrelations of the 

organizational, individual and cultural perspectives and, thus, on the atmosphere that is 

created within a team.. 

Proposition 3: The implementation process is the stage for the creation of team norms, which 

regulate communication and decision making procedures in a team. 

Proposition 4: Performance-oriented team norms need to be complemented with norms that 

help to secure a positive atmosphere (e.g. help to express personal appreciation) to increase 

the benefits of multinational teams. 

Proposition 5: Team norms have a stronger influence on team performance than other 

variables. 

In this field research ideally would require large research teams, multinational by themselves 

and active in different countries, performing research at different locations within the same 

multinational firms and also across multinational firms to study the development of teams and 

team performance longitudinally and cross section within a sufficiently similar context and 

task. 

 

6. Summary 

With an integrated model derived from the available body of literature on diversity and 

multicultural teams we provide a frame of reference for management action and for studying a 

broader array of team situations. We can offer a checklist of variables which might be 

considered in future research.  

We grouped the rich body of independent variables that could be found across a large number 

of published articles into four major categories: universal values, cultural standards - norms of 

behavior, perceptions of others and self, and personality traits. The effects of these variables 
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on multinational team performance are influenced by size of teams, kind of task, and learning 

opportunities (influenced by power and interests). 

As a first recommendation for action, we advise managers to give careful consideration to the 

implementation process of multinational teams. Since perceptions of others and self, as well 

as different values and cultural standards influence team members’ behavior it is important to 

regulate perceptions at the time of implementation in order to promote the establishment of 

appropriate team norms, which in turn can secure cooperation and knowledge sharing within 

teams.  

As a second recommendation for action we advise managers to give consideration to team 

composition not only by knowledge and qualifications, but also by national background and 

personality characteristics. High levels of agreeableness, conscientiousness and openness to 

experience of team members, but also diversity of extroversion and emotional stability were 

found to be valid predictors of team performance. 

As a third recommendation we would advise managers to give thought to the formulation of 

team goals and resources needed to meet the task. 

 

For future research our first action recommendation is: Be aware of the complex relations 

among available sets of independent variables! Several sets of variables are outputs of other 

major research fields. These variables may interact with your own measures or with measures 

generated in other relevant fields from which you also could chose independent variables. 

Second recommendation for researchers: Take broader arrays of variables into consideration, 

to allow for the possibly complex relations among variables.  

That does not exclude research based on a few variables, if you can make sure that other 

variables either remain constant or are of negligible influence in a given specific context of 

research.  
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Third recommendation: Context determines what is to be considered as team performance. 

Therefore, you should make explicit what in your research context ‘performance’ is, how it is 

measured, and why and how this measure is to be distinguished from other measures of 

performance.  

In the last section of this chapter we guide researchers and managers through the complexities 

of multinational teams by briefly discussing the important components of the integrated 

model of multinational team performance and its managerial implications. What is important 

to know and which decisions are to be made at what step. This section also can serve 

researchers as a stepwise approach to analyse team performance. 
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