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Résumeé

Comment les entreprises multinationales apprenelée’-a s’adapter & des marchés étrangers et
aux différences culturelles ? Existe-t-il des sfiétés, concernant cette question, pour les
entreprises provenant de pays émergents ? Cettercbe cherche a contribuer a la réponse a
ces questions, dans le contexte spécifique desnatidinales brésiliennes. Sur la base de sept
études de cas dentreprises internationalisées wl &1 Brésil, cet article montre que
I'expérience internationale et I'interaction inteltcirelle sont des facteurs clés de succes pour le
développement d’une capacité d’adaptation au nivei@unational. Une gestion des ressources
humaines a l'international (GIRH) visant I'appresstige interculturel a grandement bénéficié a
I'acquisition d’une culture internationale dans esdreprises. Le cas du Brésil semble étre un
cas specifique, car la culture nationale brésikeparait faciliter 'adaptation a 'international.
Ces résultats montrent que la culture nationalet @re une ressource potentielle pour
I'apprentissage organisationnel de la compéterteeculturelle.

Mots-clés : Capacité d’adaptation, Brésil, compétence intéucelle, gestion internationale des
ressources humaines, culture nationale, appregéssg@anisationnel

Abstract

How do Multinational Companies (MNC) learn to addpt foreign markets and cultural

differences? Are there specificities, regardings tlguestion, for MNCs from emerging

economies? This research aims to help finding awanto these questions, in the particular
context of Brazilian MNCs. Based on seven caseissudf internationalized companies from
Southern Brazil, this paper shows that internatiexaerience and intercultural interaction are
key factors for the development of internationab@d/e capability. International human

resource management (IHRM) aiming interculturatri@éay greatly benefited to the acquisition

of an international mindset within the companieke Tase of Brazil seems to be specific, for
Brazilian national culture appears to be partidulaiavorable for the development of

international adaptive capability. This result dsalight on national culture as a potential
resource for organizational learning of intercidflsompetence.

Keywords: Adaptive capability, Brazil, intercultural compete, international human resource
management, national culture, organizational leayni

Resumo

Como as empresas multinacionais aprendem a seaadap$ mercados estrangeiros e as
diferencas culturais? Para empresas oriundas despamergentes, ha alguma particularidade no
que diz respeito a esta questdao? Esta pesquisaomexto especifico das multinacionais
brasileiras, tem o intuito de contribuir na respastestas perguntas. Este artigo, baseado em sete
estudos de caso de empresas internacionalizad&sldio Brasil, demonstra que a experiéncia
internacional e a interag&o intercultural sdo tgarhave do sucesso para o desenvolvimento de
uma capacidade de adaptacdo ao nivel internaciddiala gestdo de recursos humanos para o
internacional (GIRH) visando a aprendizagem intiucal beneficiou amplamente a aquisicao de
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uma cultura internacional nessas empresas. O caBoagil parece ser um caso especifico, pois a
cultura nacional brasileira tende a facilitar a mdedo ao internacional. Esses resultados
mostram que a cultura nacional pode ser um req@otmcial para o aprendizado organizacional
da competéncia intercultural.

Palavras chaves: Capacidade de adaptacdo, Brasil, competéncia utteral, gestao
internacional dos recursos humanos, cultura naliapeendizagem organizacional.

Introduction

What determines the international success andréadtifirms? This question has been identified
as one of the five most fundamental ones in styaiRgmelt et al., 1994, p. 564), and as the core
question of the field of International Businessr{#&e2004). One of the key developments in
recent strategic management and international essiresearch has been the emergence of the
resource-based view of the firm (Peng, 2001). Adicay to this view, successful firms are those
that learn to exploit current resource-based adwm® and develop new resource-based
opportunities (Brouthers et al., 2008).

In global economy, firms located in some countiesefit specific resources, such as cost
advantages, closeness to the market, or good éoluazait workers. But these differences in
access to resources do not explain by themselvesnational success and failure. In an
international environment, firms also need spec#gources and competencies, like the capacity
to deal with greater complexity, and to adapt teifgn markets and countries.

How do some companies manage to develop such atienal adaptive capability, while others
don’'t? According to Peng (2001: 820), one of thesthsignificant contributions of International
Business to the Resource Based View lies “in tleatification of international knowledge and
experience as a valuable, unique, and hard-todenitasource that differentiates the winners
from the losers and mere survivors in global cortipat.

While some interesting insights have been gairfezhea questions still lack a deep understanding
of process- and implementation related issues (P20@1). Complex intangible processes such
as global learning are likely to be the last frentn the quest for competitive advantage (Bartlett
& Ghoshal, 1989). Adaptation to foreign local cotiseand integration of several cultures in the
company is particularly relevant for MNCs bridgitarge psychic, cultural and economic
distances.

More and more MNCs from emerging countries areemily confronted to these questions,
while research on MNCs in developing countries riesmguite weak and more resource based
view work should be devoted to emerging econonieng, 2001).

This study aims to participate in closing this kihesge gap by raising the question of how
Brazilian MNCs develop international adaptive caligb After a short review of existing
literature, empirical evidence drawn from sevenecatudies of Brazilian MNCs will be
presented.
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Adaptive capability, international experience and ntercultural competence

How do companies learn do adapt to different mafketow do they learn to understand cultural
differences underlying business in foreign coustrend develop an organization and strategies
capable of dealing with them?

Dynamic learning capabilities are resource-basedarstdges that facilitate adoption of new
capabilities and adaptation of existing resourceschanges in institutional environments
(Brouthers et al., 2008). This conceptualisatioawdr on work on organizational learning
capability (Di Bella et al., 1996) and organizatibhearning in general (Crossan et al., 1999;
Huber, 1991). Another conceptualisation has beawstoacted around the term of adaptive
capability. Oktemgil and Mehmet (1997, p. 445) defiadaptive capability as “the ability to
identify and capitalize on emerging market oppattes’. Any of those frameworks includes
the idea that organizational learning implies baanitive and behavioural dimensions, and that
individual learning within the company contributesorganizational learning which is more than
the sum of individual learning within the company.

Adaptive capability as intercultural competencelmorganizational level

Adaptive capability in an international and intdtatel environment can be analyzed as
intercultural competence on an organizational lewaercultural competence fundamentally
influences the performance of international comgaim several significant ways. Management
research considers intercultural competence asngortant condition for the success of
intercultural business relationships and perforreamt foreign markets, in the areas of
expatriation (Black 1990, Clarke and Hammer 1995{illdéd 1996), customer-supplier
relationships (Bush et al. 2001, Usunier 1997), affttient interaction within multinational
companies (Ralston et al. 1995). Consequentlyraulieiral competence can be a strategic
organizational competence for multinational compan{Eubel-Kasper 1997, Klimecki and
Probst, 1993; lles, 1995; Saner et al. 2000): ftitercultural competence of individuals and
organizations has a high economic impact which esoobvious in a multitude of situations”
(Gauthey, 1998, p. 15).

International experience as a resource for adapapability

Scholars have pointed out experience with inteucaltsituations as a key element for learning,
both on the individual and the organizational lev@h the organizational level, international

experience may provide a firm with dynamic learnoagabilities (Chang & Rosenzweig, 2001;

Madhok, 1997); both the intensity and diversityirdernational experience endow a firm with

resource-based advantages that can be used tateotpler resources in new markets (Luo &

Peng, 1999). Managers who have had internationpéreence represent firm specific tacit

knowledge that is difficult to access by other MN(eng, 2001; Carpenter, Sanders &
Gregersen, 2001). Brouthers et al. (2008) hightighat international experience-based dynamic
learning capabilities are an important resourcetd@aslvantage.

Here, we will consider that both individual and amgational international experience are

resources (Barney, 1991) helpful for developingp#sisla capacity as a core competency that
helps to reach a sustainable competitive advardadereign markets.

What impedes companies to learn from internatierpkerience

Every company that sends employees abroad doederelop international adaptive capability.
Wong (2005) reports the case of Japanese compahi@® “collective myopia” hinders from
developing learning from the experience of exptsaShe shows that dimensions of national
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culture may have a strong impact on dynamic legrncapabilities concerning the

internationalisation of companies. This study sstg¢hat specific elements of organizational
and national culture may impede double-loop leayiifrgyris and Schon, 1978) of intercultural

competence.

Harris, Brewster and Sparrow (2003) highlight thatirtuous learning cycle from expatriation

should start with adequate strategic planning: egias have to be sent abroad “for the right
thing”. In other words, when the aim of expatriatics to gain better knowledge of foreign

markets, train “international cadres” and develogl@bal organizational cultural, and when
candidates are selected in line with these aingnieg is much more likely to occur from

expatriation.

Intercultural learning through intercultural intetian within the MNC

Socially complex relationships may be one of thesthbfficult-to-imitate resources (Barney,
1991). This insight drawn from the RBV seems to lap international business and
intercultural learning, too.

The case study of a French MNC has suggestedrteatiltural interaction within a company,
which means contact between subsidiaries fromreifiiecountries and work within intercultural
teams, has a particular high potential for intdrwgal learning (Bartel-Radic, 2006).
Relationships that are characterised by long-tespontaneous interaction, shared context and
language, care for the other organizational memhbatk conflict among hierarchically equal
team members, incorporate the highest learninghgiatdor intercultural competence.

Literature leads to the following conclusions. S2ssful MNCs need international adaptive
capability and organizational intercultural compe® These last mainly arise from

international experience. International experienased dynamic learning capabilities are an
important resource-based advantage. Thoughtful B#fRtegies and adequate intercultural
interaction within the company appear to be mamrrimg leverages for those capabilities.
Specific dimensions of organizational and natiomalture may impede learning from

international experience.

The Brazilian economy is not highly internationatiscompared to other countries (in 2007,
Brazil was the § economy of the world in terms of Gross Domestied®rct / Purchasing Power
Parity, but only the 21st exporter according to @A World Factbook), and the huge majority
of Brazilian companies have no long-term experien€einternational business. Brazilian
economy really opened its borders in the 19904y thié Real Plan. As a consequence, one could
suppose that Brazilian companies, in average, dohawe a big experience with cultural
differences. Development of international adaptbepability and organizational learning of
intercultural competence might only be at an eathge. On the other hand, Brazilian culture
can be described best by “métissage” (Daval eR@D8), and openness to differences. Thus,
Brazil might offer a specific context for interaul competence. The aim of the empirical study
was to check how far conclusions from the literatwould fit the specific context of Brazilian
companies (rather low international experience,rbetis culture), see how far these companies
have progressed in their learning process, arteif had developed particular strategies or paths
to international adaptive capability.
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Method

Case study research

Learning capabilities in the context of internatibbusiness has been discussed by a number of
authors, as described in the previous section.nggher consensual definition nor measures of
the concept have been developed. Moreover, to detst scholars only have speculated on how
intercultural learning processes might arise irenmational organizations. That is why this
research question still remains poorly understtm@uch a context, a deductive research design
appears to be neither desirable nor possible.

Here the aim is to develop theory based on peogesériences in intercultural relationships
and the competencies necessary for them. With ykggemeration in mind, | set out to
investigate under what conditions companies deveitgrnational learning capabilities. This
question required the development of a conceptt@diz of what constitutes intercultural
learning and how it is leveraged in general. Nemgsdefinitions have been reviewed above.

In this context of analysis of a complex phenomenmdgthin its context, case study research
appears to be an appropriate strategy. “A case/ studn empirical inquiry that investigates a
contemporary phenomenon within its real-life cohtewhen the boundaries between the
phenomenon and context are not clearly evident,iramchich multiple sources of evidence are
used” (Yin, 1989, p. 23). In consequence, the cisdy method matches especially well the
“how” research questions, as is the case here. Gashy research is capable of providing
testable, novel and empirically valid theory (Eisardt, 1989).

There is no consensus among scholars concerninguthber of cases needed in order to answer
a research question. Multiple cases may follow dlve of construction of a general theory
(Eisenhardt, 1989; Stake, 1994), when some diregtean already be drawn from single case
studies. This type of research design, like otlasrsvell, has a number of limitationéet here,

the objective is to deepen our understanding adalp known phenomenon and to develop an
exploratory perspective. In consequence, the eguktsented below are to be considered as
propositions to be further tested in a deductiweaech design. In using a case approach in this
situation, | aimed to satisfy the requirements adeBhardt (1989, p. 548) for case study
research:

* The propositions that emerge from the process arbet “good theory” (parsimonious,
testable, logically coherent — Pfeffer, 1982).

* Methods and the evidence grounding the theory tabe strong.

* New insights should be found.

Choice of the studied companies

To bring up answers to the research question, éisescof seven Brazilian MNCs have been
examined.

The criteria of choice of the companies were:

. companies with Brazilian origin and management,

. having substantial international experience (astlsabstantial exportation and existence
of foreign subsidiairies)

. with headquarters in Southern Brazil (and mainlg tBtate of Santa Catarina, for

practical reasons).



5°™ colloque de I'"FBAE — Grenoble, 18 et 19 mai 2009

Table 1: Short description of the seven Brazilian MICs studied

Number . .
Interviewees Sector of ngtory of.com.pan.y and Expor'ta.tlo.n area and
employees internationalisation subsidiaries abroad
1 (founder . Created in 1997. . S
and board i_rg?llssrt)lgft and 7000 Internationalisation in i:ggﬁgﬁgn subsidiary in
member) 2001.
Created in 1967. 2001, (Production and sales
1 (industrial _ strategic glliance with_a subgidiaries in Argentina
director) Textiles 20000 US-American competitor.| Mexico and the USA,
Acquisition of this purchasing subsidiaries
company in 2006. in China and India
iu(gl(i)tr;)orate Created_in 1_971. First _ _
former’ ejxportatlon in 1_9_77. 1991 Exportatlon_ vyor_ldw_lde.
expatriate Electronic first sale_s subsidiary Sale_s subsidiaries in
manager in | equipment 10000 abroad, in Qe;rmany. Mexico _and the USA
China 199_4, acquisition of an _ProdL_Jctlon subS|d|ar|e_s
indust’rial _Ita_lllan compe_tltor. _1995, in China, Italy, Slovakia
director) joint-venture in China
Created in 1880. .
1 Beginning of exportation E())(Sr?trrti?sl(')xr?e‘:i(():as
(exportation | Clothes 8000 in 1964 (Argentina), first " !
- = - | Europe, Middle East,
director) sales subsidiary there in Japan
1986.
1 (export Exportation since the Sales subsidiaries in
director) Clothes 6300 1970s. Mexico and ltaly.
Exportation to Southern
1 (export Created in 1041, First | e AN LR
di Tubes 5200 subsidiary abroad in 1977 RS
irector) (Paraguay) subsidiaries in 7
' countries in Southern
America and the USA.
> Exportation worldwide in
(international Created_in 1_961. First. more than 100 pouptries.
marketing Electronic exportation in 1970. Flrst_ Sales §ubS|d|ar|e§ in 21
and head of |equipment 20000 sales sqb3|d|ary aproad ncountne_s, Worldyv|FIe:
foreign 1991_. l_:|rst product_|on _Productlo_n subS|d_|ar|es
subsidiary) subsidiary abroad in 2001}.in Argentlna,_ MeX|co_,
Portugal, China, India

Two dozens of companies corresponded to theseiardad have been selected and contacted.
Seven accepted to take part in the study. Withch ed the companies, interviews have been
realized during Spring and Summer 2008. The rekdasmm included a European researcher and
Brazilian research assistants; discussions with itiherviewees were made in Portuguese.
Extensive documentary research, including intediogliments, completed the data collection.

All of the interviewees have a strong link with timernationalisation of their company: board
members, export managers, former expatriate masdgeioreign subsidiaries, and marketing
directors are part of the sample. All of the intews have been fully transcribed and coded by
the author within N'Vivo, a programme for analysis qualitative data. The structure of the
“results” section corresponds to the main themes &merged from the data. Quotations of
interviewees will be used to illustrate each aspédhe results and to permit the reader to get
close to the data. The letter corresponding toctmapany will be given in brackets after every

6
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quotation. Table 1 gives an overview over the sex@npanies and their history and level of
internationalisation.

Three of the companies are exportation champian$y tnternational companies that went
abroad many years ago and that are often quoteth @xample of internationalised Brazilian
companies (E, T, W). Three other companies are aamp that have been existing for a long
time, but that have shorter and less intense iatenmal experience (C, M, H). The last company
(A) was created in 1997 only, but went internatlorey quickly, in 2001.

Results

When getting international, companies are oftenprepared for the cultural differences they
will encounter, and have difficulties dealing withem. As Brazilian economy is not very
international compared to other countries, onectsuppose that Brazilian companies might not
have gone very far in the learning process of m#gonal knowledge and intercultural
competence. But not at all... the level of understagaof cultural differences, and the adaptive
capability to an international environment, aregpsigingly high in all of the seven companies.

Recognition of cultural differences and contactwidreign customers

If one shall adapt to cultural differences, rectigniand understanding of them is a first step of
the learning process. In all of the companies,rutgvees highlighted that cultural differences
existed, and that they had to adapt to them inyehagrbusiness.

“My work is to find common policies for our 4 pradtion sites in Brazil, Italy, Slovakia and
China. It is not only a strategic alignment, bus@la cultural one. You need to understand how
these cultures ‘work’. You can not take some padi¢iom here and take them over there... this
won'’t work. You need to respect local culture, arht they believe in.” (E)

The interviewees not only acknowledged the exigtasfccultural differences, but showed up a
fine analysis of their composition and consequences

In order to sell products and services abroadBtlagilian companies consider that adapting the
products to foreign markets is not enougWe don’t only adapt our products to foreign
markets, we also adapt the company.” (M)

In all of the companies, the contact work with fgrecustomers is made by locals. The cultural
differences are considered as strong, and adaptitithem as so difficult that nobody can do
better than locals when dealing with the customers.

“The commercial directors, normally, are localsy feobody knows better the market, ways of
communication and culture than somebody from theniryg. This strategy helped us to
overcome barriers when entering the market.” (Thélocals who work for M abroad are very
important because they better know the local maaketthe culture of the country.” (M)

In order to better adapt to the customers, moghefcompanies use various languages when
contacting them. At W, for instance, customersaéressed in English, Spanish, German and
even Persian.

Several interviewees highlighted that Brazil isrsd® many foreigners as the country of
carnival and life on the beach, but not as a cquwinere trustworthy industrial companies
produce good products. For the two investigatedpaones in clothing industry, this is far from

being a problem, for this image even helps totkellr products abroad. But for the companies in
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electronic industry heading for worldwide markets image of Brazil abroad may impede from
obtaining big contracts. In consequence, W set ppliay of inviting foreign customers to the
headquarters in Santa Catarina, to show them thgpaoy and industrial side of contemporary
Brazil.

“We make our customers and potential customers coveg here [to Brazil], to make them
know the country and the company, to show themvibadre trustworthy. This has turned out to
be one of the most efficient marketing policieshef company. Every week, an average of 34
foreign customers come to our headquarters. Antbenent, we await for people from Iran and
Russia. They will be welcomed here by nativesesf tountries, working in Brazil. This makes
a big difference for the customers; their confident W increases immediately.” (W)

Geocentric International Human Resource Strategies

The contact with customers is mainly hold by lodalsavoid cultural misunderstandings. But
inside the group, all of the seven companies setntgrnational human resource strategies
aiming to “mix” nationalities and cultural origins.

All of the companies have, at least some, Brazi@apatriates abroad. The main reason given
for these expatriations is the transmission of ¢beporate and organizational culture to the
foreign subsidiaries. The younger the subsididrg, more the presence of Brazilian with long
experience at the headquarters is considered amlcrihe aim of these expatriations is not so
much control in an ethnocentric vision, but trarssiun of formal and informal knowledge
about the group. As soon as local employees knevedmpany well enough, they take over the
direction of the subsidiary (companies M, W, T, ...)

“It's very important for us to have Brazilians wank) abroad, because they already know our
brands, already know their strengths, (...). Overetithey will be progressively change, and
some Brazilian workers will come back here, ancertwill stay over there [in Mexico]. There
is a whole process of transmission of knowledgeatdwhe Mexican employees, for them to
learn to know the brand and how to sell it besM)(‘The general and administrative directors,
in all of the foreign subsidiaries except Bolivaae Brazilians. During the first times, this is
important, for they have to transmit our organipatl culture.” (T) “Leadership of foreign
subsidiaries is a ‘mix’: there are local directoasid expatriate Brazilian directors. (...) Today ,
we have ten Brazilian expatriates in China, and thain objective of this is... to exchange
cultures, knowledge, customs...” (E)

The companies also send Brazilians abroad in doderake them and the company learn about
foreign markets and cultures. Concerning this aimort term assignments and travelling are also
developed.

“You always have to go there and see by your owrly @hen you go to these markets, you can
understand them. When you visit a shop, you caerstahd how things are organized. When
we plan some ad for a foreign market, our marke@mgerts travel to the country to meet the
local teams, and to try to ‘feel’ the country, whetl make people laugh, what will hurt them,
and so on...” (T) “To improve knowledge of foreignrkes and proximity with the customers,
the company sends Brazilians abroad, in order tmidish the cultural diversity among the
subsidiaries.” (W)

International human resource strategy of the sefeazilian companies mainly aims
intercultural interaction and mutual learnirf@he big secret lies in the mix between Brazilians
working abroad for M and the local workers. The Bhans better represent the company,

8
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better know M’s culture, but on the other hand, tbeals who work for M abroad are very
important because they better know the local maaketthe culture of the country.” (M)

Beyond that, policies are quite informdWe never determine the duration of an expatriation
advance. It depends on the evolution, on the psoceSome expatriates will one day come back
to Brazil, others will remain in the country or neoto another destination.” (T)

IHRM policies also include impatriation of foreiggmployees for some of the companies (E:
Italy, USA; W: several nationalities). Besides leiegm assignments, alike for expatriation of
Brazilians, meetings and short-term assignments @il® to make company members meet at
the headquarters (A, C, E, M, T, W). As for ex@dtan of Brazilians, mutual learning is the
main objective of this policy: impatriated foreigaeshall learn to know the company’s and
Brazilian culture, and Brazilian employees shallquace international knowledge and
intercultural competence from the foreign colleague

“It helps a lot to have foreign people here at theadquarters. The contact with them facilitates
adaptation to the customers’ cultures. We have lgebpm Russia, Iran, England, Spain and
Japan working at the headquarters. We also makeidar employees come over here for
internships, so that they will take Brazilian cu#back home to their country, afterwards. Once
a year we hold the International Meeting here at tieadquarters, and all the directors of
foreign subsidiaries come to Brazil to exchangenmiation and points of view. This meeting is
very rich, as it reveals not only the Brazilianigis of the company, but also the one of the
foreigners.” (W)

“Foreign employees come here regularly for meegjrfgr presentations of the new collections,
to tell us about they difficulties they have initlemuntry, tell us its specificities, and so on.”
(M) “In the case of Algeria, for instance, lastayewe made three employees of one of our
distributors come here, in order to make a soraotulturation process. How do we transport
our products? How are the shops organized? In Adgedistribution of our products is
organized like it was 30 years ago in Brazil. Wewshd them our production sites, the
marketing department and strategy, the organizabbrexportation, several shops... and they
learned how we make operations here in Brazil. Twidlytake this learning back home, and try
to adapt as many things as possible to their maiat

Intercultural interaction and learning at the otigahonal level

As a consequence of international contact and dalerral interaction, the companies clearly

engaged into learning processes. Even if most ef dbmpanies made their first export

experience three decades ago, true internatiotiahsand globalisation took place much later.

Internationalisation of the companies, and chamgerganizational culture, has occurred quite
quickly over the last ten or fifteen years.

“In the 1990s, when Brazil started to get out &f shell, we had no idea of how could be the
business world abroad. Within the companies, we lkad then ten people with education in
international relations, or who had lived abroadhew E set up its joint venture in China, it was
a big culture choc for us. The Brazilians knew nmgghabout China, and the Chinese had hardly
ever heard anything about foreigners, and evenaesait Brazilians. People were not prepared
for this. What has changed most at E is that today, the werlslir home. We noticed that we

live in a small world. It's cultural richness thate carry in our bags.” (E)

“Today, when we establish a corporate policy, weateset up rules based only on Brazil. For
any project, people from all of the countries pagate. There is one key word: ‘respect’ for

both of the sides. We Brazilians from the head@uartespect the local plants and personnel,
but they also have to respect us. Once a company Raraguay bought a Brazilian company.
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There were stereotypes on both sides. We felt lwessenferior, and in consequence, they felt
themselves superior. This is the first stereotype have to overcome... even before those
concerning local culture, food and communicatio(E)

“Our international dimension has increased a lotrithg the last two years. There has been a
big cultural change within the company, which wlas acceptation of the internationalisation
process. (...) We dedicate our efforts to the natjamawell as to the international market. (...)
Many people already work abroad, and others coelvé soon, when new subsidiaries will be
established. Today, many people are already readytheir minds for an international
assignment. (...) They are ready for new experiendg.”

Language issues also reveal the internationalisati@rganizational culture that is occurring in
some of the companies.

“Brazilians working at the subsidiaries often writes [at the headquarter] e-mails in English.
They forget that we are Brazilian, too!” (W) “Ond the big things, at the moment, is the
introduction of Spanish language. We have employese at the headquarters who are
currently studying Spanish. In the beginning, mpagple thought we would not need to learn
Spanish because it is quite similar to Portugu@selay, we changed our minds.” (T)

One of the main difficulties lies in the generdiisa of learning, in the transmission of an
international mindset to people and parts of thengany who are less concerned with
intercultural contact.

“Our biggest difficulty [since we started internatialisation] is to transmit this ‘exportation
culture’ within the company. It will be a long way become a company with an ‘international
DNA'.” (M)

Brazilian culture as a resource for internatiort@ive capacity

An aspect that had not been accounted for, pragedgsemerged from the data: Brazilian
culture might be particularly favourable for deyala international adaptive capability. When
being asked how their company managed adaptatidoréogn markets, several interviewees
spontaneously underlined this aspect.

“I believe that Brazilians and ‘Made in Brazil’ arelcome all over the world. Brazilians easily
adapt to foreign cultures, which helps a lot. (..believe that Brazilian culture, our facilities in
communication, in adaptation, the happiness of pewople, helps more than it disturbs when
negotiating.” (M)

“I would say that Brazilians have a very high flekiy when they have to adapt to a new
reality.” (T)

“How | was able to adapt in China? Well... | learnedbe happy for small reasons! But | think
that we Brazilians, we can adapt to every countrthie world.” (E)

The interviewees underlined that inside Brazil, aserequently confronted to differences:
differences in regional culture and context, coladirskin, social classes, education... They
considered that adaptation skills are frequentigessary, even without leaving the country. In
the following section, some hypotheses will beedisoncerning the reasons of this potential for
learning international adaptive capability of Biiaai culture.
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Discussion

The empirical data from the case studies confirmistiag literature in several aspects. But
beyond, Brazilian national culture appears as aureg for learning in an intercultural context.
Afterwards, limitations of this study will be disssed.

The learning potential of intercultural interactwithin the MNC

A big majority of the interviewees raised by thetuss the idea that when going international, a
company needs international adaptive capability arghnizational intercultural competence.
The most internationalised companies of the sarapealso those where interviewees talked
most about the necessity to gain knowledge ondareiarkets, understand cultural differences
and design an organization able to adapt to themerdultural competence is needed to
successfully interact with foreign customers, sigopl and governmental organizations, but
especially when it comes to interaction with foregybsidiaries and employees.

Those dynamic learning capabilities which are apadrtant resource-based advantage mainly
arise from international experience. When asked tiewr company managed to deal with local
contingencies and cultures abroad, intervieweeseadiately pointed towards the role of contact
with foreign people and contexts. Results of theecstudies are particularly clear on this aspect
and completely confirm existing literature on thgnt.

More than on global teams, like some MNCs from tmyed countries (for instance, Bartel-
Radic, 2006), the Brazilian companies emphasizeld plicies and expatriation to enhance
learning.

One of the reasons why these expatriation poliajgsear to be successful is the geocentric
orientation of the Brazilian companies (Perimutt#969). Their aim is neither to impose
Brazilian methods elsewhere and to exert strongrabfethnocentric orientation), nor to drop
potential synergies and exclusively adapt the slignsi to local culture (polycentric orientation).
In line with Harris et al.’s (2003) recommendatipegpatriates are sent “for the right thing”.
Expatriation policies aim intercultural learning.. hieh happens to be the main outcome of
missions abroad. This is also coherent with Kocétaal. (2003) who state that organizational
context (organizational culture, business stratagg human resource policies and practices)
moderates the link between diversity, team prosessed outcomes. The IHR strategies
observed within the case studies are in line withoaentation towards diversity within the
organization that corresponds to what Ely and The(2801) call the “integration and learning
perspective”. Organizations with this perspectikieve up the conditions for a positive effect of
cultural diversity on performance:

* Organizational members have to share the représemtaf diversity as a potentially
valuable resource for learning;

» Cultural diversity shall not only exist “on the fage,” but has to be integrated into working
processes and methods;

* The members of one or another cultural group aveleggarding power and hierarchy;

» If conflicts arise among the cultural groups, pesh$ are openly discussed.

As a consequence of geocentric orientation and itkegration and learning perspective,

intercultural interaction within the MNC is charankzed by some of the conditions Bartel-Radic
(2006) identified as main motors of interculturehining: long-term, spontaneous interaction,
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shared context and (more or less, here) language,and conflict among ‘equal’ organizational
members. These motors for the development of inlier@al competence on an organizational
level also seem to work in the Brazilian context.

In parallel with expatriation, invitation of foreigcustomers and sellers to the headquarters in
Brazil also encourages intercultural interactiord dearning. These policies show that the
companies recognize the important role of tacitwdedge (Nonaka, 1994) and informal
knowledge transfer when it comes to internationgiess.

Characteristics of Brazilian culture that facil@antercultural learning

Literature suggests that specific dimensions ofoizational and national culture may impede
learning from international experience. Concerrimg aspect, the data confirmed literature as
well as they went beyond. Brazilian culture appears to impede, but to facilitate adaptive

capability in the international context.

Even without leaving the country, Brazilians arenfconted to cultural differences in their
everyday life and are used to adjust to them. Biaza country of continental dimensions, and
regional differences are very bigDiversity is not the best word for describing Brazil and
Brazilians; mixture is better. Brazil is a nation of mixed races (migs®tion), religions
(syncretism), and cultures (diasporas, borderldn@3ribaldi de Hilal, 2006). "Metissage" is
considered as a main expression of cultural idemiBrazil (Davel et al., 2008). The concept
was used by Freyre (1966) as a mean of socioclliieapretation of the Brazilian specificity.
Brazil has been, for a long time, a country of imgration. The states of Santa Catarina has
welcomed many immigrates with European origin, Itthe beginning of the 2bCentury. Even

if they consider themselves as Brazilian, peopéembud of their origins and valorise cultural
heritage. Brazil clearly is a “melting pot” wherecammon national culture coexists with
cultural heritage from people’s origins. Brazilalkso a country with very high differences in
income between the rich and the poor, and differermetween formal and informal economy
(Davel et al., 2008).

Da Matta (1997) showed that in a dynamic senseawetrs continually oscillate in Brazil:
people can express apparently different or eventradictory opinions and behaviours
depending on whether they position themselveseridtieet’or in the ‘home’. The space of the
‘home’ (including workplace) is identified with th@erarchical and personalistic moral world
where relations among family members and servantanoong superiors and subordinates
institute hierarchies of race, class, age and geridee space of the ‘stredas egalitarian and
individualistic and hierarchies are suspended.diritain situations the ‘hom&ncompasses the
‘street’ and all matters are treated in a personal, familiay, with the sense of loyalty and
collectivism (Hofstede, 1991); in others the ‘stremncompasses the ‘home’ and behaviour is
free of the sense of loyalty, ruled by the criteriandividualism, by laws and by the rules of the
market. There is, therefore, a double-edged ethat operates simultaneously and that
determines different behaviours. Brazilians arestamtly negotiating between two different
codes (Garibaldi da Hilal, 2006) and flexibility & main issue. A very well-known concept
characterizing the way of doing things in Brazil'jsitinho”, ("the little way of doing things").
"Jeitinho" is a special way of problem-solving, wie creative solution is found to a difficult
problem, where norms are cleverly bypassed. linikket to ambiguity (Davel et al., 2008).
Consequently, Brazilians are likely to have a higlerance for ambiguity - which is one aspect
of intercultural competence on an individual lei¢ichel, 1997). In an organizational context,
this culture creates a dynamic based on a multiaideferences that coexist in an ambivalent
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situation (Davel et al., 2008).

The first inhabitants of Brazil were the Tupi-Guartindians, who were cannibals. This practice
took its roots in the idea that by eating an enamny foreigner, one would incorporate and
acquire his strength and capacities. In other wdtdsmain idea was not to destroy the strange,
but to ingest it (Dole, 1993). These times arekilycfar away, but nevertheless, this is one of
the roots of Brazilian culture which clearly diffefrom European cultures, for instance. The
symbolic interpretation of cannibalism finds itsartslation in what can be called
"anthropophagous management practices" (Davel ,e2@08): Brazilians are very open towards
novelty and easily "ingest" foreign management ficas which are adapted to local values and
customs.

An extreme and negative expression of metis culisreverestimation of the foreign, and
underestimation of local practices (Caldas and Waod1997). Indeed, Brazilians frequently
show up a sort of “inferiority complex” when compey Brazil to developed countries. When
speaking with Brazilians about their country andremny, they often mention that they life “in a
Third World country” and that they have not reachied state of development of “the First
World”. Instead of an ethnocentric attitude, hindgrfrom learning, managers consider that there
are learning opportunities from other cultures aadntries. When in contact with companies or
customers from industrialised countries, Brazil@mpanies show a strong will to learn from
them. And, when in contact with people from othereegent countries or developing economies,
they do not position themselves as superior. Irh buft these situation, this “ethnorelative”
attitude, helping the organization to move towara@sgeocentric orientation, opens up
opportunities for learning.

Literature suggests that some aspects of natiattaire impede learning from expatriation, like
in the case of Japan (Wong, 2005). Here, data shatseveral dimensions of Brazilian culture
might enhance adaptive capability. These result$aramore research on the impact of national
culture on the development of international adaptapability of MNCs.

Research on intercultural competence on an ind@itevel has identified specific personality
traits as positively linked to intercultural com@ete. Factors such as absence of ethnocentrism
and attributional complexity (Bush et al., 2001¢spect of cultural differences (Chen and
Starosta, 2000) and cultural flexibility (Van dezeZzand Van Oudenhoven, 2001) are relevant in
this context. Some authors highlight that intetadt competence might not be linked to the
same personality traits in all countries (Hatzed &ayes, 2003). Moreover, these factors are
likely to be unequally distributed among cultur€bus, traits linked to intercultural competence
could also be dimensions differentiating nationaltwres. In cultures where they are strongly
present, organizations might develop internati@uptive capability more easily. In the case of
Brazil, flexibility and tolerance for ambiguity nhig be higher than elsewhere. These emerging
hypotheses are to be further developed and testeduntry-specific and comparative studies of
national cultures and organizational capabilities.

Limitations of the study

Even if it draws on former research, the main knait this study lie in its exploratory nature.

The characteristics that lead to strength in thdmryding from case studies (able to create
testable, novel and empirically valid theory; sbewe) also lead to weaknesses. Many grounded
case studies result in modest theories (Eisenhd®®9, p. 547). They are essentially theories
about specific phenomena; they are not theoriesutaboganization in any grand sense.
Secondly, the risks are that the theory describgsrg idiosyncratic phenomenon or that the
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theorist is unable to raise the level of generalityhe theory. This issue is linked to the questio
about external validity, which is a major critigadint in case study research. Even for research
based on multiple case studies, statistical geizati&n is impossible. But Yin (1989) points out
that if the context and the phenomenon are destiibeletail, analytical generalization can be
considered. In other words, the level of generalityhe theory is raised while considering the
context in which it was developed.

Some arguments promote careful analytical genetadiz. They essentially concern the
coherence with existing research:

* Onintercultural learning processes (largely basethtercultural interaction);

¢ On the link between IHR strategies and expatriabioitomes;

* On organizational learning (organizational and oral culture is an element capable of
enhancing or impeding organizational learning);

Of course, only larger-scale deductive researchdcgive a definitive answer concerning
generalization of results. In the meantime, thiglgtleads to some novel factors of intercultural
learning in MNCs and new elements concerning thméeca of Brazil, one of the major emerging
economies.

Conclusion

The aim of this paper was to question the developroEdynamic learning capabilities in the
context of internationalisation of Brazilian MNCEBhe analysis of seven case studies showed
that the firm’s learning capabilities and sendijiior learning from intercultural situations were
surprisingly high. The companies had developedegires for intercultural interaction, through
expatriation, short-term assignments and travellidgsigned in order to enhance mutual
learning. The organizational cultures showed bignogss towards cultural differences, and
even with short-time internationalisation experignaeveloped organizational intercultural
competence is high. The reason for this potentahZilian exception” might lie in Brazilian
national culture itself. Several dimensions of Hraz culture might be positively linked to
intercultural learning like flexibility, toleranctr ambiguity and anthropophagous managerial
culture. Of course, this "Brazilian exception"astte considered as a proposition which emerged
from the study, and is to be further tested ondesgale research. As a more general result,
national culture appears to be, for some countaesgsource facilitating the development of
organizational intercultural competence. Reseandtuding more MNCs coming from more
countries is needed to check how far these emergmgts can be generalized.
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