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Abstract

In todayOs business, few teams operate without influences from cultural diVeesity.
suggests that multicultural teams should be beneficial in business as they are more creative
and provide increased perspectives in problem solving. In practice, however, this is seldom
the case and multiculturalisimoften reported to be disadvagtous foteamperformance.

To help mangers understahdw to utilize creativity in multicultural teamshis studyasked

70 participants from a large American business schamlt@a creative problem in various
levels of multicultural teamd.he resuls showed that multicultural teams were more creative,
but only if they wereacknowledged about their multiculturalisne. if a manager told them

that they all represent different culturésalso showed thatn acknowledgedeamperformed
better regardiss of the level afational multiculturalismit seemgo be the case that
multiculturalism in all forms of our social identity is benefi@allong the manager notices it
and shares it with the tealissuming that people are the same just because oney ftom

the same national culture can therefore be a costly mistake for maegensling to he
findingsin this studyit is imperative thah manager explicitly acknowledges

multiculturalism in ordeto make them successful.

Keywords: multicultural teams management, creativity, team performance



Acknowledgement

| want to thankmy University Advisor Jan Svanberg for his strong guidance and supervision
in my work on this thesis. | also wantrecognize Professor Yoo Jin ChusigBoston
UniversityOs School of Managemaervtio has been an invaluable resource and great support
to me

| also want to thanRrofessor John Kirks from Boston UniversityOs School of Management,
who has been of great help when conducting the empirical study. Moréevant to thank
my parents for their continuous support.



Table of Contents

1. INTRODUCTION

1.1 Prior Research

1.2 Advantages and disadvanta ges with a multicultural team
1.3 Knowledge gaps

1.4 Aims

1.5 Global context and societal benefits

2. STUDY METHOD
2.1 Philosophical Basis
2.2 Primary and Secondary Data

2.3 Evaluation of Sources

3. WHAT IS CULTURE?
3.1 Definition of Culture
3.2 How do cultures vary?

3.3 Cultural Synergy

4. PROBLEM DESCRIPTION BREALIZING MULTICULTU RAL BENEFITS

4.1 The impact of social context

4.2 Similarity and difference

4.3 Acknowledging cultural differences
4.4 Team composition

4.5 Approaching Cultural Synergy

5. TERMINOLOGY

5.1 What is a manager?

5.2 What is a team?

5.3 What is a multicultural team?

5.4 What is increased potential and performance?

6. HYPOTHESIS FORMULATION

10
10

11

11
11
12

12

13
13
14

15

15
16
16
16
16

17

17
18
18
18

18

18



6.1 Background
6.2 Hypothesis Formulation

6.3 Objective of Empirical Study

7. EMPIRICAL METHOD

7.1 Choice of Method

7.2 Creativity Task B DunckerOs Candle Problem
7.3 Prior usage of DunckerOs Candle Problem
7.4 Selection of participants

7.5 Procedure

7.6 Reliability and Validity

7.7 Research Ethics

7.8 Preliminary testing

8. RESULTS
8.1 Demographics of Participants

8.2 Analysis and Statistics

9. DISCUSSION

9.1 Are multicultural teams better at creative problem solving?

9.2 Does acknowledgment of multiculturalism increase performance
9.3 Limitations

9.4 Further Research
10. CONCLUSION
REFERENCES

APPENDIX
Exhibit #1 P Instruction
Exhibit #2 B Multicultural Acknowledgement

Exhibit #3 B Questionnaire

18
19

19

20
20
20
21
21
21
22
23

23

23
23

24

27
28
29
29

30

30

32

35
35
36

37



1. Introduction

ODiversity is not about hoyou look anymore, itOs about what you have de&téeve
Pemberton, WalgreenOs.

Newcomers to an organization have differeetws depending on where they &mem (Adler
& Gundersen2008. As leaership is becoming more compldxw do youbalance differet
values within a teafHow do you motivate employeesiin different cultures? How do you
successfully handle constituentsO different expectations on management?

To address these questions as a manager, a further understanding of culture and its effects
must be developetb learn how to cope with the increased complexity of leaderghip.
raises an important question: what is culture and how does it aiffess peopfe

We often think of culture in terms of nationality and ethnicity. This definitiorhtmgake us

believe that people are more similar than they actually are, especially in a domestic context
Culture is just as much about other dimensions of our social identity, such as gender, religion,
region of the country in which we livpplitical affiliation, age etc(Shriberg, Shriberg &

Lloyd, 2002.

Looking at our own communities, we see that we depend on a diversity of tdlesfighters,
doctors, engineers, scientists, musicians, agriculturists, mechanics, carpenters, to name a few.
Human téent is very diverse, and in society we know that this diveisi@ynecessity to make

it work (Sir Ken Robinson2010.

In business, however, the benefits of diversity are accompanied with increased complexity
when managing team$o be successful, @npany must adjugdiothsocial and taskelated
processewithin a team to overcome tleemplexity ad achievehigh performance (Siebdra,
Hoegl & Ernst, 2009).

With companies hiring from an increasingly diverse tapera, motivating employees and
benefitirg from their different valuesas become one of the most impot challenges
companies neetb face in order tgurvive in todayOs market plderrris, 2004)

This study willresearch how problem solgjrdiffers in multicultural and nemulticultural
teams, and the advantages and disadvantages thatiewiditalso describe successful
methods irrealizing the gains from multiculturalism.

1.1 Prior Research

Prior empirical studies have shown that multicultural teams tiffezent expectations on
manayers, especially in situations when a conflict ari@estf, Behfar & Kern, 2006 These
expectations stem from peopleQOs different cultures, mathager therefore needs to know
how to cater to these different perspectives, while sustaining authorikeapihg team
members motivated.

Thisemphasizes the importance ofrtmunication, whiclstudies havéound to be the most
problematic aspect in multitural teamsPoorcommunication often leads teduced
information sharing and interpersonal confliethich have shown to bemore common in
multicultural teamghan noamulticultural teamgChitul & Zagaiciuc, 200p(Brett, Behfar &
Kern, 2006)



In contrast to these findingsne study showed thtte more culturally diverse the teams were,
thefewerprodems with communication were foun@lfitul & Zagaiciuc, 200p This seems
contradictory when prior studies have found that communication is the top challenge for
multicultural teams (Brett, Behfar & Kern, 2006).

An explanation for thisesulthasbeen thesffect ofprojected similarity assuming that people

are more similar to you than they really éeller & Gundersen2008. Larger differences
makeus more likely to acknowledge them, ahdreforeadaping to the situationOne study
looking at the Hects of dispersettamsshowed that teams located on differimbrs within

the same buildingerformed worse than teams spread across a confBiebtdra, Hoegl &

Ernst, 2009 The reason for this outcome was that the small degree of dispersion made team
members less aware thfe distanceandtheytherefore madéewer effortsto improvetask

related communication and coordination.

In multicultural teams tis dispersion is replicated in cultural distance, where dispersion
between team members is increagsanore cultures are introduced. Larger cultural
dispersion could therefore increase the likelihobdcknowledging differences, as long as
people are aware of these differences.

Even though cultural diversity may complicate cooperation within a teadiestiave found
that it also increases the ability to solve problems, by diverse employegiadpdifferent
perspectives on a proje@&iébdra, Hoegl & Ernst, 2009This can be very beneficial since
more alternative solutions are produced of how toesalproblem.

Any team being diverse does not automaticadhp this benefit, howevieonelargestudy
showed thatherewere no correlation between diversity and kigdtfformance team&ly,
2004). Multiculturalism in teams does therefore not seem to fdfacient condition for
increased performance in problem solving.

This shows thémportance of managemermwhallenges originating from multicultural teams
are manageable if the manager chooses the right appfactthod that is gaining a lot of
attenton isfusing where teams are producing betiatcomedy using their differen
approaches to decision maki(®rett, Behfar & Kern, 2006)

This form of shared leadershilpes intuitively sound good. Nonethelesdimitation to the
benefits of fusions that the tolerancef shared leagrship varies across countrissme
cultures have more respect for authority, and feel uncoatfiertvhen working in flat teams
with shareddecisionmaking(Zander & Butler, 2010)

By studying prior research both advama@nd disadvantages have been found, which will be
presentedurtherbelow.

1.2 Advantages and disadvantages with a multicultural team

Multiculturalism makeslecisionmakingwithin a team more challenging, which is confirmed
by empirical research indidag thatobjectivesin multicultural teams more often are not
realized(Zander & Butler, 2010 This is a result of increased complexity in achieving
cohesion and social integratiomhich is necessary for a team to be productive.

However,cultural diversly givesa broader perspective with more vantage points ontbhow
solve a problem (Adler & Gunderse2009 (Siebdra, Hoegl & Ernst, 20D9Therefore,
multiculturalteams are often also the most effective teams withorganization (Adler &
Gundersen208). The inconsistency in the fact that a multicultural team has better conditions
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to solve problems, but yet end up solving fewer problems, suggests that there is a lack of
knowledge in how to manage and motivate diverse teams.

Anotherstudy pointed towals higher satisfaction within heterogeneous teams than
homogeneouteams(Stahl, Maznevski, Voigt & Jonsen, 2009). This leads to an important
tradeoff in managing multicultural teams: balancidigergencemore points of view, with
convergenceunanimityin decisioamaking. Managing this traeeff is complicated and
emphasizes the importance of leadership in teams (Adler & Gundersen, 2008) (Stahl,
Maznevski, Voigt & Jonsen, 2009).

This does not suggest thairhogeneous teanae less in need of effectiveanagement,
nevertheless. Nemulticultural teams havehown to be more exposed for OgroupthinkO,
where group members try to minimize conflicreach a consensus decision. Lack of
diversity can lead teams to not consider alternative solutions realjstarad thuscreating
poorer decisiongAdler & Gundersen, 2008).

Multicultural teams should have an advantage in avoiding groupthink ovenalicultural
teams, at least as long as the multiculturalism is apparent.

1.2.1lIncreased potential in multicultural teams

Thebenefits of cultural diversitincreasea teamOs potentiauit realizing thipotential to its
full extentis complicated by the added difficulty in gaining team cohedvniticultural
teams therefore tend to perfoononsiderablybetteror considerablyworse then singleulture
teams(Adler & Gundersen2009§.

Multicultural Teams = Single-Culture Teams

Highly Ineffective Average Effectiveness Highly Effective

Team Effectiveness (Based on model by Adler & Gundersen, 2008)

Since many teams are noteko utilize this potential, theomplexity sems to overweigh the
benefits if teams areoh managed in the right wayhis further stresses the point that
multiculturalism is not a sufficient condition for superior performance.

To understand how to manage the right wiaig, important to be aware of both static aspects
such as the actual cuttl differences that exist, and team processes such ahé@ow

leadership is carried ouhccording to Stahl, Maznevksi, Voigt & Jonsen (2Q089ither
researctshouldbe conducted on cultural diversityOs effect on team processes, rather than a
teamOs dta aspects



1.2.2Creativity in multicultural teams

Multiculturalism in teamsendsto fostercreativity, where more innovative ideas are
generated (Fasimmons, Miska & Stahl, 201{)eung, Maddux, Galinsky & Chiu, 2008).

According toEncyclop¥.diadBritannica Online (2011), creativity i9the ability to make or
otherwise bring into existence something new, whether a new solution to a problem, a new
method or device, or a new artistic or form.O

If a multicultural team is able to utilize their increased tivéy, it is beneficial for them in
solving highly complex tasks (Adler & Gundersen, 2008).

1.3 Knowledge gaps

There is plenty of research on managing multicultieamshowever, most ot is focused
on project teamwithin large organizationéSiebda, Hoegl & Ernst, 2009 Brett, Behfar &
Kern, 2006) There is little research on how diversity affects business growth in a small
business environment.

The studies are also focused on leadership in teams as assingienot taking into account
the diverse sources of leadership within a team that may é@geson, DeRue & Karam,
2009. To increase the understanding of effective leadeishgams, it is important to
consider leadeteam dynamicas well(Zander & Butler, 2010

Moreover, researcls ioften focused on how to handle the complexity with multicailti@ams,
but not how to use itgreater potential to achiebetter performancé&kesearchers seem to
agree on that multicultural teams do have a greater potential of performance, butsstif mo
these teams are performing worse than sioglure teams (Zander & Butler, 2010). The fact
this inconsistency exist, encourages further research to be done.

Anoctherarea in need of more knowledigehow to manage diversity when teams are virtual
The use of global communication tools instead of meeting faeedincreases the risk of
miscommunication withineams (Adler & Gunderse2008. A higher degree dlispersion,
i.e. distance ieveen team members, can be benefidiat it adds to the captexity of
leadership $iebdra, Hoegl & Ernst, 2009

1.4 Aims

This study will &plore howproblem solvingdiffersin multicultural anchon-multicultural
teams andwhethemulticultural teams are better suited for creative problem salving
Moreover to seek further knowledge dbbw a managerealizes the gains of multiculturalism

Research questions:

- How does problem solving differ in culturally diverse teams?
- Is there an increased potential in multicultural teams?
- If so, how do you realize those betefis managér

The study will be focused on domestic multiculturalism; i.e. multiculturalism existing in
domestic companies, rather than multinational companies operating all over the world, which
prior research to a large extent has been focusethawill further acknowledge the

increased level of diversity that is affecting business in their Faon®in, not just when they

are operating abroad (Adler & Gundersen, 2008).

! ||+
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1.5 Global context and societal benefits

Teams a the building stones of a comationBthey provide the organization with the
necessary means to realize corporate g&db@ra, Hoegl & Ernst, 20D9A manager is
dependent on them in order to be succesaful it is therefore important todrease our
understanding of how to makigem thrive(Harvard Business Review, 2011

An important factodetermining teamsO suc¢essl thus companies©how well cultural
diversityis managed. ®¥ry few teams operate in an environmeng firem global influences,
and managing cultural divetg is therefore becoming an important issue for managers all
over the world Adler & Gundersen2008§.

By expanding the knowledge on how diversity increases teamsO, and thus organizationsO,
performance, companies will have more incentives to emphasizeftioets on diversity and
inclusivenessThis creates a virtuousycle, since companig¢bat value diversityare also

more likely to gain the benefits from Ei{zsimmons, Miska & Stahl, 2011

An inclusive societys important to increase the underslisug of other cultures and pele
with different background® fight back prejudice that unfairly categorizes people, and
impedes economy growth.

By studying howto realize thencreased potential from cultural diversitiiis research will
give insight & how working with diversitywill not only give societal benefits, but also
support business strategy and increasesinessQerformance.

Furthermoreit will also pursue to provide further evidenitet a multicultural work force
enriches rather thdimmits a business, and provides a competitive advantage for the future.

2. Study Method
2.1 Philosophical Basis

Due to the extensive research that has been done on multicultural teams, | will use a deductive
approach in this study. This will be based otual knowledge from both theory and

empirical studies, from which | will draw inferences to come up with a hypotf&sismders,

Lewis & Thornhill, 2007)

A downside of using this approach is that | cannot observe all possible variables that affect
the prenomenon of my study. This means that the study will pursue to find correlations
between variables and significant differences between groups, rather than to understand why
thesecorrelations and differences exist.

The orientation of the research will begitivistic, which means that | witibjectively assess

all data that | collect without imposing my own interpretation on it. The goal is to explain and
predict what conditions that are causing the phenomenon of my study, and to generalize these
findings into a larger publicHowever, objectively assessing all data that is collected could be
seen as an impossible task, since | am the one deciding what information to look for and
which variables that are relevant (Saunders, Lewis & Thornhill, 2007).

Still, nevertheless, Will conduct this study based on the assumgtiahl can be objective,
andthat lonly draw conclusions from actual facts and fn@tn my impressions



2.2 Primary and Secondary Data

!

Primary data imew information that is collected fougposes of current research. Secondary
data is preexisting information gathered for other purpo&@arson2002).

Given the deductive approach, this study has gathered secondary data prior to primary data, to
find out what is already known on the subjetimanagingmulticulturalismin teams Based

on the findings in the secondary data, a hypothesis has been created, which is tested in
experiments. Theesults are measured quantitatively andtlagesource of the primary data.

2.3 Evaluation of Sources

!

To convince readers that the presented data is reliaalinlg where to look for information
and what to accept is an importaask in writing research papgRurdue OWL, 2010).
When choosing sources for this study, an initial appraisal of the s@ed asan analys

of the content has been made.

2.3.1 Initial appraisal

The majority of the sources used in this study are scientific articles publisived-known
journals of business or psychology. These scientific articles have been gathergt thro
Boston UniversityOs Library database, which supports the authenticity of these articles.

To describe theory surrounding the subject of this study, reelatedliterature was used.

The iterature does not provide the same level of scientific exptamas publications in
scientific journals, but they are helpful when understanding the topic of managing cultural
diversity.

To a smaller extent, online sources have been used as well. Thedmebawsubjected to
thorough scrutiny to assure they providdiable information. Only online sources that are
backed by larger respected institutions have been used.

Moreover, this study usealarge number of sources to crosference findings between
scientific articles, literatureandonline information Thisminimizes the risk of drawing
conclusions based on authorsO personal opinions and (&biefell University Library,
2011)

2.3.2 Content analysis

After having determined that the source is reliable, the conterfuviberanalyzed while
being read. Té analysis was focusing on the following aspects:

Intended Audience

The needs of this study was compared to the audtereaithorwasaddressing, based on
level of information, assumptions that were made about readers, and the tone and style of
writing (Purdue OWL, 2010).

Level of Objectivity

Sources were read critically to distinguish between facts and opinions of the author. This is
not an easy task, however, as skilled writensconceive their interpretations as facts
(Cornell University Library, 201). If an authorOs findings vastly differed frother
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researchers in the field, then that source was more carefully scrutinized, to counter the risk of
misinterpretation of facts and opinions.

Coverage

This study used a variety of sources indicating Ipotis and cons with multiculturalism. It
has also used a mixture of primary and secondary sources. When a source has referred to
another source, this study has tried to find the original.

3. What is C ulture?

To understand how culture affects teams andeiestuip in teams, it is important to define

what culture really is. Culture has been defined in numerous ways, and is often thought of in
terms of nationality and ethnicity. However, culture is just as much about other dimensions of
our social identitysuchas gender, religion, region of the country in which we live, political
affiliation and aggShriberg, Shriberg & Lloyd, 2002).

This aspect has been further stressed in multicultural psycheWbigh studies all aspects of
human behavior that happens wipgople from more than one cultural background encounter
each other. In a study on the relationship between multiculturalism and creativity, culture was
defined as Oa set of loosely organized ideas and practices produced and reproduced by a
network of inteconnected individuatdLeung, Maddux, Galinsky & Chiu, 2008)

Ethnicity is many times the most salient feature of our culturechmight explain why we
oftenrelate only this to culturdut, the ethnicity in itself is not what is affecting peopleOs
behavior; it is the underlying values and beliefs that shape our perception of the world (Adler
& Gundersen, 2008).

Kroeber and Kluckhohrnl@52 hasgiven a elaborated definitiothat further explains what
culture is,whichhas become one of the most conmamd generally acceptéefinitions of
culture(Adler & Gundersen, 2008):

OCulture consists of patterns, explicit and implicit, of and for behavior acquired and
transmitted by symbols, constituting the distinctive achievement of human groups, including
their embodiment in artifacts; the essential core of culture consists of traditional (i.e.
historically derived and selected) ideas and especially their attached values; culture systems
may, on the one hand, be considered as products of action, on theastbenditioning

elements of future action.O

Culture therefore does not only explain what affects our behavior now, but also how we will
continue to behave in the futufihis is important because it shows that culture is deeply
rooted and not likely to @nge.

3.1 Definition of Culture

Thedefinition that will be usethroughout this study i€The lens, shaped by the social
context in which we grew up, that determines how we perceive and react to objects and
occurrences in lif&®

This definition accountfor all differences that constitute our social identity and therefore
supports the view this study will have. However, as the definition of culture is broadened, all
teamswill eventuallypecome multiculturalTo be able to account for a broader defimitad
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culture while still comparing performance between different levels of multicultural teams, the
empirical study will primarily determine culture as national culture. Other aspects of culture
will be recorded in the study and used in the statisticdysisa

3.2 How do cultures vary?

Prior research indicates tldifferentcultures have different ways of leading, motivating,
communicating, decisiemaking and organizing (Adler & Gundersen, 2008).

A well-adopted framework in business for understandiffgrénces in culture is Geert
HofstedeOs cultural dimensions, which identifies systematic differences in national cultures
(Hofstede, 2001 This is one of the most cited and popular frameworks in international
management and human resource developmedtdhvili & Kuchinke, 2002)

Even though this framework is made gmielydetermining differences between national
cultures, italsoexplains how a perspective towards a problem can differ between individuals,
which make it relevant for this study. Tharimework identifies five primary dimensions to
differentiate cultures?ower Distance, Individualism, Masculinity, Uncertainty Avoidance

and Long Term Orientation.

Power Distance

Power distance ide extent to which a society tolerabebalanced distribudn of power. In
cultures with high power distance, the respect for authority and hierarchy is high. In business
this is seen through centralized and vertical leadership, where few subordoretieleiit as
appropriate to challenge their managersO ofidefstede, 2001)

In low power distance cultures, people tend to see each other as equals and collaboration is
therefore more likely to happen. In this context, distributed leadership is often more effective
than focused.

Individualism

Individualism is hav likely people are to look after themselves and their immediate family,
rather than the needs of sogidn individualistic culturesachievemenand initiativeare

highly valuedand these culture tend to have more democracy and freer political systems
(Hofstede, 2001)

The opposite of individualism is collectivism, and in these cultures there is an emotional
dependence on organizations and strong belief in group deciSlia®xpresses itself in e.g.
companies enforcing values and beliefs from the tnd

Masculinity

Masculinity determines how a culture appreciates traditionally masculine values such as
assertiveness and materialidma culture that putsiasculinity in a low regard, relationships
and quality of life is emphasized. This is seen ineneomen in higHevel jobs and less
work-family conflict (Hofstede, 2001)

Uncertainty Avoidance

Uncertainty avoidancis how threatening ambiguity is perceived to Wéen itis high,
managers tend to make lavgk decisions and closely follow laws andgedures. In low

! "%
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uncertainty avoidance culturesgtivities within a company atess formal and riskaking is
rewarded (Hofstede, 2001).

Long Term Orientation

Long-term orientation is the extent to which peopbeepts material, social, and emotional
neals to be delayed. Cultures that are oriented towards the long term are more inclined to
sacrifice shorterm profits for investment in the future (Hofstede, 2011).

Not generalizable to individuals

This framework is robust, but it cannot be generalized fodividuals; depending on how
individuals were brought up, they may vary within a culture as well. This stresses my point
that culture must not be seen as only national, but all aspects that shapes our vision of the
world. It does, however, show how peption can differ, and explains why peopleo are
exposed to the same situation nagrpret it very differently.

3.3 Cultural Synergy

As a manager it is not enough to manage these variations, however, a manager must also
foster cultural synergyCultural synergy occurs when team members share their diverging
knowledge and perceptions, to increase the @@erformance.

Thefundamentahssumptiorunderlying synergys that he total effect of a teaim greater

than the sum of &cts wherteam memberareacting independenthConsequentlya

manager must use peofalifferences to achieve growth that supersedes single contributions
from each team memb@darris, 2004)

Using peopleOs different perspectives to achieve better outcomes is alsosialiedfia has
been mentioned as an important factor in achieving success in multicultura{Braths
Behfar & Kern, 2006)

4. Problem Description D Realizing multicultural benefits

OCulture is more often a source of conflict than of synergy. Cultiff@lehces are a
nuisance at best and often a disasté&@r. Geert Hofstede

There is plenty of research suggesting that multicultural teams inherit an advantage towards
singleculture teams in the form of increased creativity, more perspectives usgfableam
solving, less likely to be subjected to groupthiakd members within the tedmeingmore
satisfiedwith their work(Adler & Gundersen, 2008) (Siebdra, Hoegl & Ernst, 2009)
(Fitzsimmons, Miska & Stahl, 2011) (Stahl, Maznevski, Voigt & Jonser9)200

Neverthelessmulticultural teams tend to perfonmoorerthan singleculture teams, despite
these advantag€Earley & Gibson, 2002) (Ely, 2004) (Zander & Butler, 2010)

In the following paragraphsppential factors affecting thdiscrepancyetweenncreased
potential andlecrease@erformancewill be described based on current empirical research
and literature. | will then describe howeste findingsare shapinghe theoretical framework
for this study, and finalljnow this stdy will be positionedwithin this framework.



4.1 The impact of social context

In homogenous teams, membersO behavior is more potibtanks to a shared identity,

which makest is easier to create trust within a team. In heterogeneous teams, on the other
hand, the lack o shared identity can cause discomfort and difficuiiemmunicating,

which has been an explanation to why these teams often perceive their interactions as more
inefficient (Phillips, Liljlenquist & Neale, 2009).

Degite team members reporting a morgatéve perception of overall performance, these
teams have shown to perform bettehillips, Liljenquist & Neale, 2009 herefore, it seems
to be more uncomfortabieith multiculturalismfor team members, but yet better foe
overall performance.

4.2 Similarity and difference

Strong leadership has long been relatedltigh level of cohesiveness within a team. Several
studies have shown that the more similar two groups are, the more likely theglaaeto
conflict when put togetheandthereforedewelop group cohesiveneittinsky & Simon,

2007).

This suggests that emphasizing similarity within a team increases performance; however, a
lack of difference might just as well exacerbate wgraup relationshipg-ocusing on

similarity confines diversepinions and activitiesand therefore decreasgeativity and
effectiveness (Pittinsky & Simon, 2007).

The perceived importance of similarity to create positive relationships between groups might
entice managers to project similarity; assuming that lpesme similar even thotg

fundamental differences exi€imilarity, nevertheless, is only one pathway among many to
achievinggroup cohesiveness (Pittinsky & Simon, 2007).

4.3 Acknowledging cultural differences

Another factor causing amages to refrainfrom acknowlediang cultural differencess to

avoid the risk of being labeled as prejudiced, racist, sexist, ethnocentric or unprofessional
Managers want to treat all as equals to prevent discrimination, and therefore choose to not see
how people diffe(Adler & Gundersen, 2008)

This cultural blindness limits our ability to gain froraving a multicultural team, anday be
an explanatioto why multicultural teamsftenperform poorethan singleculture teams

4.4 Team composition

Prior research hasstablished empirically that team performance is related to team
composition. Thidas led to further research on the process of putting teams togetinemvand
to choosdeadershipstyle (Morgeson, DeRue & Karam, 2009).

Zander & Butler (2010) proposed foleadership style address different kind of
multicultural team compositionsinge, paired, rotated, and sharétbwever, when dealing
with complexities, shared leadership, i.e. collective leadership shaped by multiple sources
within a team, has shawto increase team effectivesseand problersolving capacity (Day,
Gronn & Salas, 2006)



Therefore, shared (distributed) leadership might better foster collaboration and
communication within multicultural teams.

However, since teafieaders often find theselves in situations where the team composition
is already given, choosing the right style of leadership is more relevant to seek further
knowledge of than handling team composition.

4.5 Approaching Cultural Synergy

These findings stress the complexitynedinaging multicultural teams. Nevertheless, it also
provides potential solutions of how to realize the benefits of having a multicultural team.

A recurring explanation farnrealized gains seems to be whether cultural differences are
acknowledgd or not,and if they are, whether the impacts that comes along with it are
adjusted for. The goal is not to minimize the downsidetivarsity; it is rather to reognize

the differences that exiahd use therto achieve cultural synergy. It is thus not diversity

itself that determines success, but the managerOs approach to it (Adler & Gundersen, 2008).

Perspective #2

Perspective #3
Perspective #1

Multicultural

advantage .
= *
w

!
lllustration of multicultural advantage

4.6 Gaining a Multicultural Advantage !

!

In the following empirical study, will pursue to find variables thatlock a possible
advantage inherited in multicultural teams. Furthermore, | will also identify differences
between multicultural andon-multiculturalteams, and compare it poior empirical studies
and literature.

5. Terminology

!

This study contains terntbat have a specific meaning wittihre context of team
management as well as within the scope of my research. To provide a more accurate
understanding of this subject, | will in the following subchapters explain key terms further.



5.1 What is a manager?

One of the definitions given in a dictionary of a manager is Oone who is in charge of the
training and performance of an athlete or a teamO (TheFreeDictionary, 2000). This is the
definition that closest represent the view | will have in this thesis; hawewill take into
account that a team may very well undertake a collective form of leadership through
empowerment and involved decision making (Zander & Butler, 2010).

Therefore, my definition will be Othqfunction, single or multiple, that is in clo&tbe
training and performance of a teartt@ my belief thathis will provide a more accurate
view of how leadership is affecting multicultural teamsO performance.

5.2 What is a team?

A team is a collection of people who are put together to warkem@tively in acomplishing

a purpose and gaaleams can be organized bothlfmmrg andshortterminteraction, and they
can be effectivas well asneffective.Theymay also differ in number, e.theycan consist

of three or five people, and have difént access to resources and skills (Adler & Gundersen,
2008).

In this study, however, all these valebwill be held constant between different teams

5.3 What is a multicultural team?

Multiculturalism refers to the consistent interaction betweeaplgefrom different cultureA
multiculturalteamis a team that consists of people from more than one c(idter &
Gundersen, 2008)

Multicultural teams can be divided into three different gzpe

- Single culture team (all team members share a sitvélekgroundl
- Dual culture teanftwo distinct cultures exist amortgam members)
- Multicultural team (three or more cultures are represented by team members)

In this study, culture is not only referring to national culture, but all aspectshidyadour
perceptionof the world, such as gender, education and age

5.4 What is increased potential and performance?

Potentialis in this studyindicatingan increased level of maximum performariee a
capabilityto achieve greater resulteformancefurthermae, denoteso an improvement in
problem solving This ismeasuredn the ability to solve creative problems, and the time
needed in doing so.

6. Hypothesis Formulation

6.1 Background

Prior research omulticultural teams hagenerated various resultadicating both

advantages as well as disadvantages. The advantages that comes along with multiculturalism
has gainea lot of support in theory, with several studies giving detailed explanation and well
developed arguments for why these advantages insrpas®rmanc¢Adler & Gundersen,

| )



2008) (Fitzsimmons, Miska & Stahl, 2011) (Siebdra, Hoegl & Ernst, 2009) (Zander & Butler,
2010)

In practice, however, disadvantages are far more often reported when dealing with
multiculturalism than advantages. Thesadvantages stems from lack of cohesiveness,
communication problems, and tension caused by varying beliefs in how team leadership is
supposed to be conduct&tahl, Maznevski, Voigt & Jonsen, 2009)

Due to the commonly reported challenges in multicultigains, there is plenty of research
explaining how to lessen the effect of disadvantages.tBeitsolution of how tasethe
theoretical gains from multicultatismand realizing them ipracticeremainssomewhat of
mystery.

Studies that have been trgito solve this discrepanaydicate that multiculturalism is an
uncomfortable subje¢hat managers prefaotto deal with. This is shown in pure ignorance,
or in projected similarity, where the manager actually believes that differences do not exist
(Adler & Gundersen, 2008t has also pointed out that prior empirical research is mainly
focused on teams with leadership as a single source, and that this approadie onight
factorcausing poorer performance, suggestimagthis type of leadership isorse suited for
multicultural teamgMorgeson, DeRue & Karam, 2009)

These findings leadhe to assume that the acknowledgment of cultural differences plays a role
in whethergains are realized or not. The acknowledgmeunhtaracts projected similarity

ard at the same time enlightens tearamberon how multiculturalismcansupporthem n
reaching their goals, particularly when solving problehiss presupposes that team

members are willing to share their differences, however, and to facilitate thesprashared
leadership might be better suited.

6.2 Hypothesis Formulation
Constructed on what s&ated above, the main hypotheseearticulated as follows:

Hypothesisla
Multicultural teams are better at creative problem solving thammdticultural teams
Hypothesis 1b

Acknowledging multiculturalism within a team increapesformancen creative problem
solving

6.3 Objective of Empirical Study

The goalwith this empirical studyis to find differences in problem solving between
multicultural anchon-multiculturalteams, as well as tdentify successful practices in
realizing multicultural gains.

My objectives can thereforelsummarized to:

- Comparingthe performance on creative problem solving between multicultural and
non-multiculturalteams
- Assessinghow performance is affectdry acknowlelgement of cultural differences



7. Empirical Method
7.1 Choice of Method

This study aims to confirm that multicultural teaame better at creative problem solvjagd
to provide further knowledge on how tafize thisbenefit My hypothesis is that by
acknowledging a teamOs multiculturalianteams more likely to draw the benefits from it.

In order to achieve these goals | will conduct experiments on multiculturalcand
multiculturalteams, where they@asked to solve a problem thetuires creidvity. This
experimenwill be accompanied by a questionnainat determines their nationality, gender,
knowledge of other team members, heffiective they perdeed the group discussion to be
and other varidps that are relevant for this study.

7.2 Creativity Task B Duncker OsCandle Problem

The creative task used in this studijl be Duncke®<andle Problem. In thissk, the team

will be presented with a box of thumbtacks, a pack of matches, and a lyargllen a table

next to a cardboard wall. The team will be instructed to attach the candle to the wall, without
it dripping wax onhe table or the floor. Onlgems on the table are allowed to be used.

The solution is to use the thumbtacks to attachtthmbtack box to the wall, and then use the

box asa platform for the candle to stand on. Reaching this solution is a measure of creativity
since it forces @articipantto overcome the mental block of using an object in an unfamiliar

way (Duncker, 1945)This phenomenotis called functional fixedness, and research has

shown that this phenomenon is universal; i.e. it occurs regardless of culture (German & Batrret,
2005).

The Candle Problem (Wikipedia, 2011)



7.3 Prior usage of DunckerOs Candle Problem

DunderOs Candle Problem has been used in several studies to measure ¢(kéadidity &
Galinsky, 2009) (Leung, Maddux & Galinksy, 2008) (Isen, Daubman & Nowicki, 1987)
recent study used this taskdlmowcausality between multicultural experiences am@tvity
at the individual level (Maddux & Galinsky, 2009). In this study-fille MBA students at a
large American business school were asked to shé/eandlgroblem online prior to a
lecture on culture and communication. Participants were shopwietuae of the task,
individually, andthenasked to type itheir answer in a text box

Of the total amount of participants, 54% correctly solved the problem. A binary logistic
regression was made on their analysis, adjusted for age, gender and natiehlit
indicatedthatstudying abroad as a positive predictor of creative solutions (Maddux &
Galinsky, 2009).

In another study, DunckerOandle Problem was used to show a correidtietween positive
affect, i.e.being in a positive mental statmdperformance in solving creative problems (Isen,
Daubman & Nowicki, 1987)This study was conducted on college students in exchange for
extra credit on an introductory psychology class.

7.4 Selection of participants

Participants will be undergraduate stot$efroma largeAmerican business schoavhich
ensures a fairly equal educational and intellectual I&eheutralize unmeasured factors,
participantswill randomlybeassigned into groups. The process of randomization gives
control over all factors #t maycause thelependent variable (Gars&02.

Testing forselection bias

Data on knaledge of other team membemsd whethea participant hastudied abroadaill
be gatheredrlhis is to be able to test whether other factbasmwhat is mentionedithe
hypothesisare causing the dependent variable (Statnotes, 2011).

7.5 Procedure

Overview

Participants willreceive instructiongintly in a classroom. Instructions are given verbally as
well as on a paper, together with the objects lying on a.tdbkeinstructions will specifically
indicate that only the objects on the table can be {(issttuctions that were used can be seen
in Exhibit #]). The participants are then randomized into teams of four, and divided equally
into an experimental group @m control group. This will be done in three different classes,
which gives three control groups and three experimental groups.

After the instruction, the experimental group and the control group will break out into
different classroomd he experimentajroup will be acknowledged about their
multiculturalism through the observer telling them that they all represent different cultures,
whetherit is national, gender, region in the U.S. where they grewvhgh gives them more
perspectives on how to solttee problemand that this is beneficial in this task. They were
also presented with a picture of their multicultural advantageHseibit #2).



Each team will be gen5 minutes to solve the taskhile beingobservedIf the task remains
unsolved afteb minutes, the solution will be coded as incorrect. If the task iedatithin
the time limit, it will be coded as correas well as noting the time taken to reach the answer.

Participants will next answer questions assessing age, gender, nationalitiedge of other
team membersyhether they have studied abrpadd how effective they perceived the
discussion to béseeExhibit #3for the full questionnaire)

Group A: Not acknowledged Group B: Acknowledged
Team #1: Team #4:
Team #2: Team #5:
Team #3: Team #6:

Group setup

7.6 Reliability and Validity

The purpose of demonstrating reliability is ssare that the study measures what it is
supposed tbe measuringWithout reliability, the research is not replicaliReplicability is a
fundamental requirement in scientific metteidce it determines whether the stwuil

generate the same resuitalependent on wén the study is conductedhere the same
conditions are presefftatnotes, 2011Reliability is a necessary, but not sufficient condition
for validity.

The fact that the task used in this study has shown to be a measure of creatirdtgse g
culture, that the materials used are artifacts that participants will be familiar of despite the
level technological advancement in their national culture, as well as decisive outcome (either
you solved it, or did not solve the task), helps iaseereliability.

A study is valid when its conclusions are free from logical errors as well as based on the
measures it is declaring to be measuring (Statnotes, 20ithput validity, a sady contains
biases that weaken the meaningfulness of it.

Below, relevant biases for this study will be explained, as well as how they are controlled for:
Selection bias

The selection procesdfects the validity of a research. If every participant has an equal
chance to be put into any of the groups tested, the tyallidireasesThis is satisfied through
random assignment (Gars@f02.

Evaluation apprehension

! HH#
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A study is more valid if participants have a natural apprehension of belaisctivitiesIf
participants receive sponsorship for engaging in the stualyatt might bias their
performance. Therefore, no such sponsorship will be given (G&808,

Control awareness

If the control group is aware of that it is not receiving the same treatment as the experimental
group, they mightultivate attitudes thaaintthe result. Therefore, all participants will be
unaware of what the study is measuring, and how it is measu(®graon 2002.

Face validity

This determines whether the outcome that is measured really has to do with the phenomenon
that is being @idied.In the context of thistudy, whether the assignment particip@ate
subjectedo is a valid measure for creativity (Gars@0032).

To improve face validity, DunckerOs Candle Problem has be chosen, which has been used in
several studies before a measure for creativity (Maddux & Galinsky, 2009) (Leung,
Maddux & Galinksy, 2008) (Isen, Daubman & Nowicki, 1987).

7.7 Research Ethics

!

Informed consent will be obtained from all participants in this research. This entails
explaining the purpose ofdlresearch (without impacting the research design) and how the
results will be used.

All participants will be anonymous and answers will be kept confidential. To improve
confidentiality, reports are only made at the group leMelreoverthe school, as Wewhich
classes participantgereselected from, will not be mentionedthre study(Garson20032).

7.8 Preliminary testing

A pilot test of the experimentas conductedn a single individual (with multicultural
experiences) as well as on a multicultuesm. The experiment did work as intended, and the
solutionsparticipantgroposed aligned with what other researchers have experiehesd

using DunckerOs Candle Prohl&wnth subjects were able to solve the tastkin the allotted

10 minuteslin the nain experiment for this study, only 5 minutes will be given to participants
as they are operating in teams with more team members.

8. Results

The data has been analyzed usiagparisorof meansindependent-test,oneway ANOVA
and tweway ANOVA in SPSSStatistics Version 19 for MAC.

Prior to the analysis, all data was checked for inconsistencies to exclude invalid data or
outliers. No such data was found.

Statistical significancés accepted at the @35 level.

8.1 Demographics of Participants
|

70 stuebnts participated in the study, out of which 68 answered the sUives were
randomly assigned into 18ams 16 with four team members and two with three team

I #$
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membersOf all participantsvho answered the survey3% (36) were male amtiV%(32)
were fanale.

Table 1.Gender of participants

Gender

Percentage
Male 53%
Female 47%

96% percent of the students were betwee@2¢ears old. Only 1 percent was older than 26.

Table 2.Age of participants

Age
Percentage
16-20 3%
21-25 96%
26-30 1%

Out of the total 18 teams, 34% were dual cultural, i.e. two national cultures were present. 66%
of the teams had more than three national cultures present in their team. No teams were purely
single cultural.

Table 3 Number of national cultures teams

National cultures

Percentage
Dual Culture 34%
Multicultural (3) 31%
Multicultural (4) 35%

Slightly less than half of thetudents had studiexbroal prior to doing this exercise.

Table 4. Number of participants who had studied abroad

Gender
Percentage
No 57%
Yes 43%

8.2 Analysis and Statistics

An independent-test was made ahe variablesolved tasicompared to all other variables.
The same test was also madetmm variabldime to solve task and the type of group (whether
the group was acknowledged or not).

! #Y
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Significantdifferences between groupsll be presented below, as well esrrelationghat
are relevant to the hypotheses of this study.

Table 5 Independent-test on the variable type of group

Acknowledged Not acknowledged

N M SD N M SD Sig.
Solved Task 35 0.77 043 33 0.70 047 .494
Gender N 35 046 051 33 048 051 .822
RespondentOs Age 35 094 024 33 1.03 0.17 .088

Level of Multiculturalism in Team 35 234 084 33 1.42 0.71 .000**
Perceptiorof Multiculturalism 35 520 151 33 546 1.48 .486

Studied Abroad 35 0.57 050 33 0.27 045 .012*
Knowledge of Team Members 35 1.00 0.80 33 1.30 1.16 .213
Done Exercise Before 35 0.03 0.17 33 0.00 0.00 .335
Difficult to Solve Task 35 291 162 33 3.24 186 .439
Worked Effective Together 35 6.17 1.07 33 6.30 1.10 .619
| Made a Contribution 35 540 1.26 33 506 148 .312
Time to Solve Task 27 89.7 46.5 23 95.46 19.91 .001L**

*P < 0.05, *P <0.01
8.3.1Independent ttestwith the solved taskvariable

The more complicated a participant perceived the task to be, the less likely the participant was
to solve it(p=.000) A participantalso perceivetiim/herselfto work bettemwith other team

members if the tearsolved tte task than if they did not (g335) Both these outcomes were
expected.

Randomization put more participants who studied abroad and created more multicultural
teams in the acknowledged group.

Table 6 Distribution of multiculturalism and studied abroad participants in groups

Studied Abrad Level of Multiculturalism in
Team
N M SD N M SD
Not Acknowledged 33 0.27 0.45 33 1.42 0.71
Acknowledged 35 0.57 0.50 35 2.34 0.84
Total 68 0.43 0.50 68 1.90 0.90

8.3.2Effect of multiculturalism
I

In this study, as thievel of national cultures present in a group increased, the team tended to
perform bettentthis task.



Table 7 Success based on level of multiculturalism in team

Solved task

N M SD
Dual Culture 31 0.65 0.49
Multicultural (3) 13 0.77 0.44
Multicultural (4) 24 0.83 0.38
Total 68 0.74 0.44

!
However, this is only a weak trend at best anstetistically equivalent (p£l7).

Males on the other hand, were significantly more likely to stivdask in a multicliural
group than ira dual culturagroup (p=048).

This correlation was not seen in females, who were indifferent to the level of multiculturalism
in their team.

Table 9 Success of males and females based on level of multiculturalism in team

Males Females

N M SD N M SD
Dual Culture 18 0.56 0.51 13 0.77 0.44
Multicultural (4) 11 0.91 0.30 13 0.77 0.44

Anothersignificant difference waoundin gender and the level of contribution to the team a
participant reported making=.040).Men reported iying 14% more contribution to their
team on average (M=5.56, SD=1.52, N=36) than females (M=4.88, SD=1.10, Whi32).

was despite the fact that females tended to solve the task more often (M=0.78, SD=0.42,
N=32) than males (M=0.69, SD=0.47, N=36).

8.3.3Effect of multicultural acknowledgement!

!

Whether aeamwas acknowledged or not, did not have any effect on the likelihood to solve
thistask(p=.494). In thigparticular samplef% more of the acknowledgéemssolved the
task(N=35, M=0.77, SD=0.43han the teams who were not acknowled{¢d33, M=0.1D,
SD=0.47)

The acknowledgement did, hover, affect the time it tooteamsto solvethis task(p=.001)
Teamswho were acknowledged, sotvé on averag®2.5%faster(N=27, M=89.7,
SD=46.6)than teamsvho were not acknowledgdtl=23, M=165.4, SD=95.5)

A two-way between group analysis of variance was conducted to explore the imiypet of

of groupand the level of multiculturalism on levels of time to solve t@sle interaction

effect between the typof group and the level of multiculturalism svstatistically significant
(p<.01).There was also a statisticaltyain effectfor both type of group and level of
multiculturalismonthe variabldime to sole task(p<.01). It seems to be the case that a
participant who is acknowledged, but also operating in a multicultural team, solves this task
faster.

! #
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Posthoc comparison using the Tukey HSD test indicated thatitfeence inmean score for
dual cultural ananulticultural (3) was significantvhere miticultural (3) was the fastest
group(p<.01). Furthermore, ther&asalsoa statistically significant differencleetween
multicultural (3) and multiculturgl4), where multicultural (3againwas the fastest group
(p<.01).

The same analysis was made vatiived task sithe dependent variabl€his did not show
significant differenes in main effectdt did, however, come very close to a significant
difference in an interaction effect between acknowledgement and multicultuceditime
variable solved tas{p=.051).

8.3.4Effects of studying abroad

As staed before, thereveremore students who studied abroad in the acknowledged group
than in the group who was not acknowledged. To see if studying abro@duweasg the
differenceseen irthe variabldime to solve task anthe variable type of groy@ twoway
ANOVA was made.

This showed that thesgereno interaction effectdetween studying abroad and
acknowledgmentMoreover, participant&sho studied abroad in the acknowledged group
tended to sele thetask slower than participantgho hadnot studied abroad.

This was the opposite for the ranknowledged teams, where studying abroad tetaded
cause the task being solved faster.

Table 10 Effect of studying abroad and acknowledgement on time to sake ta

Time to Solve Task

N M SD
Acknowledged, Study Abroad 13 99.8 42.7
Acknowledged, Not Study Abroad 14 80.4 49.5
Not Acknowledged, Study Abroad 6 139.5 92.2
Not Acknowledged, Not Study Abroac 17 174.5 97.6
Total 50 124.5 81.8

Overal, having studied abroad did not give any benefits in this study. The tendency was in
fact the opposite, showirthatparticipans who studied abroad 13% ledsely to solve this
task(N=29, M=0.66, SD=0.48) than participants who did not study abroad(N430.79,
SD=0.41). Thisdifferencewas not significanthowever (p=0.202)

9. Discussion

!

Prior research has shown both advantages and disadvantages of multicultural teams, where
advantages are more often reported in theory and disadvantages morecofégoded in

practice (Brett, Behfar & Kern, 2006) (Govindaran & Gupta, 2001) (Zander & Butler, 2010).

This thesis set out to investigatenulticultural teams are better than Aowlticultural teams
in problem solving antiow to redize these possiblegnefits as a managérhis was done
throughan experiment on different level of multicultural teams, where they were asked to
solve a creative problem.

! #(
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Half of the participantseceived an acknowledgement, where they \eggdicitly told about
their multiculturalism.The hypothesis of this study suggests that this is beneficial in realizing
multicultural gains.

Due to the design of the stud| teams were set up with a collaborative leadership source,
where team members worked together with equal atyhéigcording to prior research, this
should be beneficial in solving this task.

Success for a teamas determined in two ways:

1. If ateam solved the task
2. If so, howfast ateam solved the task

9.1 Are multicultural teams better a t creative problem solving?

A benefit frequently mentioned in prior research is that multicultural teams bring more
perspectives to understand a given situation, and therefore should be better at solving creative
problems (Siebdra, Hoegl & Ernst, 2009) (Fitzsimmons, Miska & S2aiil]).

Brett, Behfar & Kern (2006) suggested that multicultural teams could produce better
outcomes by using their different perspectives on problem solving through fusing; i.e.
combining their views to perform better than they would have done indepsgndentl

The results showed thttere is a small increase in success at solving this task, yet not
statistically equivalent, as the level of multiculturalism increases. Participants in teams with
four different cultures were 18% more likely to solve the thak fparticipants in dual

cultural teams (p=0.113).

Due to randomization into groups and participants being selected from a very international
business school, reblelysingle cultural teams were created. The likelihood of single cultural
teams was furthaetecreased by how differenttianal cultures were determined in this study.

Instead of asking for citizenship, this stuaked fothe primary national culture or cultures a
participant identified him/herself with. The purpose of this was to take iotuat

participants who grew up in another country than the U.S., but who had moved there and now
were citizens.

The outcome of theeam distributioralsoraises an important poinfew teams are purely
singleculturaleven in a domestic contefohnstonPoulsen & Forrest, 2007 herefore, a
manager would be more likely to choose the right approach by assuming dissimathety
than similarity of members within a team.

|

9.2.1Effect of multiculturalism on performance of males and females

Even thoughmulticulturalism did not significantly increase performance for participants
overall, it did significantly increase performance for males. Males were 35% more likely to
solve this task in a multicultural group than in a dual cultural grou@.(g8). For émales

there were no difference.

This suggests that men are more likely to be subjected to groupthink, i.e. not considering
alternative solutions realistically, in nonulticultural teams than what females are. This

could be an important finding for managevho are managing male dominated teams with

few national cultures. However, this gender aspect was not an intended aim of this study, and
! #)
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further research should be conducted before any conclusions about males in multicultural
teams can be made.

9.2 Does acknowledgme nt of multiculturalism increase  performance?

!

Overall, there was no difference in the likelihood to solve this task whether a team was
acknowledged or not. It did, nevertheless, significatlgreas¢hetime neededo solve this
task, espeaily if the team was multicultural.

The analysis showed that there is an interaction effect between multiculturalism and
acknowledgement, suggesting that the acknowledgement is more beneficial if the team also is
multicultural. This makes sense as the fssreativity that could be realized should

increase as more cultures, and thus more perspectives, are introduced.

However, on the variable time to solve task, the level of multiculturalism in itself does not
have a significant effect. Therefore, solbbing more multicultural does not help to perform
better at this taskhis confirms prior research, which have found that multicultural teams
does not automatically perform better just because they are multicultural, they need to be
managed in the rightay (Ely, 2004).

Acknowledgement, on the other hand, does have a significant effect even by itself, regardless
of thelevel of multiculturalismBy explicitly telling a team that they are multicultural (even if
they are not in terms of national cultureg) ih fact help them solve this task faster.

This can be related to the broader definition of diversity or multiculturalism not only

about national culture, it is just as much about gender, religion, region in the country where
we grew upand otker factors that affects how we perceive events and occurrences in life

With a broader definition pretty much all teams are multicultural in some sense, and therefore
they all have the ability to gain from their different perspectives in creative probleimgs

Another explanation of this outcome could be that the team sees the acknowledgement as an
encouraging message, resembling of having a manager who believes in their ability to solve
the task. Knowing that you have a manager who believes in youasolthe a factor causing
them to solve the task fastér.

9.3 Limitations

|

The sample used in this study is rather small and the level of generalizability is therefore low.
There was one team of four participants who all were acknowledged, and fronffienendi
nationalcultures, who still were not able to solve this task. Due tariedlsample size, they

did have a considerable impact on the level of significance on some of the main variables. If
this team wouldhavebeen seen a an outlier, more sigfcant differencebetween groups

couldbe found which further supports the hypothesis of this stiiye to the scope aritine

frame of thisstudy it was not possible to pursue a larger sample.

However, thisstudy confirms prior researciggestinghatmulticulturalism in teams careb
beneficial in problem solving, but that this benefit is contingent on how the multiculturalism

is managed. In this study significant differences between multicultural and dual cultural teams
were only found if they also Habeen acknowledl about their multiculturalism, which

verifies multicultural benefitScontingency on management.



This study also only looked at teams with two, thoedour different national cultures; it did

not compare teamshare all four team menelos originated from the same national culture.
This could have been possible by increasing the sample size so that the likelihood of single
cultural teams increases, or by conducting a geigseriment where participants are not
randomized into groups, bsélected by the researcher.

Nevertheless, as the workforce is becoming more global and as multiculturalism is
increasingly accepted at a more broad definition than national culture, no single cultural teams
are likely to exist. It is therefore more vallmfor managers to understand how to realize the
gains from theiemployees@ifferent perspectivesyhich the results from this study are
suggesting answers t@ther than how they ffiér from single cultural teams

9.4 Further Research

|

More and more maagers wil be facing multicultural teama the futureeven ifthey work
domestically. Thereforeinderstanithg how acompanycan benefit from multicultural teasn
rather than how they differ from teams that are not multicultaralbecoming of increage
importance Moreover the multiculturalism is often given and not selected by a manager,
which makes it relevant and interestingriorease our knowledge on how a manager
effectively manages the differences that exist in these teams.

Futureresearch sbuld thusbe focused on hoaw manager realizeéke gains from having
multicultural teamslt shouldalsoconsider multiculturalism in a broader sense, to see if best
practices differ when othgrarts of our social identityary than national culture.

| also believe that more experiments should be done in a setting thablesehat of a work
place, to see if it is possible to establish causality between variables that prior research are
suggesting should be beneficial for multicultural teams.

Most of theresearclon realizing multicultural gains Isased oninterviews with managers
and thé& team membersBY trying out the theoriesesearchas suggestad experiments, it
would increase the possibility to generalize findings, and therefore give marataend
relevantguidance to managers in general when they are wovkithgmulticultural teams.

10. Conclusion

The aim of this studwasto understand the advantages and disadvantages of multicultural
teams, if multicultural teams abetter asolvingcreative problemsand if they are, how a
manager utilizes this benefit in the teams they manage

The resultof this studyshow that multicultural teams are in fact better at creativielgamo
solving thanteamswith lesscultural diversity However, thidinding wascontingent orteam
members beingcknowledged about their cultudifferences.

If a team was not acknowledgeignificant differences in the level of multiculturalism and
the likelihood to solve a creative problevas not foundAn explanabn for thismight be
thatcultural synergydoes not automatically take placemulticultural teams it need to be
facilitated byamanagemwho raisesawareness of theulturaldifferences that exist

In todayOs business, managers often refrain fronoatédging multiclturalismto not come
off asprejudicedyacist, sexistethnocentricor unprofessionglAdler & Gundersen, 2008)
Not doing this, however, makes team members less aware of cultural divigmsityndings

! $+



in this study suggeshatlack of awareness of diversigausesnulticulturalteamsto perform
poorerthan homogenous teams

Another inteesting finding is that maldsenefit from multicultural teams regardless of

whether they are acknowledged or.romale whowaspresent in a teant dour different

national cultures were 35% more likely to solve a creative task than a maleaspoesent

in a team of only two different national cultures. Females, on the other hand, were indifferent
to the level of multiculturalismrlhis indicatesthat men become more creative as more

national cultures are presenttireirteam.lIt is thus imperative that a manager raites
perceptiorof multiculturalism in male dominated teams.

Finally, this study has emphasized the importance of seeing multaligtaras all factors that
that constitutes our social identitather than just national culture. Howevertrasdefinition

of multiculturalismis broadened, it becomes more and more likely that team members differ
somehow in their identity, and all tearaventually then become multicultural.

According the findings in this study, nevertheless, this does not necessarily suggest that the
definition should be narrowed to focus future research on teams that fulfill more limited
criteria. On tle contrary, thistudy suggesthat acknowledging multiculturalism is beneficial
despite very few national cultures being presikmven suggests that national culture might

be irrelevant; it is more important to acknowledge that all team members bringmtiffe
perspetives to the tabland that a manager can increase team performance by learning how
to manage these differences effectively.

In conclusion,tiis therefore better for a manager, in terms of achieving higher performance of

a team, to assume differencesnmtn team membensather tharprojecting similarity.
!
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Appendix
Exhibit #1 B Instruction

The Candle Problem (Duncker 1945)

Attach the candle to the wall, using only the objects on the table,

so that the candle burns properly and does not drip wax on the table
or on the floor.
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Exhibit #2 B Multicultural Acknowledgement

Perspective #1

Perspective #2

-

: Mulﬁc@atural

dvantage
3+
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1322

Perspective #3



Exhibit #3 B Questionnaire

l.1ama:

Male Female
2. My age is:

16-20 21-25 26-30

3. | primarily identify myself with the following national culture/cultures:

4. | perceived my team as multicultural:

Disagree 1 2 3 4 5 & Agree

5. I have studied abroad:

No Yes

6. How many team members did you know prior to this exercise?

0 1 2 3

7. 1 have done this exercise before:

No Yes

8. It was difficult to solve this task

Disagree 1 2 3 4 5 6 7 /Agre

9. As a group, we worked effectively together

Disagree 1 2 3 4 5 6 7 Agree

10. I felt like | made an important contribution to the group:

Disagree 1 2 3 4 5 6 7 Agree
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