CMCT,

CHANGE MANAGEMENT
CONSULTING & TRAINING, LLC

THE N
INDIA
' PRACTICE

ou’ve established your offshore center.

You've navigated the initial transition

hurdles. You have competent man-
agement in place at both ends. You’ve hired,
oriented and trained the first hundred
employees. The work has started to flow be-
tween the onshore and offshore teams. No
major catastrophe has occurred in terms of
missed deadlines, botched projects or infor-
mation security breaches. As the start-up
phase of your offshore undertaking comes
to a close, you’re breathing a sigh of relief.
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But now complications arise as you scale up
and move into the next phase. Your strategy is
to grow the offshore center from a hundred
employees to several thousand over the next
couple of years. As you increase your hiring,
you no longer have access to as many employ-
ees who have prior experience with American
or multinational companies. Back home, as
more and more projects move offshore, the
virtual global teamwork pattern affects ever-
larger numbers of onshore employees. The
growth of your center puts in place a whole
offshore management structure that may or
may not mesh well with your domestic man-
agement structure.

Now things are not going so smoothly any
more. Employees at both ends exhibit symp-
toms of stress. Frictions and mutual irrita-
tions don’t disappear with time. You hear
complaints about communication failures,
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commitments not met and tensions around
matrix reporting relationships. If you ignore
this state of affairs long enough, you get to
the point where initial good will and positive

Cultural vs. Operational

Offshoring

expectations between the onshore and off-
shore teams give way to finger-pointing and
mutual blame. This impacts retention and
results — at both ends.

Quick Fix vs. Getting at Root Causes

This is the point at which help tends to be
sought from cross-cultural management
experts. Indeed, in the 10-year history of our
CMCT India Practice, only the rare client
has had the foresight to contact us at the
beginning of an offshore engagement with
India or before the ramp-up to large-scale
operations. By the time we come in, there has
usually been a history of cultural mismatches
in work styles that has left significant tracks
in people’s consciousness.

When clients describe to us the issues that
have caused them to contact us, we are often
struck by a certain confusion between hope
for a cultural awareness “quick fix” and real-
ization that there are probably some opera-
tional root causes that need to be identified
and addressed. This results in a jumbled
analysis that lumps together issues such as
the different meanings of “yes, no and maybe
in American and Indian culture with issues
such as time zone differences, HR policies,
decision-making structures and hand-off pro-
tocols. The expectation is either that cross-
cultural awareness will solve the operational
issues or that the cross-cultural issues can be
addressed adequately though operational
improvements.
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We hear the same confusion from participants
in our cross-cultural training programs. Be-
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cause of the focus of these programs, their
tendency 1s to interpret all issues through the
lens of cultural differences. This leads to
amusing questions such as: “Do they (Indians)
have a cultural resistance to our practice of
taking work home?” — not realizing that the
telecommunications infrastructure we take
for granted in an American home isn’t stan-
dard in India, and that U.S. employment
policies around flex time and working from
home are not the norm in India.

Address Both Kinds of Issues — Don't Ignore
Either

From our experience, the wise and results-
yielding approach is to start with the premise
that the two types of issues, while overlapping
in their impacts, need to be addressed as dis-
tinct. Furthermore, both require root-cause
analysis as well as some “quick win” actions
on the way to influencing results in the long
term. Finally, the use of specialized outside
expertise for both, rather than improvising in-
house, 1s likely to amply repay the investment.

When your offshore engagement reaches the
rapid growth phase described above (or bet-
ter yet, before you move into this phase), get
outside expertise to help you take the follow-
ing four proactive organizational steps:
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1. A systematic assessment (at both ends) of
cultural work style differences impeding
the effectiveness of your teams.

2. Region-specific cross-cultural awareness
training, customized to your company and
delivered to all levels of your management
and workforce (both offshore and
onshore), starting at the top.

3. Facilitated strategic analysis of the strengths,
weaknesses, threats and opportunities
present in the operational model of your
onshore-offshore operations, involving key
stakeholders on both sides.

4. A facilitated strategic development process
involving these key stakeholders in strategic
planning, organizational execution (includ-
ing structures, processes and skills develop-
ment) and results tracking over time.

Adopt this approach to seriously address both
the cultural and operational issues in your off-
shore undertaking, and you’ll be much better
equipped to weather the challenges of your

rapid offshore expansion.
CMCT.

Dr. Karine Schomer is President of Change Management Consulting & Training, LL.C, and
leads the CMCT India Practice, specializing in cross-cultural training, change management,
communication and management consulting for doing business with India. She has been in-
volved with India for over 25 years, including 8 years living and working in India. She is fluent
in Hindi and has in-depth understanding of Indian culture, values and business and social cus-

toms. She has been a University of California-Berkeley professor,
dean at Golden Gate University, and Chief Operating Officer of the
California Institute of Integral Studies. To contact the author, write to
schomer@cmct.net. For more information on the CMCT India Prac-
tice, visit www.cmct.net/india_practice.html or call 510-525-9222.

THE "N
INDIA ¥

PRACTICE '
adh Ao

You may reprint this article or portions of it in your own print or electronic publications pro-
vided you include the above author attribution in its entirety and notify the author.

© Copyright 2006 Karine Schomer. All rights reserved.




<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /All
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Warning
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000500044004600206587686353ef901a8fc7684c976262535370673a548c002000700072006f006f00660065007200208fdb884c9ad88d2891cf62535370300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef653ef5728684c9762537088686a5f548c002000700072006f006f00660065007200204e0a73725f979ad854c18cea7684521753706548679c300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /ITA <>
    /JPN <>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020b370c2a4d06cd0d10020d504b9b0d1300020bc0f0020ad50c815ae30c5d0c11c0020ace0d488c9c8b85c0020c778c1c4d560002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken voor kwaliteitsafdrukken op desktopprinters en proofers. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /PTB <>
    /SUO <>
    /SVE <>
    /ENU (Use these settings to create Adobe PDF documents for quality printing on desktop printers and proofers.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /NoConversion
      /DestinationProfileName ()
      /DestinationProfileSelector /NA
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure true
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles true
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /NA
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /LeaveUntagged
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


