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ABSTRACT

The objective of this conceptual paper is to identify the communication strategies that
are available to companies when dissolving cross-cultural buyer-seller relationshipsin
order to achieve effective dissolution outcomes. After the Introduction we address the
importance of communication dissolution, and we propose a typology of available
communication strategies. The third section emphasises the importance of
understanding cultural diversity in business relationships in general and dissolution in
particular. Thisis placed into a framework that reflects generic business cultures. In the
following two sections we propose two related conceptual frameworks. The first
addresses different conflict management styles that bridge the gap between dissolution
communication strategies and the cultural context of which the actors are embedded.
The second is a conceptual model for analysing dissolution process in a cross-cultural
business relationship context.
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INTRODUCTION

This paper focuses on the influence of nationd culture in the dissolution of busness
relationships. The influence of nationd culture on the functioning of cross-nationd
buyer-sdler interactions has recelved consderable atention in the internationd business
literature (Varner, 2000; Kae and Barnes, 1992). Smilarly, the phenomenon of
busness rdationship dissolution is an important theoreticd aspect of emerging
relationship marketing theory (Algoutsjarvi et d., 2000). However, the existing
research on dissolution does not condder whether nationd culture influences the choice
of dissolution communication drategy of the other party. One of the present limitations
gopears to be that business rdationship dissolution sudies focusng on dissolution
communicetion drategies have not consdered national culture as affecting the chosen
srategy (Algoutsjarvi et a., 2000; Giller & Matear, 2001).



Exiging research on 'budness rdationship dissolution' examines factors influencing
‘dissolution drategies and the process of 'business reationship dissolution’. Theories
and frameworks from the socid-psychology discipline are incorporated to explore
vaying disolution drategies (Duck, 1982; Baxter, 1985, Algoursjarvi et a, 2000,
Giller and Matear, 2001). Some of the more recent sudies (Algoursijérvi et a, 2000,
Giller and Matear, 2001) have conducted research into the specific dissolution
communicetion drategies. Furthermore, economic and competitive businesses aspects
of buyer-sdler reationships have been induded within severd of these aticles
(Gassenheimer et d, 1998; Gadde and Mattsson, 1987) deding with the relationship
disolution.

However, there is little research that targets relationships across dyads. Accordingly, our
knowledge on how the dissolution process is caried out between firms embedded in
quite different cultures is limited. A grester underdanding of intercultura forces is of
great importance in ensuring that dissolutions are managed 0 as to maintan the
potentid for business relaionships with foreign trading partners.  Further research is
thus required. Consequently we will propose two conceptud frameworks bridging the
gap between dissolution communication drategies and culture. This in turn will assg us

in choosing the appropriate strategy and to analyze the outcome of the Strategy chosen.

DEFINING RELATIONSHIP DISSOLUTION

Reationship dissolution can be defined as .."the permanent dismemberment of an
existing relationship” (Duck 1982, p.2). This definition has been applied in socid
psychologicd <udies of the dissolution of persond relationships (eg. Baxter, 1985;
Duck, 1982). A more recent definition is that a business relationship dissolution is ..."a
process where activity links, resource ties and actor bonds are broken, disconnecting
the former parties from each other" (Téhtinen and Hdinen-Kaila 1997 p.560).

Both definitions describe dl activity between the parties as ended, once the dissolution
occurs.  Although the forma communication between the entities involved may no
longer continue; persona bonds may be mantaned between individuas from both
companies (see Havila, 1996; Tahtinen and HdinenKaila, 1997). For example, a
supplier may keep the former customer’s name in its reference lig if the ex-customer
agrees to it (Sdminen, 1997 in Téahtinen, 1999). Certain studies have identified (Havila,



1996; Havila and Wilkinson, 1997; Sdminen, 1997) that a rdationship may not
completely dissolve when individuds retain persond bonds developed during the
dissolved relationship. Further, these personad bonds may even lead to re-establishment
of the relationship later on.

This highlights the importance of managing disolutions. In addition to the focd
companies, dissolution will possbly influence other connected actors and relaionships
and drive changes in the network (Anderson et d., 1994; Hdinen et d., 1999).
Dissolved relationships are consdered as part of a broader reaionship network. The
network itsdf is dso assumed to influence the dissolving reationship and process of
dissolution (see Felmlee et d., 1990; Hainen and Téahtinen, 1999).

Reasons behind dissolution

Busness reationships may dissolve for severd reasons. Some of these reasons are
included in Table 1 below.

Table 1 Reasonsfor businessrelationship dissolution

Reasons Sour ces

Changein management Goldman (1995)

Completion of project (i.e. lack of informa Vadand & Hakansson (2002)
governance)

Loss of busnessdueto financid problems Gassenheimer, Houston and Davis
(1998)

Paties finding ther needs better saved Gadde &  Mattsson  (1987);

elsawhere Gassenheimer et d., (1998)

Change in personndl Algoutsjérvi et d. (2000)

The nature of business has changed Gassenheimer et a. (1998)

The disolution of a redionship can even be a joint decison (Algoutsjavi et 4d.,
2000). Also, a change or an event in the network in which the relationship is embedded
may influence an actor's decison to disolve the rdationship, choice of dSrategy and
outcome of the relationship (Giller & Matear, 2001). For example, one of the cases in
Giller and Matear's (2001, p. 104) sudy discussed the inter-firm rdaionship of a
manufacturer and an advertisng agency. The manufacturer did rot want to dissolve the
relationship with the agency; however, the actud decison to dissolve the reationship
was made by the manufacturer's head office overseas. It was suggested that the reason
for the dissolution was because of the globd dignment of the agencies. This example



highlignts the complexity of inter-firm rdationships where there ae numerous
influencers and actors involved in business relationship dissolution.

Another example of a reason for the dissolution of business rdationships include cases
where the ending is not actor-driven but, rather, circumgtantia. It should not be
assumed that dl relationship dissolution is negative or necessarily undesired because the
disolution of some redionships can even bendfit the organisation (Algoutsjévi et d.,
2000). For example, as suggested by the customer portfolio approach (Campbel and
Cunningham, 1983; Fiocca, 1982; Algoutsjavi et d., 2000), the resources freed from
unsatisfactory relationships can be used in generating new ones with a grester profit
potentid. On the other hand, disolving a busness relaionship may render obsolete
assts that are unique to the rdationship (see Ping & Dwyer, 1993). The following
section detals the process of dissolution and highlights studies that have developed
models of dissolution process. These developments are now discussed in detail.

Thecritical turning point in the relationship

The dyadic communication stage examines how parties communicate the bresk-up
when a leest one of them has reached a decison to disolve the reationship
(Algoutsjéarvi et a., 2000; Duck, 1982). Algoutdjarvi et d. (2000) and Téhtinen and
HdinenKaila (1997), argue that the dyadic stage is a critical turning point in the
dissolution process because the future of the reaionship is determined. This dtage is
largely based on Hirschman's (1975) exit, voice and loydty (EVL) modd where the
focd company ether negotiates with its patner in order to restore the reationship
(voice drategy) or to disolve it (exit drategy). If the rdationship is not restored the
dissolution process will continue. The voice drategies will not be discussed in this paper
because the focus is primaily on dissolution communication drategies (or  exit
drategies as labelled by Hirschman). However, communication drategies will be
discussad in more detail in the next section.

Communicating the dissolution

The company has to decide how to communicate to its partner its desire to dissolve the
relatiionship, referred to as the dissolution communication strategy (Algoutsjarvi et d.,
2000). Algoutsjérvi et a., (2000) adapted a mode of the dissolution process adopted
from socid psychologica works originaly based on Duck's (1982) and Baxter's (1985)
studies (see Table 2 below).



Table 2. Exit and voice strategiesin inter-or ganisational buyer-seller relationship

dissolution
Communication strategy Other-oriented Self-oriented
Indirect Disguised exit Pseudo-de-escalation Cost escdation? Signdling
Communication  Slent exit Fading away Withdrawal
Direct Communicated exit  Negotiated farewell Fait accompli
Communication Revocable exit Mutua state-of-the Diverging state-of —the
relationship talk relationship talk

Adapted from Hirschman, 1975; Baxter, 1985 and Algoutsjarvi et a., 2000.

Baxter (1985) identified exit drategies that the disengager may use, namely directness
and other-orientation which form a fundamenta component of Algoutsjavi et d.’s
(2000) modedl.

A direct communication strategy involves an explicit Satement to the other party of a
desre to exit the relationship whereas the indirect communication strategy attempts to
accomplish the bregk-up without an explicit satement of the god. Other oriented
strategies display explicit “facework” (Brown & Levinson, 1978) to avoid
embarrassment of the other paty. On the other hand, self-oriented Srategies generdly
demongtrated expedience for sef at the other party's cost.

The four different dissolution communication drategies (as shown above) are discussed
in detail below. Two are direct strategies. communicated and revocable exit and two are
indirect drategies. disguised and silent exit.

Direct communication

A very direct approach is characterized by a gStuation in which "some customers stop
buying the firm's products’ Hirschman 1975, p.5). Usng communicated or revocable
exit, the patner company will be directly informed about the exit intention. In a
revocable exit, the disengager company is willing to dter its dissolution decison after
joint discussons. The revocable exit is an example of the other-orientation, as the
disengager is not only willing to discuss the matter but dso to look a it from the
perspective of the other partner. This could be viewed as a State-of-the-reaionship tak
but with the added threat of exit. A revocable exit is close to the voice drategy. While
the disengager explicitly dates its intention to exit the relationship (mutua date-of-the-
relaionship tak), the strategy could lead to the repair of the relaionship. The revocable

exit is an example of the other orientation. In this case, the disengager is not only



willing to discuss the matter, but aso to look at it from the perspective of the other
partner. This could be viewed as a dSate-of-the-rdationship talk but with the added
threat of dissolution. By contrast, in the diverging date-of-the-rdationship tak, the
patners views ae so digant that the continuation of the reaionship is not possble
without change from both patners incdluding mutud reduction in  sdf-orientation
(Téntinen & Hainen-Kaila, 1997; Algoutsjéarvi et a, 2000).

Communicated exit is the second draegy based on a direct communication. This
drategy removes doubt and is explicit, alowing no opportunity for discusson (fait
accompli). In the case of communicated exit, the exit decison remains find, athough it
is discussed with the partner. In other words this strategy does not dlow the partner to
change its behaviour to permit the continuation of the rdationship. In addition, if
discusson does take place, it is likely to lead to disagreements about the causes of the
disolution and fault (attributional conflict). This is the reverse of a negotiated farewell
that encourages discusson without hodility, dlowing each paty to see the inevitable
end and even bendfit from the relationship dissolving.

Indirect communication

Indirect communication dlows the initiator or disengager to respect the patner’'s face
(Baxter, 1985) uding silent exit drategies such as hints. By using disguised exit, the
company wishing to end the rdationship hides its red intentions. For example, it
increases the patner’s reationa costs meking the partner react by dissolving ther
reaionship, dthough they may share an implicit understanding thet it is ending.

Disguised exit

Alterndtively, the pseudo-de-escalation strategy means that the disengager expresses a
desire to change the rdationship but not to exit. For example, the disengager may wish
to reduce higher investment in the rdationship, however, dill keep it dive, but possbly
disolve it in the future. Cost escalation is where the more sdf-oriented disengager can
try to raise the other partner’s relationd costs to the point where the partner starts to
dissolve the rdationship, such as increasing the cost of products, or making payment
terms more redtrictive.  For the customer who is a disengager, demands for extra service
or tighter ddivery schedules are examples. Whereas in signalling, the disengager might
use the public media or other actors in the network to communicate the exit decison
(Ping & Dwyer, 1992).



A dlent exit draegy, is one whee no intentiond communication of the exit is
undertaken, but just an understanding that the relationship has ended (fading away).
This may occur when one or both partners decide not to discuss the dissolution in order
to save the partner’s face or to avoid any hurt. An example of a silent exit would be the
end of a project, but with no further discusson on future projects. This change of
behaviour or withdrawal would communicate the dissolution in an indirect manner.
Minimising the potential damage

Busneses require an underganding of the different types of dissolution drategies, in
order to avoid negative consequences affecting both parties and the connected network
(Algoutgjarvi e d. 2000). These types of dissolution communication dSrategies
incude direct negotiated farewell or indirect fading away. With the understanding of
managing relationship disolution busnesses can save additiona bresk-up costs and
emotiona distress can possibly be avoided (Algoutsjarvi et d., 2000).

As to the other aspects of the ending process, Algoutsijérvi et d (2000) and Giller and
Matear (2000) suggest that by using direct communication and other-oriented Strategies
the disengager can minimise the potentid damege due to rdationship ending.
Algoutsjarvi et d’s study (2000) is aso important as it demondrates that the use of
different exit drategies is diverse and that the companies in their sudy used more than
one drategy Smultaneoudy or even a different levels, for example the person or actor
or dterndively the organization. There was dso evidence of companies moving from
one drategy to another as a result of ther counterpart’s actions. Often, there were
numerous individuds involved in a busness rdationship from both patners, and the
individuds might dl be usng different disengagement drategies Ford et d (1986) in
their case dudy aso suggest that these interpersona inconsstencies seem to one of
many forces driving rdationships and dissolution processes. In addition, the influence
of culture on conflict management has been documented in recent studies and requires
further examination as a vaiable tha can influence not only the choice of conflict
management drategies but dso the outcome (Kozan & Ergin, 1999; Ting-Toomey et d,
1991; Elasayed-Ekhouly et a, 1996).



CULTURAL DIVERSITY AND CONFLICT MANAGEMENT
There are numerous definitions of culture. According to anthropologists Kluckhohn and
Kroeber (1952), the essentid core of culture conssts of traditional ideas and ther
attached values. They later add that culture is a way of life based on a system of shared
meanings that are passed on from generation to generation (Kroeber and Kluckhohn,
1963). In other words culture defines our values that lead us to prefer certain states of
affars over others (Hofsede, 1980). These vdues influence how people judge
behaviour or Stuations and shared vaues direct people of the same culture to react in a
amilar way to a cetan dtuation (Steinwachs, 1999). We can thus say tha culture is
"the collective programming of the mind which distinguishes the members of one human
from another" (Hofstede, 1980, p.21).
Nationd culture as an influence on conflict management has recaved increased
atention in the research literature. Numerous studies have shown how styles of conflict
management are affected by culture (Kozan & Ergin, 1999; Ting-Toomey et a, 1991;
Hasayed-Ekhouly et d, 1996). Recent sudies have extended cultura research by
focusng on the differences that exis within the same country (Kozan & Ergin, 1999).
Cultures are rardly homogenous entities, sSince subcultures based on region, religion or
language may exist (Kozan & Ergin, 1999).
Ross (1993) links culture and conflict when he suggests that conflict is interpretative
behaviour. Dispostions rooted in early experiences shape a culture's style of interaction
with others and interpretations of behaviour. Organizationd conflicts are affected by the
particular interpretation members bring into the workplace.
Snha and Tripahi (1994) have agued tha both individudigic and collectivist
orientations may co-exig within individuds and cultures The interaction of these
orientations, and the conditions under which they surface in the same culture, tdl us
more about a culture than a smple classfication of culture as a whole. It is important to
consder case based examples to observe ‘how’ and ‘why’ different individuds and
culture's respond to a Stuation of conflict, despite the prevaence of culturd norms. In
addition, by looking at the context of the dispute, the importance of the relaionship to
both actors and their respective nets provides a broader understanding of the conflict
management and exit drategies that are avallable to each actor and the desired outcomes
from tha conflict gtuation. While persondities and culturd vaues are important



influences on conflicc management, Kozan and Ergin's (1999) survey sudy of 435
Turkish employees in over 40 organizations, suggested the importance of the context or
situation in understanding conflict and management styles. Culture provides a further
variable to be andyzed when consdering the context of the conflict.

We suggest that culturd variables, when applied interndly, can assgt in choice and
sdection of conflict management and exit drategies and the likedy outcomes of those
drategies in the paticular culturd environment. Actors in companies should be more
conscious of the diverdty of conflict management and exit drategies avaladle to the
company. Actors, when conscious of the avallable drategies and with more awareness
of the buyer or sdler rdationship in its context and culturd setting, will have enhanced
likeihood of predicting specified outcomes as a result of conflict and exit drategy
choice.

However, the context and importance of the relationship to both actors, together with
the culturd environment are important influences on the choice of conflict management
and exit drategies These ae crucd factors when dther mantaning effective
relaionships, or to exit beautifully from present reaionships, in an internationa setting
(Algoutsjarvi et d, 2000). These three components cannot be separated when
andyzing conflict management and exit rategies in an international market context.

Can national culture be under stood?

It has been proposed that cultures encompass subjective dimensions (beliefs, attitudes,
vaues), interactive dimensons (verba and nonverbd communication) and materid
dimensons (artefects) (LaBahn and Harich, 1997). Furthermore, Kozan and Ergin
(1999) assart that dispoditions embedded in early experiences shape a culture's style of
interaction with others and interpretations of behaviour. Nationa sereotyping has been
well documented by Burns, Myers, and Kakabadse (1995), who find that perceptions of
business people in different countries can be based on traits developed a an early age.
Such perceptions, for example, can have enormous implications for negotiaing a
busness ded. One fruitful definition of national culture is "The collective programming
of the mind acquired by growing up in a particular country (Hofstede, 1991, p.262).
While a badc view of culture essly leads to Sereotyping, research supports the
assumption that a mgority from a particular culture share certain culturd characteristics
(Hofstede, 1980 in Varner, 2000). For example, as a generd rule, Jgpanese culture is



more group-oriented than Audralian culture (Hofstede, 1980). Varner (2000) argues
thaa without usng some gengdisations meaningful cross-culturd  business
communication would become even more difficult than it is dreedy.

One of the mogt extensve studies in the fidd of intercultura reseerch was the typology
of culture by Hofstede (1980) (Steinwachs, 1999). The concept of culture has been
goplied to busness. A mgor study by Hofstede (1980) defined business culture as
“learned assumptions and beliefs, attitudes and values shared by members of a group”.
A typology of culture

In the 1970's, Hofsede conducted an empirical study of IBM. The objective of the
empiricdl study was to measure different vaues that are dominant among people from
different nations. The results concluded that in these nationd cultures four dimensons
of culture ae present: the power-distance relationship; individualism versus
collectivism; masculinity and femininity; and uncertainty avoidance. This development
of a cultura dimendons typology is one of the mgor frameworks for understanding
culture (Hofstede, 1980; 1983). This was later expanded to five dimensons when
Hofstede and Bond (1988) developed long-term versus short-term orientation otherwise
known as Confucian Dynamism. Those five dimensons will be further discussed in the
following section.

(1) Individualism versus collectivism

This dichotomy refers to the reationship between an individud and a group to which
that person beongs. Individualists tend to bdieve that persond gods and interests are
more important than group interests (Hofstede 1984; Schwartz 1992; Triandis 1995),
while collectivists are likely to be more sendtive to the interests of group welfare. A
collectivist views the individud as pat of a group and thus places group interests firs.
Collectivists do not congder themsdves primarily as individuds but rather as members
of an extended family or organization (Hofstede and Bond 1984). In regard to
collectivists, Tawanese use the word Jen to denote a man, "which includes the person
himsdf plus his intimete societd and culturd environment which makes his existence
meaningful” (Hofstede 1984:150). Collectivists vaue reciprocation of favours, a sense
of belonging, and respect for tradition (Schwartz 1992).

Individualists, on the other hand, are more likdy to behave in a manner that fulfils ther
sf-interests and hence may be less likdy to comply with organisationd rules and
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regulations when such compliance limits any pesond gan (Triandis 1995). This
dimenson centres on organisationa practices in individudigic cultures such as
Audrdia and the Scandinavian countries contrasted with collectivigic cultures in East
Asasuch as Japan and China

(i) Power-distance relationship

Individuas with higher levels of power distance are more gpt to accept the inequdity of
power between superiors and subordinates, tend to follow formal codes of conduct, are
reluctant to disagree with superiors, and believe that superiors are entitled to specid
privileges (Hofstede 1983). It is defined as the degree to which the members of a group
or society accept the fact that power in ingtitutions and organisations is distributed
unequally” (Hofstede 1985:347). Hofstede (1983, 1984) consigtently found that
individuals who scored high on power distance tended to be more loya to ther
superiors and to their companies. Low power distance found in for example Audraia
and Scandinavia subscribe to equal power distribution versus high power distance
found in the hierarchica structures of Jgpanese or Chinese organisations, according to
Hofstede (1984).

(iii) Masculinity and femininity

Masculinity has been defined as "a preference for achievement, heroism, assertiveness,
and material success' (Hofstede 1985, p.348). In contrast, feminine individuas are
modest, humble, and nurturing. Feminine individuds ae people oriented and less
interested in persond recognition and determine achievement in terms of close human
relationships and qudity of life (Hofstede 1984). Hofstede discovered that Japan rated
high on masculine dimendons (maes expect an "in-charge’ role). In contrast, countries
like Norway and Sweden have a dronger feminine dimenson, which means that roles
ae more flud between mdes and femdles. Canada rated high on the masculine
dimension compared with many Northern European organisational practices.

(iv) Uncertainty avoidance

This refers to ‘the degree to which the members of a society feel uncomfortable with
uncertainty and ambiguity, which leads them to support beliefs promising certainty and
to maintain ingtitutions protecting conformity' (Hofstede, 1997, pp. 347-348). The
tolerance for uncertainty and the means of coping with it can vary dgnificantly from

culture to culture. Individuds with high uncertainty avoidance preferred clear
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hierarchical gdructures in organisations, rdied more on written rules and ingtructions,
were less likdy to take risks, and were intolerant of deviations from organisationa
norms or company rules. Hofstede (1984) found that Canada and the US are low in
uncertainty avoidance, i.e, they like to take risks, teke individud initigtive, and enjoy
conflict. Whereas cultures like Jgpan, Hong Kong, and South Korea ae high in
uncertainty avoidance, i.e, do not like conflict, but pursue group harmony; people
within these organisations need clear rules, procedures, and clearly defined job
responsihilities.

(v) Long versus short-term orientation

This eement, dso referred to as Confucian dynamism, is designed to &sess a culture's
tendency toward certain Confucian traits such as the concept of time. The essentid
purpose of Confucian dynamism is to identify the time orientation of cultures. A high
score dong this dimenson reflects a cultures tendency toward a future-minded
mentdity. Hofstede and Bond (1988) contend that people in nations that have high
Confucian dynamism scores tend to associate more with the values of persstence,
regpect for datus, thrift, and having a sense of shame. Empiricd results indicate that
people from Hong Kong, Thaland and Japan are high in Confucian dynamism values.
Low scores dong this dimension reveal a cultur€'s orientation toward the present and
past. Members of low Confucian dynamism cultures vaue the rdative importance of
personal steadiness and dability, saving face, respect for tradition, and reciprocation of
gregtings, favours, and gifts. Nations that scored low dong this dimenson included
Canada, Pakistan, and the United States.

Hofstede and Bond (1988) have theorised that there is an overlap between some of the
vaues incorporated in the Confucian dynamism dimenson and the four origind
Hofstede culturd dimensons. Specificdly, Hofstede and Bond (1988) proposed that
nations which are high in Confucian dynamism (neo-Confucian countries) will score
high on powe digance, low on individudism, and mid-range on masculinity.
Interestingly, no reationship was hypothessed between Confucian dynamism and
uncertainly avoidance. This may have occurred as a result of the dichotomous nature of
Confucian dynamism (with high scores as future-minded and low scores as present/past
oriented). The aspect of naiona culture, and the preceding discusson can be
summarised in the fallowing tables
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Table 3: A typology of national culture

Power Masculinity Collectivism vs Uncertainty Long vs
Distance vs Feminity Individualism Avoidance Short
Equity Masculine Collective Uncertainty Short Term

Tolerant
Inequity Feminine Individual Uncertainty Long Term
Intolerant

Adapted from Hofstede (1980); Hofstede (1991)

Conflict management styles

Conflict can be defined as “...the process which begins when one party perceives that
the other has negatively affected, or is about to negatively affect, something that he or
she cares about” (Thomas 1992 p. 653). Conflict and dissolution can be managed with
a vaiety of draegies and syles (Baxter, 1985; Algoutsjarvi et a, 2000). Conflict
management styles have been described as two points on an axis, namely, assertiveness
and cooperativeness (Blake & Mouton, 1964; Rahim, 1992; Thomas, 1992). Competing
styles (high in assartiveness) involve the use of power in order to win on€'s own
concerns a the other’s expense. Accommodating styles (high in cooperativeness and
collaboration) represents trying to satisfy the other paty’'s wishes a the expense of
one's own during the dissolution process.

The collaboration style or problem solving (high on both assativeness and
collaboration) involves bringing al pertinent issues and concerns out into the open and
reaching a solution tha integrates the different points of view. The avoiding style, (low
in both assartiveness and collaboration), sde steps the issues and shies away from open
discusson. The assertive style, (low in collaboraion and high in assertiveness),
represents a direct and self-oriented view, with low desire to consder the other actor's
point-of-view or to work towards collaborative opportunities for problem solving. This
type has a preference for awin-lose Stuation.

The compromise represents a mid-point on the competing versus collaboration axes.
This involves splitting the differences, with both parties giving up something to find a
middle ground. Thomas (1992) summarizes these syles as comprisng assessment and
reasoning dements. One's choice of these styles is largdy influenced by one's thoughts
relating to the conflict. These thoughts include, firs, normative aspects, which is the
actor's assessment of the issue and possble setlement. Second, the instrumenta
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reasoning regarding the actor's behaviour. Thus, on€'s choice of conflict management
dyles maybe a function of firs, the specific gStuation and second, one€'s basc
orientation or behaviour dispodtion, towards conflict. The former is related to the
contextual and temporal dStuation of the reaionship and the latter is related to the
actor's own vaes that may represent culture at either a nationa or sub-nationd/sub-
culturd leve, especidly in amulticultura society.

Figure 1. Competing and collabor ative conflict management stylesin the
dissolution process

HIGH
C A
THE ASSERTIVE STYLE THE COLLABORATIVE STYLE
(Direct communication/self oriented) (Direct communication/other oriented)
Communication exit Communication exit
» fait accompli * negotiated farewell
Revocable exit Revocable exit
 diverging state-of-the e mutual state-of-the
relationship talk relationship talk

Compromise

THE AVOIDANCE STYLE THE ACCOMODATIVE STYLE

(Indirect communication/self oriented) (Indirect communication/other oriented)

Disguised exit Disguised exit

° i .
Cost escalation « Pseudo-de-escalation

Silent exit

Degree of assertivenessin dissolutio

»
L

Degree of collaboration in dissolution process  HIGH

0
S

The dissolution process needs to be understood as a function of the specific Stuation
governing the reationship as well as the nature of the conflict in its culturd setting and
nationd norms that operae in that culture or sub-culture. The moderaing effects of
gtuationa variables on each buyer-rdationship will now be discussed. The discusson
will indude choice, use and rationd of competing and collaborative conflict
management dyles for utilizetion in the dissolution process and ae displayed in a
typology in Figure 1 above.

We podulate that a more genera understanding of the culturd norms is a rdiable basis
for understanding behaviourd responses and outcomes in the internationa buyer-sdler
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dissolution process. For example, culturd norms operating in diverse cultures in China
and Audrdia/Scandinavia are likdy to have a ggnificat influence on the syles of
conflict management and communication draegies that are gppropriate for managing
long-term and effective reationships during and beyond the dissolution process. In
paticular, China is likdy to have a culturd environment that is consderably distant
from Audrdia/Scandinavia and more complex to manage than that found in a western
context. This can be better understood with the idea of the individualism-collectivism
continuum (Schwartz, 1992) discussed earlier.
In collectivistic cultures (such as Ching), disputes are seen as a problem of the
collectivity, i.e. the group, organization or community, rather than a problem concerning
the two paties done (Wdl and Blum, 1991). This view is likey to be shared by
Audrdia/Scandinavian and for example, Chinese actors, which judifies an intrusve
mediatorid dyle. Further, the privacy concern of individualist cultures, such as in
Audrdia/lScandinavia, is not as drong a force in a more collectivigic culture. Second,
ue of intermediaries help, and use of conflicc management and communication
drategies, that hdp mantan hamony through face-saving, ae culturdly more
accepteble for achieving long-teerm and dable relationships during the dissolution
process in collectivistic cultures (Leung, 1987). Ting-Toomey et d (1991) found that
members of collectivistic cultures are concerned not only with saving face, but dso with
giving-face. While face-saving concerns give rise to direct face-negotiating dSrategies
and conciligtiond gyles face-giving concerns would necesstate indirect face-
negotiation drategies (Kozan and Ergin, 1999) during the dissolution process.
“A direct communication approach in a conflict situation may create
embarrassing results for the other party and disrupt harmony. On the other
hand, parties may communicate negative feelings more easly through
intermediaries whose function is sometimes to soften these feelings and present
them in more acceptable terms or within the context of the underlying concerns
and difficulties. These tendencies of a collectivistic outlook will be most
prominent in those subjects who adhere to the values of tradition, security, and
conformity, and less in those subjects who have deviated from traditional values
and believe in self-direction and stimulation”, (pp.255-256).
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The dtuation with Audrdian/Scandinavian and Chinese busness rdationships could be
quite different. Audrdian/Scandinavian busness actors represent cultures that are
focused on power and achievement and not universalism and benevolence (Kozan and
Ergin, 1999). This dyle is the reverse of oHf-transcendence, typicdly from a
collectivigic culture, for example, in Ching, which is a contrast to the more sdf-
enhancement dyles of wedtern cultures. Actors in relationships that value universdigtic
principles and benevolence are more likely to gain from the presence of neutrd third
parties that value more the elements of power and achievement.

Typicdly, in business rdationships between asan and western companies, where both
cultures use and understood that management styles should be designed to be high in
collaboration and low in assertiveness, we suggest that the dissolution process is more
likely to result in a beautiful exit. However, if the redlity between the actors is aout a
show of power and achievement, this is postulated as likely to impede the achievement
of a dissolution process that provides present and future access to networks for the

dissolution parties.

A CONCEPTUAL MODEL OF THE DISSOLUTION PROCESS

The objective of this sudy is to examine the influence of nationd ailture on dissolution
drategies in internationd buyer-sdler reaionships.  Although, Algoutsjavi et d’'s
sudy (2000) did not condder the affect of culture regarding reationship dissolution in
their sudy they do, however, focus on dissolution of inter-organisational buyer-sdler
relationships and investigate the different dissolution strategies used.

The variables to be used in this proposed conceptual modd (Figure 2) are those of
Baxter (1985) in respect of dissolution srategies and those of Hofstede (1980) in
respect of the nature of the culture involved in the dyads considered earlier. We propose
that the independent variable, culture, provides a frame of reference by which meaning
and intent is asdgned by the oversees company to the communications of the
terminating company, thus affecting the dissolution outcome (dependent variable). This
variable could to be measured by a content andyss of sdected sociologicd and
anthropologica texts deding with the chosen oversess culture.
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Figure 2. Proposed conceptual modéd of the dissolution process
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The dependent varidble, the qudity of the outcome of the dissolution communicaion
process, will be affected by the manner in rdation to the dissolution communication
viewved by the other company. The overseas company will perceive the
communications through the “filter" of the culture in which it reddes The
interpretation that the culturd "filter" gives to those communications will have a mgor
impact on the ultimate outcome of the dissolution. The outcome of the dissolution
could to be evduated usng the sudy of Algourdjavi et d (2000), the dissolution
process, which can be identified as effective, is described by the concept of the
"beautiful exit".

The cultura attribute, as described in Hofstede (1980), consders the effects of culture
on a multinational IT organisations. The dependent variable of our conceptud modd is
dissolution communication strategy as defined by Baxter (1985). The concept of culture
has been agpplied to busness. Hofstede (1980) defined business culture as “learned
assumptions and beliefs, attitudes and values shared by members of a group”. The
objective of the empiricd sudy was to measure different vaues tha are dominant
among people from different nations. These vadues were classfied into five culturd
dimensons (lised below) and are used for classification purposes for our conceptud
modd for the use of nationa culture to assgn meaning to the communication process.
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The results concluded that four dimensions of culture are present: the power-distance
rlaionship; individudism versus cdllectiviam; masculinity  and  femininity;  and
uncertainty avoidance. This devedlopment of a culturd dimensions typology is one of the
mgor frameworks for understanding culture (Hofstede, 1980; 1983). This later
expanded to five dimensons when Hofsede and Bond (1988) developed long-term
versus short-term  orientation  otherwise known as Confucian Dynamism. These five
dimendgons ae the framework used in our conceptud mode for conceptuaising
nationa culture.

In order to provide input to western, and particularly Audrdian/Norwegian businesses,
the western company will be the party referred to in this paper as the disengager. For
example, AudrdiaVNorwegian terminating organizetions may have a rdevant
underganding of the nationd culture within which the overseas company operates and
adjus its communications accordingly. It is possble that the Audrdian/Norwegian
companies may have an inappropriate evauation of the host culture of the oversess
company in accordance with which it desgns its communications. It is dso possble that
the AudrdiaVNorwegian terminating organisations assume that they share with the
foreign organision an internationd busness culture in which vadues have smilar
weightings. A find posshility is tha the AudrdiavNorwegian companies take no
account of culturd condderations in shaping ther communications. This precursor
vaiadble may affect the nature of the communications, the interpretation of those
communications by the foreign organisation and consequently the dissolution outcome.

It is proposed that the independent variable, culture, provides a frame of reference by
which meaning and intent is assgned by the overseas company to the communications
of the teminaing AudrdiavNorwegian companies thus dffecting the dissolution
outcome (dependent variable). This varidble is to be measured by a content analysis of
selected sociologica and anthropologica texts dedling with the chosen oversess culture.

The dependent variable, the qudity of the outcome of the dissolution communication
process, will be affected by the manner in which the dissolution communications are
viewed by the overseas compay. The overseas company will perceve the
communications through the "filter” of the culture in which it resdes The interpretation
that the culturd "filter” gives to those communications will have a mgor impact on the

ultimate outcome of the disolution. The outcome of the dissolution could to be
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evduated uang the sudy of Algoursjarvi et d (2000), the outline for which is found in
her concept of the "Beautiful Exit".

Findly, it has been suggested tha sendtivity to a patner’s culture leads to better
communication (Kde and Barnes, 1992). LaBahn and Harich (1997) conducted an
empiricd dudy of the effects of sendtivity on naiond busness culture on
communication, conflicc and performance in cross-naiond channd relationships. They
define sengdtivity to naiond culture as a firm's underdanding of and adaptation to its
exchange partner's domestic business practices as perceived by its partner. This
definition is based on dudies that emphasise that culturd understanding and adaptation
is important in cross-nationd relaionships (Francis, 1991, Kraft and Chung, 1992,
LaBahn and Harich, 1997). Results showed that partner sengtivity to national business
culture incressed effective communication and decressed conflict, which affected
relaionship performance. LaBahn and Harich (1987) suggested that when corporations
interact with other cultures, immediate underdanding cannot be guaranteed. The
culturd attribute is described in Hofstede (1980) which conddered the effects of culture
on a multinationa 1T organisations as is discussed above and is the framework used in
our conceptua modd for defining cultural sengtivity.

CONCLUSION

There is limited research in the area of the effects of culture on international business
dissolution drateges, despite the suggestion of the importance of culture (Baxter, 1985)
in busness dedlings. There is a need for such research because of increasing cross-
nationd busness rdationships, paticularly between western based and asian based
companies (ABS, 2001). A ussful modd of drategies for dissolution is found in the
work of (Algoutsjarvi et d., 2000). This has been adopted in this paper to classfy the
disolution drategies that companies may utilize in Table 1 and then presented within a
typology of collaborative or competing approaches to the dissolution process (Figure 1).

The critical reaionship is that of the dissolution communication drategy and the
culture in which the business rdationship is being dissolved. It is podulated that this
rdaionship should shgpe and inform the culturd sengtivity of the organisation
dissolving the business rdationship. It is the objective of this paper to further postulate
the effects of cultural expectations of the disengaged paty on the success of the
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dissolution outcome in light of the dissolution communicatiions used by the disengeger.
The internationd business relationship context discussed were those between business
organistions in western and East Asa markets, such as Audrdia/Scandinavia and
China We suggest that the indghts provided by this conceptud paper will assgt
internationd  marketers in  determining communication disolution drategies in - cross
culturd  relationships that will minimise negaive cods on both patners and the
embedded network.

Therefore, it is proposed that the nationa culture of the disengaged party will affect the
way in which the disengager perceves communications desgned to dissolve the
rdationship and shape the disengagees reection to the communication. Further,
research, addressng dissolution communication drategies within business relationships
more generdly, is detaled because of the paucty of information addressng
international  buyer-sdler relationship dissolution. The complex and dynamic nature of
disolution of a buyer-sdler rdationship requires (Algoutsjarvi e d., 2000; Giller &
Matear, 2001) sengtivity to be managed effectively. It is proposed that the dissolution
of an internationd buyer-sdler reationship should cal for grester sengtivity of
international marketing practitioners managing the dissolution process between cultures
that are digant and complex by naure. Management of dissolutions is imperative to
minimise cods not only to both buyer and sdler but dso to the embedded network
(Algoutsjarvi et d., 2000).
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