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German and American Corporate Culture in Comparison 
Consul Thomas Boam, Leiter des Auswartigen Handelsdienstes, Amerikanisches 

Generalkonsulat, Frankfurt am Main 

Before I begin with the actual text of my presentation, let me go 
back to the elephants, if I may. I'd like to add a couple of more 
elephants to the list. The essay from the Japanese was entitled 
"Building the American elephant more cheaply" . The Russian 
entry was called "We invented the elephant". The Italian essay 
was called "How to cook the elephant". I heard another version, 
the German entry, which I liked, too, and it was entitled "A concise 
and abridged history of the elephant in 43 volumes". 

I have lived in this country for 15 years, longer in my adultlifethan 
I've lived in the U.S .. I love this country. It's a country where I 
have lived in by choice - not by birth as you do. I also love the 
country of my birth, and I can say positive and negative things 
about both countries without being a demagogue in any way. -
I think you need to keep that in mind in case I happen to get 
carried away. I say some things for effect so we can have a 
discussion on the points, not to be personally insulting. 

I would like to comment briefly on the corporate management 
versus school management. We have had a lot of debate about 
that in the U.S .. I came through an MBA program in the U.S. that 
was very analytical. I reject the concept that we hear quite often 
about American schools for 
educating managers. My experi-

If there is anything I have ever read that really epitomizes the 
ideals of the American corporate culture, it has to be this article . 
It's a biographical piece on Ross Perot, the founder and former 
president of Electronic Data Sytems (EDS), a Dallas-based 
company, which grew from nothing into Mr.Perot's personal 
fortune of $2.5 billion. He gained fame when he hired a group of 
mercenaries to go into Iran after the Ayatollah took over to free 
some of his employees who had been thrown in jail. His 
flamboyant style made the media. Particularly of interest in the 
last while was his buyout of General Motors. Alledgedly, GM had 
given EDS so much money to dotheirelectronicdataprocessing 
work that it was cheaper to buy them than to keep paying them 
their fee. That was a gross misunderstanding: As it turned out, 
Mr.Perot was bought out for about $700 million to get him out of 
the company (GM). Let me just read a little bit about him. I would 
like you to take some of the things he is saying and put them into 
your society and culture and ask yourself: How will this work in 
Germany? Let's start: 

"My business success stems mainly from having sat in my dad's 
cotton brokerage office, watching him build trust and confidence 
among the farmers. After a while he started letting me trade 

horses and cattle. I had to buy and sell 
on the same day. 'You don't take 

ence was just exactly the opposite. 
The only thing I fault the school on 
was for not telling me that the things 
they told me would be so poorly 
received in the business community 
- that companies were absolutely 
unprepared to be well-managed 
from an analytic sense. They 
rejected the analytic methods which 

The companies rejected the 
analytic methods which I 
brought out of the school, 
which were so obvious and so 
functional. 

them home', he said,'because then 
you've got to feed them'. Under his 
tutelage I really learned how to 
negotiate." 

He went to the neighbourhood 
academy and eventually, he says, "I 
landed at IBM by accident. An 
executive of the company happened 

I brought out of the school, which were so obvious and so 
functional, and which I had such a great difficulty getting the 
management of my operation to understand and accept. I think 
if the American companies were more willing to accept what's 
coming out of the business schools, they'd be a lot better off. 

I have to agree with Professor Lane: It is very difficult to describe 
corporate culture. There is no American corporate culture. I am 
from the West, from Colorado ; I was raised in a certain culture, 
with a certain set of values, I have access to particular 
information which someone else doesn't have. I personally find 
myself in many ways as astranged from the culture of the East 
coast of the U.S. as I am culturally removed from the German 
society. I would have a difficult time living in New York. I am not 
culturally attuned to the East coast of the US. So there are two 
points: I understand where I am coming from, and second, I 
understand that there is no sort of "global wisdom" on any of 
these things. I guess, though, that there is some usefulness in 
trying to look at corporate structures on a global basis, like "This 
is American and this is German". We just characterized the 
Germans as being orderly, precise, concise and studious. 
Those are two, of course very strongly held clich9s which may 
or may not be true. Whether or not they are, there is a certain 
usefulness in identifying traits with something like that. 

I would like to use a case study approach by reading a portion 
of an article that appeared in LOOK Magazine a few weeks ago. 

to be on board of an aircraft carrier as a guest and he said: 'The 
captain tells me you know about fire control computers', and he 
offered me a job. At IBM, I made my sales quota earlier and 
earlier each year. Finally I made all the commissions I could earn 
in the first 3 weeks of January. So what did they do? They cut 
my territory! And I had nothing to do." 

It's great, isn't it? This is IBM, ladies and gentlemen, the 
corporate culture champion! 

"One day I saw a quote in a Reader's Digest from David Thureau: 
'The mass of men live their lives in quiet desperation.' - There 
and then I decided to start my own data processing company, 
EDS. Nobody would invest and that's the story of my success: 
My wife, my mother and my sister were the board of directors. 
I invested $1,000 of my own money, and that's all I ever put in. 
Our only problem was controlling the growth of the business. 
The highest salary EDS ever paid me was $68,000 per year, 
because I tied the fate of my stockholders with my own fate. 
Today, many companies pay their chief executives obscene 
salaries and treat their stockholders and customers as a 
nuisance." 

Then the author goes on to say: When Ross Perot and his 
company were acquired by GM, the business press billed this 
as the marriage of EDS's entrepreneurial genius with GM's vast 
resources. But insiders at GM quickly were asking: "Who 
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bought whom?". After just two years, the marriage was on the 
rocks and the board voted unanimously to pay Perot $700 
million for his stock, about double their market value at that time. 

" I didn't need the money." (Lord knows he didn't need the 
money!) "The only reason I sold EDS to GM was because I 
couldn't think of anything more interesting to do with the rest of 
my life than to help revitalize the biggest corporation of the 
world. More than 80,000 people work at GM and 3 million more 
are dependent on it for their jobs. Although GM spends 3 billion 
dollars a year on research and development," (by the way that's 
the same size as the SDI budget ) "GM isn't first or best in 
anything. Not one penny of that money should be spent on 
things that won 't help make GM No.1 in innovation, quality and 
design. I used to walk through the place saying: 'Why?', and 
they'd spent several hours explaining to me that I did not 
understand. 'What?', I said, 'I understand that we have an 
obligation to make the finest cars in the world. We have the 
highest manufacturing costs, so we should make the best cars! 

If you go to one of Honda's plants, they use a fraction of the 
workers, and their engines are so reliable that they don't even 
run them through a test. The engines are started when they first 
drive off the assembly line and fewerthan one out of two hundred 
has a problem; most of them are minor. GM has a multimillion 
dollar test facility and 15 % of the engines fail. You know, there 
is Hi-Tech, there is Low-Tech andthere is No-Tech. It's been my 
experience that every GM car leaks oil." 

Now here is the section on 
employee-management relations : 
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he is the top man. Now suddenly he has got thousands of 
irrational human beings to deal with: employees, customers and 
competitors. His world has gone from orderly to disorderly. So 
how does he deal with it? He deals with it like an accountant. He 
spends money. He spends it by the billions. He relies on his 
financial background, but the corporation has problems that 
can't be solved with money. They have to be solved with 
leadership. I was GM's biggest stockholder, the only person on 
the board with an equity position .'' 

The only person on the board of General Motors that had any 
ownership in the company was Ross Perot. And they fired him! 

"Sadly, the stockholders don't elect the directors. The directors 
are recommended by management. They're the bosses' 
buddies and that's the flaw right there. If I am going to pick people 
to oversee me, I am going to pick those with whom I am 
compatible. Directors, in turn, don't want controversy. They only 
want a little 'elevator music' feelings so they can go home every 
night thinking everything is wonderful. The most obscene things 
we have in the corporate world today are 'golden parachutes' to 
protect those in power. In the end, Roger Smith (GM's chairman) 
and I just couldn't get along . I might as well have been speaking 
Suahiliwhen I talked to him about meeting the competition head­
on and treating the workers as human beings and not just 
commodities." 

"One day, some of the guys at the 
factory in Detroit called me in Dallas. 
'We can't believe we got through to 
you', they said when I picked up the 
phone. They said they'd like to talk to 

Corporate culture is some­
thing you get, whether you 
want it or not. 

This is a classic case study of the 
disparity between the American 
corporate society. On the one hand, 
we have perhaps the theoretical 
epitomy of how an American 
corporation is supposed to work, and 
on the other hand we have - at least 
on a large-scale basis - the reality of 
what American corporate society 
looks like. me and I said: 'Fine'. They said: 

'When can we come down to Dallas?'. I said: 'There is no use 
for ten of you guys to come down to Dallas. I'll come over and 
see you.' They said: 'But we don't have an office where we can 
meet in . The only place we have is the Union Hall' . I said: 'Well, 
I'll meet you there'. Again they said : 'We can't believe this. You 
come to the Union Hall?'. I said: 'Sure, I'm not going to get AIDS, 
am I? '. That broke the ice. 

Tl1ose guys wanted to talk about how to protect their jobs by 
maki.ng a better product. The assembly line worker can do 
incredible things. We give him a pile of spaghetti and all he can 
turn out is junk and then you blame it on him. Implicit in a big 
corporatio.n like GM is the belief that no matter what happens, 
it will always make a great product. But that's the most tragic of 
all. 

The first time I sat on the board as a board member at a meeting 
about a product problem, it was viewed as a legal problem: How 
to limit our liability. That 's when I started to get unpopular at GM. 
I argued that if we sold something defect ive, we've got to fix it 
and make it good to the customer, and not just merely contain 
the class action suits. That's the risk of letting the lawyers and 
the accountants run the company. That's what happens at GM 
and is happening in many American companies: The accountant 
becomes the boss. He has grown up in an orderly world of 
numbers where books always balance to the penny. He has kept 
his nose clean, developed a network of support above and below 
and never made a mistake because he never really made any 
decisions. Finally then, they lay the sword on his shoulders and 

One of the mistakes we make is that we have a tendency to view 
corporate culture as sort of IBM, requiring everyone to wear a 
blue suit and have on wing-tipped shoes, or Hewlett-Packard 
saying everybody in the company has to call each other by their 
first names. Corporate culture is something you get, whether 
you want it or not. And if you don't make an overt attempt to get 
one you have one anyway and it is imposed upon you. 

I think that corporate culture in many cases is perhaps the most 
telling single element in any company's success or failure. It's 
sort of a matrix: you can have a planned corporate culture which 
will lead to your success or your failure, and you can have an 
unplanned corporate culture which leads to your success or your 
failure. 

I worked for a company which gave a lot of lip service to 
corporate culture. But it was all inductive. Somebody read a 
book and said: "Gee, that's nice, let's go forthis exercise!" So we 
had a flurry of activity. Everybody wrote up these reports and 
said: "Here is the credo of the company. We will do this and we 
will do that...'', and then it was filed nicely away on the shelf and 
th ings carried on under the real corporate culture as it had been 
established by the interpersonal relations of the people and the 
personalities of the people. 

Some companies do it more deductively. They look at what their 
company wants to be and they act from persuasion and the 
whole company reflects this . Perhaps the best example I have 
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seen is MAYTAG Corp. They make washing machines and in 
their ads, they pictured a repairman sitting in a dusty little room 
all by himsett. The advertisement said: "Our MAYTAG repairmen 
are the loneliest people in the world". He is sitting there waiting 
for someone to call but no one does. MA YT AG didn't just make 
an advertisement. The president of MA YT AG made a very 
interesting comment. He said: "The only time advertising helps 
you is when you deliver what your advertisement said, because 
if you don't do that, your advertisement just gets you everybody 
finding out quicker that you aren't any good." They took this 
concept of a lonely repairman and they made it a complete 
corporate culture concept from the front to the back. It went 
through manufacturing, it went through every place. They even 
brought the guy in who did the advertisement, and every year 
they have him go around and talk to the employees of the plant. 
Everybody in that company thinks: "Lonely repairman". It has 
become a symbol of the way that company functions. 

That's a corporate identity, a corporate culture which they have 
not only shown to the outside, which by the way many German 
companies forget to do: They talk about quality but never tell 
their customers that they are producing it. Everybody in the 
factory is doing quality like crazy and none of the customers 
knows about it. Why in the world don't they advertise the quality 
they're building? What a waste of resources! 

MA YT AG took the whole concept and said: "We're going to tell 
about it, we're going to do it", and they have really brought it as 
a way of life into that company. That 
is a corporate culture which in my 
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The second dimension could be referred to as resignation­
reactionary versus agressive-proactionary. The question is: 
What do you do with your competition in terms of management? 
I had some cases in the last few days. I received a letterthe other 
day from a German company. They said: "We know about 
another German firm here who has imported goods from the 
U.S., and they have not been given the American export 
licenses. Now if you as the U.S. Government are having a 
regulation about these export licenses, you should enforce them 
and protect mefrommycompetition." I wrote back: "Sir, the U.S. 
Export Control Regulations are criminal regulations. If any 
advantage comes to you from these regulations, it would be 
purely coincidental. Secondly, it's an export regulation and if 
your letter succeeds in stopping the American company from 
exporting it will also stop them from exporting to you. You are 
both having that disadvantage from what you have just done." 
The thing that struck me was this approach to life, and I have 
seen this in American companies, too. This approach is to shove 
your competition into the ground, ratherthan trying to figure out 
what you can do to build your company up. Instead of looking for 
positive ways to solve the problem, to get new markets, they are 
looking for ways to stop other companies from capturing market 
shares. That's a very reactionary way of doing business, and 
doesn't work in either corporate culture or either society. 

Lastly, I see capital-forming versus capital-swallowing 
companies, and I think Ross Perot's example of GM is a classic 
case of a capital-swallowing company. 

There was a study done in the 
opinion really crosses the four areas 
where corporate culture manifests 
itself: the management culture, the 
financial culture, a market culture 
and an employee culture, none of 
which can be separated from the 
others. They certainly have to be 
integrated. I've stated all of these in 
dichotomies to show what both poles 
look like: 

Siemens has 24 billion Marks 
in cash on the books. If I buy 
Siemens stocks, I don't want 
to buy the 6th largest bank in 
Germany, I want to buy an 
electronics firm. 

Harvard Business Review a few 
weeks ago which showed a 
comparison of what the companies 
had been doing with the capital they 
were administering for their 
stockholders, compared to what the 
stockholders could have done with 
that capital, had the companies paid 
it out fully in dividends. They showed 
that only a small percentage of the 
companies did better in capital 

Management Culture 

In the management culture, I have a capitalist mentality versus 
an association mentality - the best translation would be 
"Verbandsdenken". Both exist in the U.S., both exist in Germany. 
My feeling is that I have seen more Verbandsdenken in 
Germany than I have seen in the U.S. 

A capitalist mentality within the company is not ashamed of 
making a profit and I think that's something we forget in the U.S. 
The U.S. has two political parties, both of which are capitalist. 
That's something you don't have here. There is a stigma about 
driving around the streets with a pink Cadillac here. 
Conspicuous consumption in the U.S. is not looked down upon. 
A pink Cadillac may be going too far but certainly driving around 
in a Mercedes 500 is considered a positive thing and not a 
negative thing. Few people are really ashamed of being 
successful. I see a lot of guilt of being successful here, and I think 
that has a tendency within the management of a company that 
sort of filtered down in the philosophy of the firm. Certainly one 
could look at that question the other way. Capitalist thinking has 
a tendency to be exploiting or can be. So it's not good and bad, 
it's just different. 

formation for their stockholders than the stockholders could 
have done themselves on the money market. Now that is a very 
strong indictment of the management of companies. 

I classify any company which is not doing betterthan the money 
market as being capital-swallowing. Here is a classic case of 
this: Siemens, a very successful company, has 24 billion Marks 
in cash on the books. Siemens is the sixth largest bank in 
Germany. If I buy Siemens stock, I don't want to buy a bank, I 
want to buy an electronics firm; and if they can't find anything to 
invest that money in that would give them a better return than 
the bank rate, then they'd better get out of the electronics 
business and get into the banking business. This is not Siemens' 
fault, let me say. The reason why Siemens is doing that is 
because th hey can't find any place to put the money. If Siemens 
pumps that 24 billion Marks into foreign economies, there is 
going to be a political cry throughout this country that we haven't 
heard for a long long time. So maybe they are better off keeping 
it in the banks and letting the banks invest it in the U.S .. 
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Financial Culture 

Secondly, the financial culture : First of all, I have balance­
sheet-driven versus income-statement-driven. Unfortunately, 
many American companies are income-statement-driven. 
They look at the last quarters' results. If they had less profit than 
they had the time before, then they take immediate steps to 
rectify this. This is a case, of course, where the German 
companies are substantially better off. And that's because 
these German companies simply ignore the stockholders 
completely. Stockholders are few and highly institutional and so 
you don't have to worry about what they think. Additionally they 
are all integrated. Everybody and anybody holds Deutsche 
Bank, Siemens, Mercedes, and it's always the same group of 
good old boys. So you really don't have to worry about what they 
think, you can be balance-sheet-driven and look to equity, 
capital formation and long-term results for your stockholders. In 
the U.S., of course, one thing we don't understand very well is 
one of the reasons why the drop in the value of the dollar has not 
had any effect on the trade deficit. It's simply because the 
American companies have swallowed up the excess profits that 
they are now receiving and they are not plowing them back into 
production. They are showing it through accounting procedures 
on their books as increased profits. It hasn't done a thing to 
improve the U.S.' competitive advantage. 

There was an article in a magazine written for American 
companies, called "The Gift Report", dealing with the consumer 
goods industry (housewares). It said 
"Well, we've got bad news for you: 
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The last thing I have in the financial area: A financial dominance 
versus a customer dominance. At Porsche, the Research and 
Development division has the highest average salaries. Same 
thing at Daimler-Benz: the R&D people are the highest paid. In 
Japan, it's the production managers! How is it at GM? Ross 
Perot just said it: the finance people. GMAC (General Motors 
Acceptance Corporation), the finance office, has the highest 
paid people in the company. When you look at the 
advertisements for automobiles in the U.S. you see it very 
specifically. How are they advertised? Not on performance, not 
on quality, not on workmanship, they're advertised on low 
financing: "Get your GM this week's special, only 2.29% 
financing!". That is how they advertise. The financial people 
have absolutely taken over that company. And it's the same with 
Chrysler. At Ford I don't think it's quite as much but it is always 
a problem when the financial side dominates, while here in 
Germany engineering dominates. Unfortunately both countries 
are not customer-dominated, and that's what we need. 

Market Culture 

Next one is market culture: Customer-driven versus product­
driven. I find that German companies have more of a tendency 
to be product-driven and American companies still have more 
of a tendency to be customer-driven. The German company 
says - this is a terrible generalization - : "Here is what I have got 
- go buy it!" and the American company says: "What do you 

need - we'll make it!". 

An interesting thing happened the 

No longer can you buy Japanese­
oriental products and triple the 
mark-up and sell them in the U.S .. 
Now you can only double the mark­
up by selling in the U.S." . You see, 
that's what has happened. The trade 

Unfortunately, both countries 
are not customer-dominated, 
and that's what we need. 

other day. I had two visitors. The first 
one was a German, a 
"mittelstandischer" businessman who 
had just come back from the U.S., 
and the second was an American 

deficit doesn't change because the 
companies are swallowing and they have an income-statement 
orientation instead of a balance-sheet orientation. They are not 
looking toward building that future ten years down the road by 
constructing new plants and facilities. They just want to show 
big nice numbers on the income statement. 

Second, I have here financial arrogance versus financial 
accountability. Financial arrogance is where you can spend 3 
billion dollars on research and development and not be best at 
anything. Let me give you an example. At the time when the 
dollar was at 3.47 OM, Porsche priced their cars in the U.S. as 
if the dollar were 2.20 OM and the difference on any dollar 
between 2.20 OM and 3.20 OM went into a non-recurring capital 
account at Porsche. It was not used in any line activities. They 
just stacked up this big pot of money. When the dollar started to 
fall and they got below 2.20 OM, then Porsche had to draw off 
of that account. But this was happening at Porsche and also at 
Daimler Benz and in many companies. It insulated them 
because of their fiscal accountability. They didn't plow that 
money into line items, they didn't pay big bonusses, they just 
kept it there in this nice big pot and used it for non-recurring 
things. 

I don't know any American company that would have ever got 
away with that. At least any publicly held company. That money 
would have had to flow into recurring accounts, would have been 
carried on the books and would have been processed through 
as for the stockholders to view and use and either been given 
up in dividends or swallowed up by some project. 

businessman who had come to 
Germany for the first time. 

The German, "ein Schwabe von oben bis unten", reported to 
me his miserable experience: He had gone into a restaurant and 
had been physically thrown out. He went into that restaurant, 
and you may remember those little signs saying "Please wait to 
be seated" . He couldn 't read it or he might have thought: 
"Nobody is going to tell me where I am going to sit down in this 
restaurant". So he went over and sat down. The waitress came 
over and said: "Sir, this section is closed. Would you please take 
a seat some place else?" He commented back rather roughly. 
It escalated, it got bigger and bigger, they finally ended up 
throwing him out on the street. "Keiner sagt mir, wo ich sitzen 
dart!". 

The American had just come back from lunch. He said: "What a 
terrible experience!". He went into the restaurant and nobody 
showed up to seat him. He just stood there and people walked 
by. Same world - different universe. 

It's a difficult thing to be customer-driven. A bank in the U.S. not 
too long ago did an analysis of their business. They decided they 
wanted to be customer-driven, and so they went around and 
they asked all their employees what the customer wanted . They 
had decided - this is pretty well standard wisdom in the banking 
business - that what customers want in a bank is security. So 
they built this block house. The structure of the building: no 
windows, it's got to look like Fort Knox. But it had no effect on 
the business, and so someone had a brilliant idea: they decided 
to go and ask the customers what they wanted. What a radical 
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approach! And the customers wanted privacy. The bank then 
removed the lines from behind the teller and put the theatre 
cords up that you see here in many places and in many banks 
in the U.S., so that the individual by the window was not being 
observed by the person behind him. They also put up individual 
cabins. They doubled their business in this town! 

We talk about being customer-driven but neverfind out what the 
customers want. The American company that makes "Skippy" 
peanut butter came through town last week, and I asked their 
chairman: "People tell me they want peanut butter in this country. 
If I can buy 'Gummibarchen' in Dallas, then I want to buy 'Skippy' 
peanut butter in Frankfurt. How come you don't sell it here?" He 
said: "It won't sell here, people don't want It here." They had done 
a market survey in Stuttgart, stopped some people on the street 
and given them some peanut butter, and people didn't like it. 

First of all, kids eat peanut butter and not adults. Secondly, in the 
U.S., peanut butter is the second cheapest source of protein . 
Why don't they market this peanut butter? 

McDonald's came in here and offered the German society 
something that Germans don't like : soft buns with salad on . They 
captured the market! They didn't create hunger, but they 
created a market where none existed. It is also possible for 
"Skippy" peanut butter to come in here and be very successful. 

Secondly, I have vertical marketing versus horizontal 
marketing, but I don't mean this in 
the sense of vertical integration 
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industry. The Americans have been highly innovative in the 
service industry and very bad in the manufacturing areas. So 
somehow we need to integrate these strengths . 

In Los Angeles or New York , if you want an elephant ear on a 
bun at 3 in the morning you can find somebody who can sell it 
to you. And it's that concept of service that is going to be more 
and more seen in the international countries as the world is 
"californianized" . Not that we all become like the people in 
California but as we all sort of integrate into a world culture. 

Employee Culture 

Last one is the employee culture: Here I have a capitalist staff 
versus a reactionary-socialist staff. If there is anything I have 
seen in Europe that has surprised me, it is the highly 
conservative nature of the so-called "left wing". It sticks to old­
time values and things don't change. I can only see this as 
reactionist-conservative. In the U.S., the staffs of the companies 
are by and large capitalists . Americans don't believe in a right to 
work - they believe in a right not to work and that's what they are 
looking for. The idea is to get rich and quit. And the society which 
allows that to happen - and that's what the Americans want - is 
the same society that allows poverty to happen. They go 
together. If you have a society which doesn't allow poverty you 
automatically have a society which doesn't allow wealth. We 
could debate that, but I don't really think you can have both. And 
Americans have opted to have a risky society which allows them 

to get very, very rich and which 
allows them to get very, very poor. 

across the production line, but rather 
within the marketing channel. One 
thing that is desperately missing in 
Germany and in many cases in the 
U.S. is the concept within a 
company, a corporate culture that 
everybody in the company is a 
salesman. Now, some companies 
have establ ished this in the U.S. and 

McDonald's came in here and 
offered the German society 
something that Germans 
don't like: soft buns with salad 
on. They captured the market! 

We want it that way. The poor people 
in the U.S. might not echo this view, 
but we are talking across the board 
as a society. 

Just two more items: I have an 
integrated staff versus an attached 
staff, and by attached I mean a staff 

they have done very well. There has 
to be a concept in a successful company that everyone 
vertically across the line - from the guy who sweeps the floor to 
the president of the company - is a salesman. When I go into a 
store and I ask somebody who's stocking shelves where I can 
find the "Nutella" and he te lls me he doesn't know because he's 
just the stock boy, then this company is horizontally integrated 
in its marketing. Each person has its own level of funct ion and 
nobody knows that they are all indeed responsible for what that 
company produces. 

Isn't that an interesting comment that the union people at GM 
gave to Ross Perot? The union employees, who had suffered 
pay cuts in the U.S., said: "We want to protect our jobs by building 
a better product". I have never heard a statement like that in 
Germany. I think this is an extremely important aspect of the 
corporate culture where the employees feel they have a stake 
in the company. 

Lastly, we have service orientation versus sales orientation. The 
future of the 90's is services, and the first grocery store in 
Germany that offers me a bag boy will have my business. And 
I think we are going to find that more and more. Again : Not 
everybody has to want a bag boy, but if somebody wants one, 
he should have the opportunity to find him someplace. There is 
not enough innovation in this country, particularly in the service 

glued onto the side of the company. 
That's a staff that does not consider 

itself to be a part of the company. IBM has managed very well 
to integrate their staff into the company, and if you ask an IBMer 
to describe himself personally, he might say: "male, married, 
IBM". That's much like the Japanese do: An identity with the 
corporation that is beyond the simple work environment. I don't 
think that has happened in Germany as much as it perhaps 
could have. Probably because of this concept of labour and 
management as be ing much farther divided from one another. 

I have an uncle who works for a construction company. The 
union was his biggest management support system. They did all 
his personnel work for him. If he ever wanted an employee, he 
went to the union and they provided the qualified people. It was 
an integration of the union in that particular industry with the 
company. You have seen the things like 20-30% pay cuts in the 
U.S. -organized with the co-operation of the unions. I don't know 
whether that fits into this environment. 

Lastly, I have a mother-dominant versus a father-dominant 
company. When I say fathe r-dominant, I mean one where the 
management sits above and looks down and tells the 
employees what is good for them. Mother-dominant is a more 
participative kind of management. The U.S. is a matriarchical 
society: The women have all the money - they really do! I think 
70 % of the wealth of the U.S. is controlled by the women , and 
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the women have a stronger position in the whole. When I say 
women, I am using this in a figurative sense, mother in a 
classical cliche sense of being mother-dominated. I am not 
getting into womens' issues, I am just talking about a concept of 
society: There is a tendency of many American companies to 
"motherhen" their employees, sort of "We'll gather around 
together and we are one big happy family", particularly in smaller 
companies. 

I think most German companies are more father-figure type 
firms. When I first came to Germany, the thing that I had trouble 
with my staff with, was that my door was always open. And I 
didn't know that it was supposed to be closed. And that open and 
closed door became really a symbol of the basic difference 
between my management style as an American and the 
management style which my employees were used to as 
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Germans. They viewed me as weak and indecisive, while I 
viewed myself as participative. They didn't know how to deal with 
this participative style. It was a new concept. It confused them 
and they had a hard time with it. That was 20 years ago. Things 
have changed a lot in the meantime. Still I think there is a father­
type-dominated culture in most of the German companies I deal 
with. Closed door, knock three times ... Neither style is better or 
worse. 

To summarize, there are four areas which I see as some of the 
areas of comparison. Let me just recap quickly: a management 
culture, a financial culture, a market culture and an employee 
culture. 

So take this case study, take this information, look at your 
situations, look at the companies and I think perhaps you might 
draw some of your own conclusions and we'll talk about it later. 

On Consul Thomas F. Johnson, a great supporter of the 
Fulbright Alumni e.V. 

"First the ham, then the beef." The description - and the event -
were vintage Tom Johnson. He had seen a Frankfurt American 
high school drama class perform one of their plays. The kids 
were great, the performance was really impressive. Everyone 
always complains about too little exchange between American 
and German high school students in Frankfurt. Why not having 
the American students perform their play for German 
gymnasium students? Before I knew it, the event was arranged. 
After the amusement or "ham", the America Haus foyer was filled 
with the aroma of 200 whoppers from Burger King as the 
students substituted good old American beef for their usual 
home cooked lunches. Be it a barbecue for AFS students, a 
reception for returning Fulbrighters or support for any kind of 
educational exchange between Germans and Americans, Tom 
Johnson's hand is sure to be in there somewhere. 

The son of a professor of classics and an English teacher, Tom 
Johnson's concern for education comes naturally. Anyone who 
has walked along the "Zeil" with him knows how dangerous it is 
to pass a bookstore. He can't resist picking up a book or two or 
three - or at least browsing a little. That interest, fortunately for 
all of us, has been translated into an unwavering belief in the 
importance of educational exchanges among peoples of 
different nationalities. 

His own interest in Germany was, in fact, sparked by his mother 
who challenged him to investigate his childhood prejudices 
formed by pictures of wartime Germany. That led to graduate 
studies in Berlin and a degree in political science and journalism. 
From there it was but a short step to joining the United States 
Foreign Service and to embarking on a lifetime of trying to dispel I 
other people's prejudices about the United States and to 
fostering closer ties between Germans and Americans. 

As a career foreign service officer, Tom Johnson's work has 
spanned three continents. He served as Cultural Officer in 
Paraguay, Radio-TV Officer in Mexico City, Amerika Haus 
Director in Heidelberg and is just about to complete four years 
as Director of the Amerika Haus and Branch Public Affairs 
Officer of the American Consulate in Frankfurt. Along the way 
he acquired fluent Spanish and German. He returns now to 
Washington where he will work in Personnel Office in the 
headquarters of the United States Information Agency. 
Although he'll no longer be on hand to take a turn at the podium 
during a Fulbright Pow Wow, I rather suspect that any 
Fulbrightertravelling through Washington will find an open door 
and big grin awaiting them at the Johnsons' residence. 

Susan Elbow 
Asst. Branch Public Affairs Officer 
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Welcome home, strangers 
3. Fulbright Alumni Returnee Meeting am 19./20. November 1988 in Aachen 

Hiermit mochte ich alle "frischgebackenen" Returnees im 
Naman des Fulbright Alumni e.V. in Deutschland herzlich 
willkommen heiBen. Mein Name ist Karin Hirsch, ich habe 1984/ 
85 als Fulbrighterin an der University of Hawaii Psychologie und 
Cultural Anthropology studiert und studiere zur Zeit noch 
Psychologie und Ethnologie an der Universitat Frankfurt. Meine 
Aufgabe ist es, mit den Returnees einen Workshop zum Thema 
"Reverse Culture Shock" durchzufOhren, also zu einem 
Phanomen, dessen Auswirkungen ich am eigenen Leibe 
erfahren habe. lch habe mit den Returnees der letzten beiden 
Jahrgange solche Workshops bereits erfolgreich durchgefOhrt 
und freue mich auch dieses Jahrdarauf, Euch kennenzulernen. 

Das Phanomen des "Reverse Culture Shocks" ist quasi ein 
Komplementarkonzept zum "Culture Shock", auf den wir alle 
durch die Fulbright Kommission vorbereitet waren. Um einen 
kleinen Vorgeschmack auf den Workshop zu geben, mochte ich 
beide Phanomene kurz beschreiben und auf die Prozesse 
eingehen, die in uns wahrend und nach des Amerika­
Aufenthaltes abgelaufen sein konnen. 

Der sogenannnte "Kulturschock" hat uns wohl alien mehr oder 
weniger zu schaffen gemacht: Unsere Mitmenschen verhalten 
sich nicht so, wie wir das erwarten. Wir sind vielen neuen 
Situationen ausgesetzt, was einen gewissen St re B verursacht. 
Aber wir konnen auch vial aus der Konfrontation mit einer 
anderen Lebensweise lernen. Ein Auslandsaufenthalt fOhrt im 
Allgemeinen nicht nur zu einem besseren Verstandnis der 
anderen Kultur, sondern auch und var allem zu einer starkeren 
Ause.inandersetzung mit der eigenen Kultur. Die 
Selbstverstandlichkeit gewisser Verhaltensweisen, 
Einstellungen und Wertvorstellungen wird in Frage gestellt. 
Diese lnfragestellung festgefahrener Strukturen, die sich 
beispielsweise in unserer eigenen Unbeholfenheit in 
bestimmten Situationen au Bert, fOhrt zu einem LernprozeB, in 
dessen Verlauf wir Neues ausprobieren und uns (mehr oder 
weniger bewuBt) entscheiden konnen, welche Elemente wir 

Hier noch einmal das Programm des 
Aachener Returnee Meetings 1988 

Empfang durch den BOrgermeister der Stadt Aachen. 

"Physics in the Future", Vortrag van Prof. Dr. Joachim Treusch, 
Vorstandsmitglied der Kernforschungsanlage JOlich. 

"Operation Binnenmarkt 1992", Vortrag van Dr. Werner 
Ungerer, Botschafter der Bundesrepublik bei der EG in Brussel. 

"Back home - a new challenge", Workshop mit Karin Hirsch, 
Fulbright Alumna 1984/85 

FOhrung durch die historische lnnenstadt van Aachen. 

Obernehmen wollen und welche nicht. In gewisser Hisicht 
warden wir vielleicht unsere eigene Kultur mehr zu schatzen 
wissen. Aber wir werden sicher auch attraktive Alternativen zu 
der Lebnensweise, die wir van zu Hause gewohnt sind, 
kennenlernen. 

In Verlauf dieser Zeit im Ausland haben wir uns also verandert. 
Was passiert nun, wenn wir in die vermeintliche 
Selbstverstandlichkeit des deutschen Alltags zuruckkehren? 
Die meisten van uns werden keine Schwierigkeiten erwartet 
haben. Im Gegensatz zu unserem Aufbruch nach Amerika 
wissen wirja-oderglauben zumindest zu wissen -was uns hier 
erwartet. Die Veranderung, die wir in Amerika erfahren haben, 
fOhrt jedoch dazu, daB der deutsche Alltag unerwarteterweise 
seine Selbstverstandlichkeit verliert. So manch einer erlebt den 
"Reverse Culture Shock" intensiver als den eigentlichen 
Kulturschock. Es fangt damit an, daB man sich vielleicht an den 
muffigen Gesichtern in der U-Bahn start. Einige finden Freund/ 
Freundin in den Armen einer/eines anderen wieder, undwie hart 
ist es erst, wenn man den/die Geliebte(n) in Amerika 
zurucktassen muBte. Auch die nuchterne Erfahrung, wieder 
"eine(r) unter vielen zu sein" und kein "big fish" mehr, ist vielleicht 
nur schwer zu ertragen. 

Der Workshop sell alien die Gelegenheit geben, Erfahrungen 
(positive wie negative) auszutauschen, sowie alternative 
Moglichkeiten des Umgangs mit kritischen Situationen zu 
diskutieren. Manchmal helfen schon die Anregungen der 
anderen und die Erkenntnis, daB andere ganz ahnliche 
Probleme haben, van den eigenen Erfahrungen zu profitieren 
und sie kreativ umzusetzen, anstatt darunter zu leiden. 

Also wenn lhr lnteresse an solch einem Gedankenaustausch 
habt, kommt zu unseren jades Jahr im Herbst stattfindenden 
Returnee-Meetings! 

Bis dann, Karin Hirsch 
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