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ABSTRACT

Culture and competence are fairly well-known topiasth are part of the academic agenda and ardywide
discussed in day-to-day debates within organizatibtowever, the interactions between these twoemsand
their interdependence are yet to be analyzed. Thoseareas of organizational phenomena that might b
complementary or even be contradictory. The airthisf paper is to discuss the relationship betwhese two
subjects. Does organizational culture enhanceopajelize the development of new competencesissiible

for an organization to develop new competencesenkeleping its core values? This paper proposesiaal i
incursion into this debate, revisiting the conasfptulture and cross checking it with the concdptampetence;
two case studies of Brazilian firms are presemeatder to illustrate this debate.
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INTRODUCTION

Culture and competence are fairly well-known toplusth are part of the academic agenda and are
widely discussed in day-to-day debates within oiggtions. However, the interactions between these
two concepts and their interdependence are yetetaralyzed. These are areas of organizational
phenomena that might be complementary or even ieachctory.

The concept of culture refers to the values andnimga that influence human behavior and
organizational practices, whereas competence rafetfse mobilization/coordination of resources by
an organization or a person.

The aim of this paper is to discuss the relatignélgtween these two subjects. Does organizational
culture enhance or jeopardize the development wfewnpetences? Is it possible for an organization
to develop new competences while keeping its cahaeg?

This paper proposes an initial incursion into thébate, revisiting the concept of culture and cross
checking it with the concept of competence. An gsial of literature on competence, seeking
references on organizational culture, provides ttieoretical framework of this study; two cases
studies of Brazilian firms are presented in ordetliistrate this debate.

THE CONCEPT OF ORGANIZATIONAL CULTURE

The concept of culture was introduced into managerseences in the late 60s.

The process whereby European and American compaemsme multinationals, expanding their
operations to other continents, led them to repzedineir management practices in order to gain
competitive advantages in countries other thanrtbein through cheap labor, new markets or
proximity to raw materials, among other elementewkelver, although they sought to reproduce the
practices as closely as possible, the outcomes veesty compatible. In general, managers faced
problems they did not have to deal with in the mational’s home country. That is why the first
notions of culture used by management were sinolénose employed to define national culture.

The development of the concept of organizationdluoel was quite polemic, contrary to what
occurred with other theoretical constructs, suclor@snizational climate, for example (Reichers &
Schneider, 1990). Surveying the studies on org#aoiz culture, Reichers and Schneider show that
the concept of organizational culturebisrrowed from basic social sciences — mainly anthropology
and sociology, as well as from psychology — unth& concept of organizational climate, which is the
product of research conducted into organizatioegitpology. Since they are a construct embedded in
the theoretical field that employs them, the uselmhate and organizational environment is more
easily accepted by academics.

Therefore, as culture was a concept alien to managetheory, its development gave rise to much
debate among academics. Different ideas regardiegcobnstruct were developed by influential
authors such as Andrew Pettigrew (1979), Linda 8&m({t983), Edgar Schein (1985).

Some issues polarized these debates: the definiticdine elements that compose a company’s
culture and the answer to the question as to wiexdtvely is organizational culture, i.e., whethit
something a companiias or whether it is something a compaisy (Smirch, 1983). These are
important issues for this particular study becabsy have an impact on the links one may establish
between culture and competence. In Brazil, Frit&91) has developed Smirch’'s categories with a
very interesting framework.

BAR, Curitiba, v. 6, n. 1, art. 1, p. 1-14, Jan.fM2009 www.anpad.org.br/bar



Organizational Culture and the Renewal of Compe&tenc 3

On another level of analysis: national culture, i&eelofstede’s research provided one of the key
references in the field. Hofstede (1991) identiffedr independent dimensions of culture, which he
referred to asDistance from Power Individualism versus Collectivism Masculinity versus
Femininity and Uncertainty Avoidance In subsequent studies, his team developed a fifth
independent dimension referred toGanfucius Dynamics which looks at opposition between short-
term and long-term orientation and was used tdglgrexplain the success of Asian economies in the
last few decades.

In the model proposed by that author, values greesented by strong sentiments, with positive or
negative extremes, such as: good and bad, norrdadlamormal, dirty and clean, secure and insecure,
or pretty and ugly. The values are learnt from artyeage, in the first ten years of a person’s kfied
change very little thereafter. Practices, howeass,learnt and forgotten throughout life.

In an organization, people with different valuesynearn similar practices; organizational culture,
according to this author, is rooted in the prastitearnt and shared within a person's workplace.
Hofstede further recommends that in other countt@spanies should adopt management behaviors
different from those adopted in its country of amidgpecause management policies should conform
with other spheres of people’s lives in societhesps that are beyond the organizational envirohmen
(for example, human resources management polici@g)anizational studies carried out in Brazil
regarding Brazilian culture have been influencedhsywork of Hofstede as well as by the writings of
anthropologists such as Roberto DaMatta. In hisares into Brazilian management styles, Tanure
(2003) studied the dimensions described by Hofstedeatin American countries and, especially, in
Brazil. Hilal (2006) applied a questionnaire instent based on Hofstede’s work for diagnosing celtur
in a Brazilian multinational company through themnotion of dialog between Brazilian culture and the
organization's culture. In an article of a soci@agnature, with theoretical roots in studies gbBrto
DaMatta, Almeida (2007) carried out a survey (thazilian Social Survey) to characterihe Brazilian
mindset Almeida identified Brazilian cultural patternstthad already been mentioned by other authors,
including authoritarianism, Brazilian shortcufgit{nho) and paternalism, but he noted significant
differences when comparing groups with differentele of formal education. Specifically, the traits
mentioned are more accentuated in groups wittfdessal education.

Nuances in the Brazilian cultural patterns were dsund by Caldas (2006), who noted Brazilian
multiple and fluid cultural profiles.

For Edgar Schein (2001), another renowned authtbreiiield of organizational culture,

organizational culture is a set of basic assumptitmt a group has devised, discovered or
developed on learning how to deal with externalpsation problems and that have worked
sufficiently well to be considered valid and taughtnew members as the right way to perceive,
think and feel vis-a-vis these problems (Schei®12®. 9).

He conceives culture as a dynamic model that issieransmitted and modified; he understands
that the concept is broad enough to be appliedhedlggroups, such as a work teams, or large groups,
such as an organization.

Schein states that employees working at a formdlbameaucratic company may share values and
basic assumptions that are much like those of mmal and horizontally-structured company. That
is why studies about organizational culture shawtlbe limited to the observation of visible antifg
but need to include interaction with members ofoaganization for the understanding of their true
meaning. Even explanations given by members of r@anization are insufficient, as there are
assumptions that are deemed to be so obvious dumigoand groups are not aware of them. These
assumptions influence the entire interactive pr@oégnteraction between the members of a company,
without them even realizing it most of the time.

These basic assumptions are not organized randohhlgy are consolidated implicit cultural
paradigms, with some order and consistency to ghidean behavior. However, incompatible and
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inconsistent assumptions may co-exist in a singlammzation. Therefore, understanding the cultdre o
an organization implies a discussion of its bassuaptions.

The importance of basic assumptions in group dycsimwas actually an original theoretical
production of the work of the English psychiatést Bion (1975). Schein had his own particular
interpretation of Bion's work, adapting his concefi the theoretical model in which he develops the
concept of organizational culture (Fleury, Shinykist& Stevenatto, 1997). A group’s culture is a
function of the conflict between individual desirasd the group’s mentality. Consequently, the
group’s culture will always show signs of its urlgigrg basic assumptions (Bion, 1975).

Schein abandoned the ideauniderlying standards of behaviorand broadened the role of values,
as well as the idea of Bion’s basic assumptionsptiagy Kluckhohn’'s proposal. Thus, members of the
group may act according to principles that theysader to be so obvious and correct (profound tjuths
that they scarcely question them or grasp theisslmgustifications.

The debate among the different lines that discugmnizational culture indicated the need to
develop a conceptual proposal that, using Scheioreeption as a starting point, would incorporate
the political dimension inherent to such a phenamern doing so, Fleury and Fischer (1989)
mention that organizational culture can be conakige a set of basic values and assumptions,
expressed by symbolic elements that in their cpéeziascribe meaning and construct organizational
identity, both acting as a communication and cosisenelement and instrumentalizing power
relationships.

Brazilian studies on organizational culture wemergily influenced by authors such as Schein and
Pettigrew. Most of the studies available are ofualitative nature and focus either on one single
organization or on a number of cases, and oftarussrelationships between organizational cultack a
the Brazilian cultural environment (Prestes Mott&€&ldas, 1997). For example, Rodrigues (2006)gusin
a historical perspective, analyzed a telecommupizgtompany in the State of Minas Gerais, Brazniti
noted the dynamics of the cultural changes the eosngvent through, parallel to changes in the cguntr
in general.

Aspects of power relations, as mentioned by Flebaye also been studied, and can be included in
research on organizational culture, from the petsge of Foucault (Alcadepani & Crubellate, 2003).
Borges, Borges and Borges (2008), reviewing Beazifproduction from 2000 to 2004 by consulting
ANPAD'S proceedings, found 82 articles that wereipto five categories, according to Freitas (1991)
comparative management, corporate culture, cognsiymbolic and unconscious process.

REVISITING THE CONCEPT OF ORGANIZATIONAL COMPETENCE

The study of competence is more frequently refeteedhe individual level rather than to the
organizational level.

Studies about organizational competences are rantége Resources Based View of the firm —
RBV perspective. Unlike other schools of thoughtstiategies that focus on environmental variables,
RBV focuses on the company and suggests that fexisu application of resources may be the main
source of competitive advantages for the orgarpnati

Understanding this perspective is fundamental ideiorto understand fully the concept of
competences, and is not intended to replace indastalysis tools, such as Porter’s analysis of the
five strengths (1992), or game theory, but ratleebé used as a complementary tool (Peteraf &
Barney, 2003).

The RBV approach is designed to be a way of explgiperformance discrepancies of companies.
The RBV approach asserts that a sustainable campetidvantage arises from the company’s
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specific and scarce resources, used at a highalesththan all other competitors (Peteraf & Barney,
2003). In other words, the difference in performabetween companies is ascribed to differences in
the resources they hold and the way they are appResources are considered superior when they
allow the company to optimize the production precasd/or better satisfy consumer needs.

The RBV concept of efficiency concerns obtaining gneatest amount of benefit per unit of applied
value, but, in a broader approach, it may alsodem @s an organization’s actual capacity to adapt t
its environment. That is the interpretation of aushsuch as Teece, Pisano and Shuen (1997), with th
concept of dynamic capability; in other words, cetgmce should never be perceived as an inventory
of resources, but as resources put into actiorstaatly in motion and under development Teefcal.
(1997).

Therefore, RBV focuses on the resources and caebitontrolled by an organization, which
support sustainable performance differentials antmmgpanies.

Prahalad and Hamel (1990) define competence asdhective learning in the organization,
especially how to coordinate diverse productiofiskind integrate multiple streams of technologies.

A core competence is, more simply put, a sourceahpetitive advantage, given that it is
competitively uniqgue and helps to enhance the tdieperceived value or to streamline costs.
However, although all core competences are sowtesmpetitive advantages, not all competitive
advantages are core competences.

Mills, Platts, Bourne and Richards (2002, p. 9jrdetompetence as a “way of expressing how well
your firm performs its required activities”. Thethors state that the company has strengths orta hig
level of competence if it is able to surpass thgoritg of its competitors in relation to one comipee
factor that is valued by consumers. Therefore, cimnqre becomes a variable factor and not an
attribute, related to the coordination and mobii@a of resources, both tangible (buildings, plants
equipment) and intangible (skills, knowledge of &gprs, brand).

For Mills, each competence is made up of a serielsrioks called resources. Shared resources
generate competences that support one anotheridimgpwsupport to those perceived by clients.
Therefore, the advantage is developed by estaijsds a pyramid of organizational competences that
generate benefits valued by clients. The compamgtformance manifests itself as a result of the
quality and management of these resources. Stadiesganizational competence are recent in Brazil,
having been carried out only during the last decade

Dias, Becker, Dutra and Ruas (2008) reviewed Beawscientific production from 2000 to 2004 by
consulting periodicals and proceedings of congsessgch as th®evistade Administracdoda USP
[RAUSP],Revistade AdministracdoContemporanedRAEFGV], Organizacéoe Sociedad¢O&S] and
Anais do Encontro Nacional da Associacdodos Cursos de Pdés-graduacao[ENANPAD] (chosen
according to the classification criterion published CAPES). These authors analyzed 51 articles
published on the topic of competence, 12 of whieal dvith the guestion of organizational competence.
Two issues appear as the most relevant: 1) stcategraction, which deals with the question ofitey
and defining the portfolio of organizational congrete in regard to strategy (Fleury & Fleury, 2004;
Vasconcellos & Cyrino, 2002) and, 2 the operationigraction between organizational competence and
the functions and operations of companies. Updatiig) study, we identified four further articles on
organizational competence that deal specificalth wiost of the topics mentioned above. They alswgbr
up the issue of organizational learning.

In a recent paper, Mills (2007), analyzing the cas&oyota, Lincoln Electric, Southwest Airlines
and Chaparral Steel, point out that high perforreamas unlikely to emerge in an organization where
practices did not match the organization’s values.
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INTERACTION BETWEEN CULTURE AND ORGANIZATIONAL COMPETENCE

As previously mentioned, studies about both orggimnal culture and organizational competences
are not as commonplace as those concerning threculterral competences of individuals. In a search
based on the Pro Quest data base, 64 papers gelhtise subjects were found. These papers were
classified into 3 categories: alignment of cultarel competence (47 papers), intercultural competenc
(9 papers) and miscellaneous (11 papers). Thechtsigory discusses culture as a resource thenha fi
can mobilize and which has be aligned to individgalmpetences; the second one describes
competences in different cultural environments;tthed category includes a variety of studies which
do not present a clear view of the relationship(@est is a database that indexes approximately
2,000,000 articles and theses in all areas of keayd. This base is updated with the addition d¥(Eb,
new references each year. The system operategah @nvironment that allows access to texts through
search targets, keywords and categories clasfidtie system. This research was enlarged to iaclud
Brazilian national bases of periodicals and procgmdof congresses, as mentioned above.

The categories were established by analyzing théents of the articles listed. Two categories were
originally defined. Later, a third category was edidcovering articles that did not fit into eith@rthe
first two. Articles were also classified accordioghe methodology employed, but this point wilt be
discussed here, as it goes beyond the scope @frtlute. The categories were established on this lod
the theoretical frameworks mentioned in Item 3geeiglly in the texts by Smirch, Schein and Hofstede
Three evaluators were called in, and followed ahoulogical approach employed by other authors
(Fleury & Lacombe, 2003; Loermans & Fink, 2005).

In this paper, the methodological option assumesl togevisit some classic texts on competences,
seeking to capture how those authors’ implicitlyesplicitly considered the overlap between this
concept and organizational culture.

Zarifian (2001) offers an interesting reflectiomcaerporating the notion of culture with the
development of competence by individuals. In ortterdevelop their competence, people need to
acknowledge the company's shared values, giventhiegt only make sense within this context.
According to the author, values cannot be impospetiown, but should emerge from the group itself;
they may then, at a later stage, become formali2dithough Zarifian recognizes that there are
significant differences in terms of perceptionswesn the different levels of the company, given
social discrepancies and different interests, iarifbelieves that in a strictly professional
environment, culture may be shared, thus estahlishi common language about what would be a
competent practice in a specific professional stcena

For example, showing how culture and different tymé competences interact, in a study about
salespeople and sales representatives, showed héwec at its different levels - national,
organizational and individual - influenced theigo#ation styles and their performance.

Another author from the French school, Le Botedinfs out culture is as an important factor
regarding the development of individual skills d@heir transformation into collective competence.

Culture as part of the organization’s context largeefines what a competent employee is. “The
updating of knowledge in a particular context (usdered by work relations, corporate culture,
contingencies, time limitations related to resosy@c.) reveals the ‘transformation’ into compegen
This occurs through action. It does not precedet{Le Boterf, 1998, p. 49).

Moreover, competence is only competence when itesaense within a particular professional
context; in other words, something that has specifieaning for that culture: “The professional
mobilizes his/her competence because of a prdpdtis meaningful to him, a project to which he
ascribes meanings” (Le Boterf, 1995, p. 155).
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The author further states that transfer of indigldtompetence to collective competence also occurs
through meanings. A way to find out whether colleetompetences have been assimilated is when a
team learns how to prepare shared meanings.

Shared meanings are comprised of rules, collestihees, priorities, interpretation schemes, action
themes and common reference systems. They favoremgence of individual initiatives, mutual
predictability of behavior and the pursuit of agneats (Le Boterf, 1995, p. 235).

Using the same rationale, McAuley (2004) preseritucel as the backstage for organizational
dynamics, which determines what it means to be @bemp or not within a specific company. Thus,
depending on the culture of the company, there avbel better or worse conditions for developing a
specific skill.

Prahalad and Hamel (1990) deal with the subjecutitire indirectly when they discuss the process
of unlearning required to develop a new organizational competemnbe authors, in their proposal to
develop the competences of an organization fofuiisre success, regard culture as the company’s
genetic code, conducting its management body taratthink in a specific pattern.

What do we mean bg company’s DNA? Every manager has in mind a number of tendencies,
premises and assumptions about the structure aketheantsector, about how to earn money in the
specific sector, about who the competitors areaer not), about what clients want and don’t want,
about which technologies are viable and which ag and so on and so forth. This DNA also
encompasses creeds, values and norms regardifgeshevay to motivate people, the ideal balance
between internal cooperation and competition, tleéative classification of the interests of
shareholders, clients and employees, and the bmlsatiat should or should not be encouraged. These
beliefs, at least in part, are the product of acgigeenvironment. When this environment changes
quickly and radically, these beliefs may becoméradt to the company's own survival (Prahalad &
Hamel, 1990, pp. 55-56)

The authors point out some of the case studieshichacompanies achieved success because of a
specific way in which they did things, but warnéaitthis would not necessarily be a way that will
guarantee future success. Thus, in the case ohRchhnd Hamel, the cultural approach has negative
connotations: culture ties the company down topast and must undergo transformations to enable
development of competences for the future.

When discussing the relationship between orgawozaticulture and sustained superior financial
performance, Barney (1986) mentions that in ordamr & firm's culture to provide sustained
competition advantages, three conditions must ke ttme culture must be valuable (it must enable a
firm to do things and behave in ways that leadigh Isales, low costs, high margins), secondly, it
must be rare, and thirdly it must be imperfectlytainle.

One very interesting case that is worth mentiongd.incoln Electric, which despite intense
domestic and foreign competition has managed tasdor over more than 100 years, its status as
the world's leader in wedding technology. Howewdgciariello (2000), analyzing Lincoln’s culture
and systems abroad, discussed the success amdgaiuccording to this author, the ability of Lico
to transfer its culture and management systems @cguisitions has been very complex. In the case
of greenfield operations in Canada, Australia angnEe, Lincoln was able to transfer part of its
culture and management systems; even in Mexicoreniiey formed one company from the merger
of three Mexican companies, the operation was ss@ak In other countries like Germany and Brazil,
the Lincoln company for several reasons and prefieio retreat and not change the culture.

Therefore, organizational culture express a setbfes that have been built over the course of the
company’s history, having been developed as pattisgirocess of internal and external adaptation.
Culture has deep roots and, in a way, it represantorganization’s DNA. On the other hand
organizational competences are the result of thepamy’'s coordination and mobilization of its
resources, with the purpose of responding to thategfies established by the organization. Like
culture, they arise and develop over time; howethaiy roots are not as deep.
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Is it possible to develop new competences and exgesources that generate new competences
without these processes implying deeper genetiogg®min that DNA? Does organizational culture
enhance or jeopardize the development of new canpes? The analysis of two Brazilian companies
will provide empirical evidence to advance in the&cdssion.

THE CASE STUDY

In order to discuss the questions mentioned abiww@,case studies of Brazilian companies were
prepared. Those companies have been chosen benaheelast decade they have been involved in
internationalization processes that have challetigeid core values and culture.

As suggested by Eisenhardt (1989), these caseestudied a combination of the following data
collection methods: document analysis, interviemd abservation. Therefore, primary and secondary
sources were consulted, such as the company’'sabffiocuments, articles and publications about the
company, interviews with directors, managers anthpany executives, and observation during
several visits to the companies.

Embraco

Embraco, Empresa Brasileira de Compressores S.A.wiorldwide leader in hermetic compressors.
Thirty-four years after it was first establishedanliraco currently employs a staff of 10,238, haS% 2
global market share, exports to several countmeshas plants in Brazil, Italy, Slovakia and Chias,
well as offices in the United States and Mexicogétber, the plants have an annual capacity of over
26 million compressors.

Embraco was established in 1971, in the city ohvie in Santa Catarina State, the joint
undertaking of three refrigerator manufacturersngiib, Springer and Prosdécimo. The plant went on-
stream in 1975. In 1982, Embraco entered into apesmgent with the Federal University of Santa
Catarina to create its own technology. The follayvirear, the R&D area was structured. Five years
later, the first compressor entirely based on EcthbfBM] technology was launched.

In 1992, it began producing compressors with gagbsr than CFC and achieved I1ISO 9001
certification. In 1994, Embraco was elected compaifnithe year byExamemagazine. In 1996, on its
25" anniversary, it reached the milestone of 100 amllcompressors manufactured in Brazil, and
received ISO 9001 certification in China. In 20@&mbraco sales grew 5.9% and its revenues were
5.7% higher than in the previous year. Its maiant8 are Whirlpool and Electrolux. Other clientatth
are worth mentioning are Bosch, GE and LG.

Embraco headquarters and most of the plants aageldin Brazil, in the south of the country; it has
affiliated manufacturing units in China, ltaly aBtbvakia as well as offices in the United Stated an
México.

Embraco’s organizational culture is strongly inflaed by regional traits and intensely influenced
by the Germanic culture of the immigrants establisin the south of Brazil (Joinville) in the ™9
century, valuing technical skills mainly. The compa declared values (commitment, excellence,
innovation, integrity and respect) are presenthm discourse of its managers, who believe that they
are the key factors to the company’'s success arduece of pride. The company's heroes are
connected with the values of respect, commitmegrfeptionism and also pro-activity. The profile of
staff and the executive board is highly homogengoossisting predominantly of men aged 40 to 50,
with an engineering background, who have been thighcompany for many years. They themselves
recognize this homogeneity and wonder about tlaability for coping with diversity.
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Throughout its 35-year history, Embraco has builfeeord of good results based on technical and
technological competences as well as on logisticsaperations management. Its values of excellence
and innovation further strengthen these competences

Embraco is a typical success case, mentioned byaRwkh and Hamel, given that success
corroborates values and practices from the pastiaitd the creativity and flexibility required fahe
future. On the one hand, a stream of positive tesrkates a strong identity, internal cohesion and
pride among employees. The Embraco style is faudyl established in the company and reinforced
by management and an executive board that have iéernhe company for over ten years, which
corroborates and deepens the cultural roots thegt #tee company strong and competitive.

By using Schein’s categories, their basic assumptt@an be expressed from their shared values and
visible artifacts. In Embraco’s case, values suheapect, dignity, commitment and perfectionisen ar
examples entwined with the company's line of disseu its physical layout and the way the
organization thinks.

Schein also states that these assumptions are fiaikgranted, i.e., thahey are so built in that they
are neither conscious nor questionable. In Embsacaise, homogeneity and low turnover of
management and senior management reinforce tlas ide

However, Embraco seems to be uncomfortable withhdmogeneity and assumes the need to
reassess its values. One of the manifestatiortsisist that the process of review and reorganinatio
its management model is under way and is basetieondntrast between new requirements and what
has been learned over the company’s history. TlEograco expects to identify what has to change
and what should be maintained in order to guarasaagnuing good results in the future. Some of the
organization’s cultural traits (the homogeneoudilg®f management and of the executive board, a
very masculine style and an exaggerated focusetetthnical area) are being reassessed to hetp buil
a more flexible Embraco, better able to competea giobal market. The company is investing in the
creation of a more flexible and favorable environtm@r this unlearning and learning process, while
encouraging an internal feedback system, hiring memployees and offering several behavioral
training courses for management, among other actiém international operations, authoritarian
Brazilian cultural traits, which are also reflectiedthe company's culture, came into conflict witie
culture of operations in other countries. In ltdfigy example, a less authoritarian and individdialis
country, the introduction of management styles thatmonized technological competences with
operational efficiency encountered strong resigaiitie Italian employees expressed opinions such as
“Who are those Brazilians, guys trying to bring nev ways of doing things?”. Learning about and
managing the Italian operation and negotiating ¥abor unions forced the company to rethink many of
its behavior patterns.

In the case of China, the greatest challenge wartmluce technical and operational competenceant
technologically backward plant with problems of gwot quality. For example, all the interviewees
mentioned the dirt that had accumulated for yeaithe factory floor, which had required educaticarad
disciplinary measures on the part of the Brazilianagers. The adjustments needed to deal with such
guestions related to a joint venture in a courftat ts so culturally different from Brazil was ateing
experience for the Brazilian head office.

Other challenges had to be faced in Slovakia, atopthat, until very recently, had been subjecarno
authoritarian communist regime. The company wadlen® find qualified personnel for positions of
leadership and with the technical competence tlaat &lways characterized its operations. The
development of leaders who can take initiatives alss a challenge to Embracos’s managers. They were
used to a hierarchical culture; nevertheless tkpgated their leaders to take initiatives.

The progress of this process should affect the waderpinnings of the company and divert the
course of its culture from its traditional path.
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Votorantim Cimentos

The Votorantim Group, which controls Votorantim @intos, was established in Brazil in 1918 and
is one of the biggest Brazilian economic groupshwiusinesses in cement, cellulose, paper,
aluminum, zinc, nickel, long steel bars, polypr@mg films, chemical specialties, orange juice and
also financial, biotechnology and IT.

Votorantim Cimentos was established in 1936, with $anta Helena plant located in the state of
Sé&o Paulo, Brazil. Nowadays, it is a holding growith plants in Brazil and abroad producing
cement, whitewash, mortar and concrete. The comp@nyciples are: health and occupational safety
as priorities; motivated and committed competenbppe harmony with the environment and
commitment with quality of life; client satisfactidoy highly trustable solutions with efficiency and
rationality; improvement and synergy in processgstjmization performance of installations and
equipment; intelligent low costs.

Votorantim is 100% Brazilian and had concentratedactivities in the domestic market. After the
economic instabilities in Asia in 1999, the inte@roaal groups turned their attention to Latin Anceri
including Brazil (sixth in the world and half of @& American demand). Thus, Lafarge, for example,
bought Cia. Materiais Sulfurosos Matsulfur and aeglishares in the Cia de Cimento Portland
Maringd and in the Cimento Tupi. The Swiss Holdakbdas acquired Cimento Paraiso. The
Portuguese Cimpor acquired Serrana/Cimbargé, @isail plants from Brennand Group.

Under the threat of those international groupshtodomestic market, Votorantim Cimentos started
reviewing its locally focused strategy. By attemptito expand to other close markets (Latin
America), the company found itself already encuicley its competitors in locations such as
Venezuela, Colombia and Argentina. Holderbank,dxample, paid a high price for the control of
Juan Minetti, a cement company with an 18% sharth@fArgentinean market to avoid Votorantim
acquiring it. Therefore, internationalization haetbme to keeping Votorantim’s domestic leadership,
diversify its cash flow and, principally, to defend itself from the intense wave of acquisitiond by
the most important global players.

Its international activity started in 2001, by acopg St. Marys, a Canadian company with plants in
Ontario (39 for mortar and 2 for cement), in adufitto nine distribution terminals in the Great Lske
area of the United States. In 2003, it acquired ®d%Buwannee American Cement, a plant which had
recently been built in the United States. In 2004cquired S&W Materials Inc. in Jacksonville, one
of the biggest concrete companies in Florida, an®@05, two additional plants in lllinois and
Michigan. Votoratim became one of the 10 biggesher®@ companies worldwide and in Brazil is the
leader in cement and concrete (Engemix) The compgsrninvesting simultaneously in domestic
expansion by building new plants, and has a godupficating its international production in thexhe
three years.

Like its main competitors, the company invests twally in the development of products with
higher added value, in differentiated services soidtions for its clients and in the developmenit®f
employees. Fourteen of its units have already loeetified in the highest level of the international
health, security and environmental system.

By acquiring new factories, the greatest challemges to transfer its culture of operational
excellence and the low cost operations that embreceus tools (TPM, Six Sigma, Project
Management, etc) that have been named as the Viatar&imentos Production System. On the other
hand, knowledge in logistics (river transportati@md product (in Brazil a mixture is made with
residues and sold basically in sacks while in tingdd States the product is pure, type one arsl it i
sold in bulk) have been learned with the subsidibecause there were significant differences from
the domestic market. Therefore, since the acqoisitt Marys for example, has shown increasing
regularity in production and sales, a 25% reductibcosts in the first year and working capital.
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Another great challenge faced by Votorantim in thanternationalization process is the cultural
diversity between Brazil and Canada and between Bml and the United States Considerable
differences can be seen in terms of distance frowep because Brazil is a more authoritarian assl le
individualistic country than the United States aan@da. These traits also appear in the culture of
Brazilian companies. Votorantim, for example, hasvey hierarchical culture with top-down,
paternalistic-style management. At Saint Marys, &0@ms experienced a more egalitarian and
individualistic culture that gives great importanice the quality of life. One frequent complaint of
expatriate Brazilian managers is that the Canaditiitsly adhered to the established working sclesglu
thus guaranteeing their leisure time.

The introduction of new skills related to operatibexcellence and low operational costs was hardpere
by culture shock. Efforts had to be made to corvie Canadians through training programs andvisit
to units in Brazil.

In addition, the difficulties found at the begingiof the company’s internationalization processtles
managers involved to question the company's clipatterns.

This is also particularly true in terms of the mg@ra’ mind set. and the need to develop a program
for expatriation. On the Canadian side, there wastance to accepting the viability of the propent
the quality of Brazilian products. In order to coree the Canadian managers, more than 200
managers were invited to visit Votorantim’s plamtBrazil. Other problems in people management
were related to negotiation with unions, remuneraystem and investments in people training to
operate with the new methods.

From this process, Votorantim has began to positg®if as a global player, challenging the most
important international competitors by applying@perational excellence strategy based on technical
and operational competences.

These are companies from a country known for ghietéince from power and with a more hierarchical
and paternalistic culture. However, they are disaldle and able to deal with typical Brazilian gieats
and impromptu solutions.

COMPARING THE TWO CASES

Even though some differences appear from the dasies, especially in terms of the distinctive
characteristics of the industries where the twandiroperate (manufacturing versus extractive),
Embraco and Votorantim are examples of companggshifive developed strong cultures with a set of
values related to human resources management (¢orantj long term employment, investments in
training and development) and technical and tecgichl competences.

On their processes of internationalization, theg haneed to access markets and resources and
subsequently to reduce production and transactstsdy coordinating their new activities In ortter
do so, they had to evaluate their “core competénondsrms of technical and managerial capabilities

Does the prevailing culture of these two organm#i enhance or jeopardize those
internationalization process?

From the information gathered in the field, it mspible to state that Embraco had a proactive view
on that process, probably associated to its Gexmanis. On the other hand, Votorantim presented a
more reactive type of behaviour. Notwithstanding,bbth cases the existing culture brought some
difficulties for the development of competencesthbavere traditional Brazilian firms, strongly
committed to the Brazilian market and the counteyelopment project; their management staff had
low exposure to a global environment, with a lirdiggobal mind set.
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Therefore, at the first stage both companies haehtm to deal with cultural obstacles.

However, as Prahalad and Hamel (1990, p. 79) pmiht companies should be concerned about
future success, preparing and rebuilding themsédtwethis, rather than functioning as a copy of the
past. The authors believe that

lessons deeply rooted in the past, passed on frengeneration of managers to the next, create two
dangers for any company. First, individuals maygébr over time, why they believe in what they
believe. Second, managers may even believe tisandt worth knowing what they do not know.

Both companies are learning how to cope with thelsallenges. The next stages will imply
internalizing what they have learnt on their ovasseperations.

FINAL COMMENTS

The objective of this paper was to discuss two epts culture and competence, questioning the
relationship between them: does the organizationltire enhance or jeopardize the development of
new competences? Are they topics that overlap, @ment or contradict each other?

The option ofreassessingclassic authors in the study of these two subjpotsided interesting
clues for their understanding.

If we take competence at the individual and colectevel, in the approaches proposed by Zarifian
and Le Boterf, we can see that culture plays aengiss role. Given that the idea of context is an
essential aspect for these authors and that coriigxtefinition, is an interpretation of the reglit
experienced by a group (Weick, 1973), culture aliNays be the main reference for determining what
is or is not competent behavior for the group.tlmeo words, in a culture in which engineering value
are predominant and in which technically perfeddpicts are the ones that have value, competences
related to business, marketing and brand and imag®gement may play a secondary role. If the
factors of adaptation to a business environmeninbegequire these competences, acquiring them or
developing them will necessarily imply a reviewtlog predominant culture.

When we analyze competences at the organizatiewal, lusing Prahalad and Hamel and Mills as
references, the analysis becomes somewhat mordeariis is the case because culture — as stated
by Linda Smirch — can be seen as something thatdmpanyis, but it can equally be something that
the company has depending on the chosen approach. But cultuedsis something that the group
uses in its internal and external relations, witheav to its survival (Schein, 1985) and preparafiar
the future, i.e., it is also a resource that cambbilized — a highly particular resource, more amant
than others, given that its mobilization is actyéfle mobilization of the group’s reason for beibgt
nevertheless a resource. Values and beliefs amddthnnternalized, discarded, valued and used in
different ways by the staff and employees, pardiotp in organizational life.

Similarly, competences are not static, but varighldls), as they only exist with the dynamics of
resource coordination in a given established carftexBoterf). A set of resources, on the otherdhan
is submitted to constant processes of developnegptisition, disposal, maintenance and valuation.

If culture influences the company’s way of beingl ar doing things, one can conclude that it also
influences purchasing decisions or the developroémesources and their mobilization to produce
results.

Therefore, cultural practices can guide and uphiodddevelopment of certain competences to the
detriment of others, depending on their configaratiPrahalad and Hamel's recommendation to
diversify an organization’s staff as well as toiesw values and beliefs through an unlearning pr®ces

BAR, Curitiba, v. 6, n. 1, art. 1, p. 1-14, Jan.fM2009 www.anpad.org.br/bar



Organizational Culture and the Renewal of Compe&tenc 13

capable of providing a broader view of reality @nel development of new competences that can make
future success viable makes sense.

Culture and competency reflect a delicate relatignthat needs to be researched and managed with
care within organizations.
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