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A global strategic framework for marketing across cultures 
Abstract 

The meaning and definition of “international marketing” can be extracted and understood differently. This paper 
explores the need for “cross-cultural marketing” that crafts a unified global strategic marketing framework rather than 
exporting an Anglo-Saxon driven model from one culture to another. The application of dilemma theory is introduced 
as a means to resolving failed market entry strategies by examining Wal-Mart’s penetration into the South Korean and 
German markets. It is suggested that if reconciliation is not built into the international market strategy formulation 
process, then the execution of market entry strategies will continue to fail. 

Keywords: marketing across cultures, cross-cultural marketing, Wal-Mart’s marketing failure, international marketing, 
global marketing strategy, international business. 
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Introduction  

This paper attempts to acknowledge multiple 
cultural voices, strategic positions and values in an 
inclusive, rather than an exclusive, praxis and 
demonstrates the need to build new strategic cross-
cultural frameworks for operating effectively in 
different cultural markets.  

Dilemma theory (Hampden-Turner and Trompenaars, 
1997) is the methodology employed, enabling one to 
map out the mindsets of key players, such as East 
Asia, at a time of failing internationalism. By 
learning how to identify and extract the different 
meanings of the key players’ value systems, one is 
able to map out a new cross-cultural marketing 
strategic framework for sustaining the evolution of a 
superior capacity for change. 

Deconstruction in cross-cultural arenas is long 
overdue, and this can be reconciled with the 
reconstruction of a new cross-cultural framework as 
illustrated by Wal-Mart’s market entry into South 
Korea and Germany. 

A need for reflection and a critical examination of 
adopted management models, especially those 
within embedded ethnocentric contexts of shared 
beliefs, values and cognitive structures are also 
explored. It is argued that organizations need to 
learn to manage cultural diversity within a new 
framework that has the strategy-making 
participants’ cultural values built into it rather than 
adapting an Anglo-American or European model to 
other cultures, such as those in East, South or 
Central Asia. The need for the development of 
organizational ideologies that build on cognitive 
structures, culturally sensitized to diversity, is 
central to a generic strategy. 

1. Going local: a vital strategic imperative 

Societies with Anglo-American work ethics have 
created value systems which emphasize that 
individuals can succeed if they have talent and 
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commitment. There are also ethnic value differences 
within these work ethics that are often neglected in 
increasingly multi-cultural organizations. These 
differences are visible, even in the cross-cultural 
setting between “psychologically-close” cultures 
(Sappinen, 1992). Similarities are defined as those 
of a cultural, social, and economic kind. They are 
exemplified by country-led conglomerates. In Asia, 
these include the South Korean chaebol of Samsung 
or the Japanese keiretsu of Sony with operations in 
culturally close societies such as Vietnam and 
China. However, when these same corporations 
operate in other Asian contexts that might be 
assumed to be similar, differences of a more 
complex kind have unexpectedly arisen in clashes 
arising from work and operational ethics, as have 
occurred in Indonesia and Thailand (Kyoto Review 
of South East Asia, 2011). These differences stem 
from the different fields of experience, broadly 
defined, of each society (Huo and McKinley, 1992; 
Kelley, Whatley and Worthly, 1987).  

Cultural Differences (Trompenaars and Woolliams, 
2003) in national formative contexts may often impact 
the inter-relationship between business strategy, 
environment and control system attributes, and 
strategic management (Douglas and Rhee, 1989; Huo 
and McKinley, 1992; Kouzmin and Korac-Kakabadse, 
1997; Ouchi, 1979; Porter, 1990; Schneider, 1989). 
Similarly, an organization’s formative context 
(whether it has experienced organic and/or acquisition-
based growth), history and circumstance determine 
organizational success (Kakabadse, 1991, p. 164). 

2. Market adaptation requires internal change 

Adapting a successful market strategy from one 
culture to another requires an internal organizational 
change. In pragmatic marketing terms, there is a 
business case for change driven by the need for 
increased sales, if not for purely altruistic reasons. 
Besides altruism, cultural changes are also influenced 
by many other factors, such as the organization’s 
founder, its history and changing markets, IT 
advancement, the actors’ changing profiles and 
leadership (Bennis, 1993; Korac-Boisvert and 
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Kouzmin, 1994; Korac-Kakabadse and Kouzmin, 
1997a; 1997b; Kouzmin and Korac-Boisvert, 1995). 
In a broader context, organizational culture forms an 
important ideological element within a global 
restructuring of capital, labor and markets and a shift 
towards a more fluid organizational philosophy of 
“flexible accumulation” (Harvey, 1989). In order to 
harness these changes consciously, organizations 
need, in addition to a progressive cultural policy, an 
infrastructure and “new-age” leadership vision, or an 
egalitarian ideology (Korac-Boisvert and Kouzmin, 
1994), to sustain and increase market share. 

In Bakhtin’s (1968) terminology, organizations need 

to provide a hybridization model not unlike that 

which has been recently adopted by Samsung 

Electronics (T. Khanna, J. Song and K. Lee, 2011). 

The intent of this model is to bring together the 

exotic and the familiar through actors’ broader 

cultural awareness. In the case of the Samsung 

model, there is a blending of traditional Japanese 

and modern Western systems. Organizations need to 

change in ways such as this in order to 

accommodate actors from a variety of cultures, 

providing equal opportunity for the fulfillment of 

each actor’s intellectual, emotional and socio-

economic aspirations, irrespective of the cultural or 

ethnic differences (Korac-Boisvert and Kouzmin, 

1994). The emerging global option highlights the 

need to think realistically about creating an effective 

worldwide business (Ali and Falcon, 1995; 

Kakabadse, 1991, p. 53; Zuboff, 1983) that reconciles 

cultural differences among manufacturers, suppliers, 

channel partners and end-users when marketing its 

products or services in different destination cultures. 

3. Crafting cross-cultural marketing strategy 

by applying dilemma analysis 

Dilemma comes from the Greek word Di-lemma, 

two propositions, meaning a situation in which a 

choice has to be made to gain or avoid between two 

equally urgent, yet cunningly incompatible, 

alternatives. It is true that decision-making is about 

choosing between two unpleasant alternatives and 

quite often that is a dilemma. Hampden-Turner 

(1990) maintains that dilemmas are often defined as 

choices between unfavorable alternatives. This 

would certainly sharpen the dilemma, but it is also a 

dilemma to have to forgo one alternative for another 

when one would like to have both. Hampden-Turner 

(1990) argues that one needs to extend Dilemma 

Theory to describe a very common experience, such 

as management wanting rapid market growth and 

high profitability, while it is difficult to obtain both. 

Choice includes combining values, not simply 

dividing them. The “horns” of a dilemma can be 

used like the cross-co-ordinates on a chart, allowing 

an organization to navigate and to plot its progress. 

Dilemmas are twin perils to be steered between. In 

early Greek mythology sailors who tried to navigate 

the straits of Messina were said to encounter a rock 

and a whirlpool. If they were too intent upon 

avoiding the rock, they could be sucked into the 

whirlpool. If they skirted the whirlpool by too wide 

a margin, they could strike the rock.  

The purpose of the charts below (Hampden-Turner, 

1992) is to show that many managerial choices are 

not either-or, but both-and. The “horns” of the 

dilemmas can be steered between and it is possible 

to navigate in the direction of, say, “higher quality 

at lower cost”, while avoiding both the rock of 

relentless cost cutting and the whirlpool of ineffable 

and fathomless quality. Charting records judgements 

and allows these to be compared with the harder 

results and consequences that follow. These are 

“pure dilemmas”, designed to be insoluble and, 

according to Hampden-Turner, one is concerned 

with practical dilemmas. 

An organization, its working assumptions and 

strategies, constitute a whole mental and cultural 

pattern. Hampden-Turner (1990) argues that one can 

try to analyze the whole into discrete dilemmas, but 

these are not, in fact, discrete or separate. All 

dilemmas are connected weakly or strongly to all 

other dilemmas. All solutions or near solutions 

make the other dilemmas easier to resolve. All 

failures or near failures to resolve a dilemma make 

the other dilemmas harder to resolve. Dilemmas are 

connected by a generalized skill in the capacity to 

resolve dilemmas, a kin to steering a ship skilfully. 

Moreover, such skills are learned not simply by 

individuals but by whole groups and organizations, so 

that the resolving of several dilemmas is mediated by 

organizational learning – by routinized ways of 

combining the needs and the claims of different groups 

both inside and outside the organization. Dilemmas are 

combined by drawing upon the cybernetic process. A 

cycle or, more precisely, a helix shows development 

on all three dilemmas sequentially. As the helix 

develops, the corporations concerned become steadily 

more differentiated, yet better integrated, and 

encounter greater turbulence to which they respond 

even faster to achieve even greater economies of scale 

supported by increased flexibility and versatility. From 

such learning circles, corporations can develop as 

wholes. Good organizational performance requires one 

to break down value creation into its components and 

chart progress on the separate planes or strategic maps. 

By concentrating on key dilemmas, one discovers 

which issues and which resolutions are crucial to 

building a new global strategic framework for 

marketing across cultures. 
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4. Asia beyond ideology: unified marketing 
strategy through harmonization 

The effort to create an “imagined community” for 
Europe, generating unifying symbols which 
differentiate Europeans from others, also draws 
sustenance from areas of cultural conflict such as 
the notion of ethnicity – the set of symbols, myth, 
memories, heroes, events, landscapes and traditions 
woven together in popular consciousness (Smith, 
1990), which are grounds for a common culture. 
Reconstructing all national European cultures and 
constructing new symbols for an emerging 
European super-state and transnational culture is 
problematic, although with the further development 
of the European Union it is expected that trade 
between EC member states will rise and that 
collaborative and joint-venture projects will be 
increasingly perceived as low risk initiatives (Burns, 
Myers and Kakabadse, 1995). 

Ethnic resistance to reconstruction has often been 

underestimated, as frequently seen in newly 

industrialized societies such as Brazil (Osiel, 1984, 

p. 49) and Eastern Europe. Convergence, however, 

is never complete and the adoption of particular 

social forms is mediated by cultures and strong 

social forces of ethnicity. Hofstede (1992; 1993) 

contends that research evidence indicates that 

cultural diversity and diverse ways of thinking will 

remain for the next few hundred years. 

Although ethnic cultural differences undeniably 

exist, the significance attached to these differences 

is a point of discussion. Some theorists argue that 

differences in international organizations have less 

to do with culture and more to do with the absence 

of a shared experience within the organization. The 

argument is that being of a different ethnic culture 

should not be an issue (Kakabadse and Myers, 

1995a). Kakabadse and Myers (1995a) argue that 

the real issue of ethnic differences is preventing the 

“inhibition factor” from rising to prominence, e.g., 

not acting on the challenges that exist in an 

organization simply because they have been labelled 

as differences of ethnicity. 

Others argue that the core values of ethnic culture 
are impenetrable and as such are resistant to change. 
This is exemplified in transplant organizations such 
as Toyota’s operation in the US, where the core 
corporate value is opaque, preserved and resistant to 
change while mutation and changes are allowed in 
the buffer zone of the peripheral culture. The fin-de-

millennium illustrates that ethnicity has a much 
greater resilience than many symbolic analysts, 
exemplified by politicians, have imagined. However, 
acknowledging the presence and beauty of ethnic 
diversity, whilst effectively working with such 
differences, requires particular application in policy 

design; nurturing multiple ethnic interfaces requires 
a high level of attentiveness to dialogue (Kakabadse 
and Myers, 1995a) and the accommodation of 
different values. Making this dialogue work across 
organizations or different formative contexts is the 
challenge (Kakabadse and Myers, 1995a) for 
contemporary and globalizing organizations. 

Moving from the national state to the transnational 
or global one, whereby the world becomes united to 
the extent that it is regarded as one place and one 
global culture, poses a number of challenges 
(Robertson, 1990; Wild, 1994). There are arguments 
both for and against cultural integration and 
homogenization at the global level. This is evidenced 
by multi-national Capitalism – Americanization, 
Japanization and media-imperialism – which assumes 
that local differences are being obliterated by 
universal forces exemplified by increased inter- 
national flow of people, capital and symbolic goods 
(Gassner and Schade, 1990). Factors that mediate 
between national cultures, global financial markets, 
international law and various international agencies 
and institutions form the transnational or “third 
culture” (Gassner and Schade, 1990). It is this 
cultural imperialism that also exports its ethical 
framework for the way things should be done without 
taking into consideration the different value systems 
of the other cultures. 

It is in Asia that this “third culture” perhaps 
encounters its greatest challenge. With globalization 
pressures operating and Neo-Liberal propaganda 
dominant since 1978, many governments in East, 
Southeast and Central Asia, socialist or otherwise, 
such as China, have found the pressure to accept 
Anglo-American economic and managerial recipes 
(re-structuring, de-layering, re-engineering, privatiza- 
tion) irresistible or unavoidable. The idea that these 
recipes might not have been appropriate is, often, 
inconceivable. As with all other policy and 
organizational choices, there are costs as well as 
benefits associated with choice; every gain in short-
term efficiency carries with it a potential loss of 
longer-term capability. Unfortunately, potential 
losses are more often than not intangible and thus 
very often underestimated (Kakabadse, 1991; 1993). 
Nonetheless, these losses are real and often have 
very marked long-term effects. Choosing 
inappropriate management models without 
supporting capabilities and an effective information 
infrastructure have “creeping crisis” effects 
(Kouzmin, Korac-Kakabadse and Jarman, 1996).  

There exists a wealth of theoretical and operational 
information regarding the experience of other 
market-oriented societies, but its value to managers 
in former Socialist and transitional economies is 
limited, as these experiences are unique to formative 
context and are not easily transferable or even 
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relevant. The past experience of many Asian, 
African and Latin American governments, which 
resulted in large investments in economic and 
management training at prestigious foreign 
universities, has yielded ambiguous results. The often 
quasi-anecdotal comments that ‘the authoritarianism 
and misbegotten economic policies of many countries 
can be blamed on the Harvard Business School 
(Walsh, 1994, p. 53), reveals a need for governance 
and management capabilities sensitive to formative 
context and other unique, developmental requirements. 
At the least, it requires a theoretical understanding that 
“asset stripping”, from the public to the private sector, 
is a major tenet of Neo-Liberal, economic macro-
strategy, facilitated through contracting out and 
privatization (Johnston and Kouzmin, 1998, p. 496). 
Jim Rogers’, the so-called Indiana Jones of finance 
(McGrath, 2003, p. 38), lecture to Korean MBA 
students at the Harvard Business School illustrates 
how Wall Street arrogance has been interwoven into 
the projection and export of American business ethics 
to China, Japan, Korea and elsewhere. This all may 
have been avoided if Anglo-Saxon values had not been 
built into the ethnocentric framework exported around 
the world. 

Liberalized financial markets are unlikely to lead to 

allocative efficiency within an economy and, 

furthermore, may prove particularly inadequate in 

promoting long-term development strategies or 

dynamic efficiency (Cowling, 1987). The appropri- 

ateness of Anglo-American financial models of 

development for transitional economies, if applied to 

the frontier economies of Vietnam or Kazakhstan for 

example, may, at best, be questionable, based on 

experiences demonstrated in the Russian republic and 

the former Warsaw Pact states of Eastern Europe, or, 

as suggested by Corbett and Mayer (1991) and others 

(Sheldon, 1987; 1990; Ziauddin and Davies, 1992), 

largely non-transferable. 

Furthermore, aid is frequently restricted in a manner 
that leads to links with multinational enterprises, 
promoting, in the long term, a net outflow of capital. 
Aid is often focused precisely where the donor’s 
core corporations see the greatest opportunities 
(Reich, 1993, p. 93). For example, the “shock 
therapy” program opened new market opportunities 
for market-oriented economies and produced new, 
social cleavages in Russian society. By creating new 
wealth in the hands of the old “Nomenklatura”, and 
organized crime, “Wild-West Capitalism” hampered 
political stability, in the short term, through 
countenancing questionable transactions and 
suppressing political backlashes as the transitional 
economy was unable to effectively deal with rapid 
accumulation and the politically necessary re-
distribution. The now well reported economic gap, 
prevalence of corruption, and lack of transparency 

in China, and their increasing exposure in Korea, 
and Vietnam, demonstrates how states can become 
preoccupied with their competitiveness rather than 
making sacrifices for the common good (Anna, 
2010; Soros, 1997). On the other hand, despite the 
amorphous, fluid, and hidden structures of non-state 
actors, transnational corporations, no matter their 
country of origin, have shown an increasing 
adaptability where they have invested in practices 
which promote social responsibility (Lim, 2000). 

The donor organizations’ inability (Ramos, 1981; 
1985) to incorporate into development programs a 
formative context (Borda, 1986) has often produced 
anti-development sentiment in societies in transition 
(for example, Mexico, India) (Borda, 1986; Esteva, 
1987; Rahnema, 1988; 1990; Escobar, 1992). The 
effects of liberalization on an economy are more 
often than not dramatic, since policy outcomes prove 
to be so different from expectations (Ramos, 1985). 

Although accumulation, as Bell (1976; 1980) has 
pointed out, takes place in any complex economy, 
the problem with “shock-therapy”, market-oriented 
and rapid de-regulatory programs is not that they 
create accumulation, but that they create a narrow 
group of beneficiaries in the short term (Lipton, 
1986), a lack of “democratization of accumulation”. 
Thus, while market-liberalization programs must 
deal with the economic fundamentals of budgetary 
discipline and open trading, they also must ensure 
that gains from economic growth are distributed 
somewhat more equitably through an established, 
regulatory framework. 

In current transitional debates, it could be argued that 
governance agendas have been “high-jacked” by a 
consensus built around Neo-Liberalist and Economic 
Rationalist policies – propagated even more heavily 
in policy transfer and restructuring advice focused on 
the putative reforming of the economy. Nowhere has 
such “shock”, “rationalist” advocacy been seen as in 
the Russian case, an advocacy that surprised even the 
most ardent managerialist.  

Ideology and propaganda, if not a dose of 
epistemology, certainly need to be incorporated into 
what is increasingly perceived to be sterile and 
discredited Economic Rationalism in much of 
business and, increasingly, the governance discourse 
on offer (Kouzmin, Leivesley and Korac-Kakabadse, 
1997). It does seem that “shock therapy” strategies 
and radical economic transitions are to be tolerated 
off shore – certainly not, domestically, in Western 
economies. Only in phobic contexts is pure, 
doctrinaire and ideological, Neo-Liberal prescription 
so countenanced. 

The West has a long record of getting the East, 
whether China, Japan, Korea, or Vietnam, among 
others, wrong. Simply put, China and many other 
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countries in Asia are not like the West and never will 
be. Among many Westerners, perhaps the most 
misleading assumption is that the modernization of 
all these Asian societies will inevitably lead to 
Westernization. However, this is wrong, because 
modernization is not just shaped by markets, 
competition and technology, but also by the identity 
these societies derive from history and culture 
(Jacques, 2009).   

Political and governance failure by Western scholar- 

ship to understand processes of radical economic and 

political change is not only regrettable, it is also 

dangerous (Burawoy and Krotov, 1993, pp. 67-69; 

Burawoy, 1994). For 200 years the West dominated 

the world and was not required to understand others 

or The Other. Porter (1980) never entertained cultural 

differences of the suppliers, buyers, potential 

entrants, substitutes and industry competitors. In the 

future, as has often been the case in the past, 

whatever happens in, or comes from, Asia may be a 

surprise. Western scholarship failed not only to fully 

understand Russian, Chinese, Japanese, Korean, and 

Vietnamese culture and history, but also most other 

Asian peoples within the context of crisis and change 

prescriptions or “Transformation Management,” as it 

has been called (Kumar, 1995, p. 235).  

Precisely at a time when the US, in particular, sought 

to “re-invent government” (Wamsley et al., 1990; 

Osborne and Gaebler, 1992) and to recognize the 

legitimacy and functional imperatives of more 

oligarchic and complex regulatory mechanisms 

required within internationalizing economies, the 

nations of Asia may provide a unique model of such 

governance, legitimacy and functionality. And this, 

following crisis transitions from an overly-regulated 

economy to what is now increasingly perceived to be 

dysfunctional, oligarchic strategies mitigating the 

consequences of “shock” Neo-Liberal economic 

transition (Burawoy, 1994, p. 593), i.e., rapid, crimina- 

lized privatization and economic mis-development. 

5. The Wal-MART dilemma: a failed market 

entry strategy 

The conceptualization of unity through diversity, or 
unity permeating difference, is becoming more 
acceptable today as part of some of the changes 
which have given rise to the information age, 
undermining the cultural integration of the nation-
state. The concurrent incorporation of the state into 
large units and the transformative effects of global 
economic and cultural flows require a global unity 
within which diversity can take place. This is 
exemplified by the current efforts to create a 
European identity, sponsored by the EC (European 
Commission), in such a way as to allow cultural 
variation and unity through diversity (Schlesinger, 
1987) Thus, do we have one manifestation of the 

still not completely understood concept of 
globalization and how it will evolve? By extension, 
within the Kantian legacy, while the Euro-American 
idea of the global has the right to exist, it is not 
guaranteed the status of exclusive universality 
(Mignolo, 2011). It is by recognizing and drawing 
on the concepts of another universalism, that of the 
East – from Asia, and China and its cultural sphere 
specifically – that we may be able to create a better 
strategic framework for formulating and executing 
marketing strategy across different Asian cultures.   

In Asia, there exists the possible viability of another 

idea. The ancient syncretizing concept of yin-yang (the 

blending of opposites, rather than their absolute 

opposition, as in the West) may in the end prove to be 

a useful starting point for harmonizing marketing 

strategies of the East versus West. Indeed, yin and 

yang are continuously reconciled and synergized, and 

neither is always dominant. Both systems theory and 

yin and yang direct our attention to context. It is after 

all the context, whether in the mundane world of 

marketing strategy, which evolves and requires us to 

revise the way we perceive reality (Jamieson, 1995). 

This returns us to the hybridized and blended business 

structural and marketing approaches already found in 

parts of Asia that could be adopted in the West as a 

cross-cultural marketing strategy that integrates 

harmony into building a unified strategic model.  

In order to manage and forecast “cultural dilemmas” 
(Trompenaars and Hampden-Turner, 1997) success- 
fully in response to global business connections 
requiring organizations and managers to become 
competent in cross-cultural interactions, organizations 
need to reconcile the idea (Trompenaars and 
Hampden-Turner, 2001) of building a new strategic 
framework for marketing across cultures, by first 
mapping out the existing cultural differences. These 
shared and internalized basic assumptions enfold 
organizational scripts and values welcoming change 
and the nurturing of the development and growth of 
all organizational actors. It could be suggested that 
charting the mindsets of people from the East and 
West, working together in one organization, would 
illustrate where the cultural differences exist. 
Synthesizing these differences will enable the 
organization to avoid conflict and crisis, and enable a 
unified strategy to be executed. Reconciling cultural 
differences will be a global business strategy for 
companies needing to achieve increased sales and 
market share growth. It could be suggested that a 
trans-culturally competent strategy for growth would 
include a new strategic marketing framework that is 
built in unity by people from diverse cultures. 

The Anglo-American management “course” of 
gender, multi-cultural talent, and chronic human 
resource wastage, in the name of re-engineering 
both public and private sectors for short-term, least 
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cost efficiency and competitive advantage, is yet to 
be confronted in any strategic or cross-culturally 
systematic way. This is why organizations based in 
Arkansas, Frankfurt or Seoul need to sit with their 
local management team, suppliers, buyers and end 
users to craft a “new” marketing strategic model, 
from the ground up. This model would take each 
participant’s cultural assumptions and imperatives 
into consideration, because conflict without 
reconciliation can be costly and result in a failed 

strategy that does not unify the integrated value 
systems. While it is important to maximize 
shareholder value, it is even more important to 
maximize the cultural values of the stakeholders. 
Hence, a new strategic framework using Wal-Mart 

as an illustrative example is proposed in Tables 1 
and 2 to demonstrate the need for marketing 
strategists to chart their course when launching 
their products or services in different destination 
cultures.  

 

Fig. 1. The ‘Wal-Mart’ American way 

 

Fig. 2. Product push-product pull

Wal-Mart clearly dominated the U.S. retail market 
with their state-of-the-art supply chain management 
system, but riding the wave of growth did not imply 
that their methodology for formulating and 
executing global marketing strategy was a recipe for 

success. They expanded their business model in 
South America, Europe and Asia, and oddly enough, 
that model failed, resulting in a ‘fire sale’ of their 
operations in South Korea and Germany in the same 
year, 2006. Wal-Mart’s model in the U.S. market 
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centered around providing low-price offerings 
achieved through pressure applied on suppliers, 
customer satisfaction and low paid employees.  

The proposed framework, extracted from dilemma 
theory, provides a tool for marketing professionals to 
map their strategy based upon two contrasting 
propositions from opposing values. Applying this 
framework to global marketing enables one to record 
customers’ values and allows these to be compared 
with the consequences of lower sales and market 
share results that follow. All dilemmas are connected, 
and this could be seen in the German operation 
because failures to write the reconcilable strategy will 
ultimately lead to a failure in resolving the other 
dilemmas. The framework simply uses an ‘X’ and 
‘Y’ axis to plot the dilemma as two contrasting 
values, while on the inside of the graph, conflict is 
illustrated, and the reconciliation is demonstrated by 
synergizing both differences to represent the cross-
cultural marketing strategy that harmonizes the 
approach to the customers in the different destination 
market. Furthermore, the helix leading to the synergy 
of the contrasting propositions draws upon a 
cybernetic process which represents better integration 
of the value(s) differences that encounter greater 
turbulence, and in which Wal-Mart marketing 
strategists could have responded more rapidly and 
achieved even greater sales and market share. 

Despite attracting customers in Wal-Mart’s home 
market, the management failed to perform 
competitive analysis within both South Korean and 
German markets. Wal-Mart soon learned the hard 
way when they found themselves not to be the 
hunter, but rather the hunted by their competition in 
both markets (Knorr & Arndt, 2003). “Wal-Mart is a 
typical example of a global giant who has failed to 
localize its operations in South Korea,” Na Hong 
Seok, an analyst at Good Morning Shinhan Securities 
in Seoul, said, and continued, “it failed to read what 
South Korean housewives want when they go 
shopping” (Sang-Hun, 2006). In Germany, where 
domestic “value retailers” already dominate the 
grocery market, it found customers were turned off 
by the early designs of its stores, by a too-narrow 
range of produce, and by the famous “greeters”, who 
welcomed shoppers to the store and are instructed to 
smile when within a certain distance of a customer. It 
also became embroiled in labor disputes that led to 
strikes. (Foley & Mesure, 2006). The circumstances 
of the company’s failure to establish itself in 
Germany give reason to believe that it pursued a 
fundamentally flawed internationalization strategy 
due to an incredible degree of ignorance of the 
specific features of the extremely competitive 
German retail market (Knorr & Arndt, 2003). Upon 
closer examination, the research revealed that Wal-

Mart’s market entry into South Korea and Germany 

was nothing more than a failure due to management’s 
application of a standardized business model without 
a localized value proposition.  

Conclusion 

It is clear that marketing strategists need to become 
aware of the need to account for culture prior to 
market entry. As evidenced by the Wal-Mart 

example, in both South Korea and Germany, there 
was a failure to chart their course and address the 
contrasting interests such as those of the seller and 
buyer. It could be suggested that a better definition of 
international marketing would be reconciling the 
needs and wants of the customer. Hence, ‘cross-
cultural’ marketing. More importantly, it is essential 
for marketing teams to understand that different 
meanings are extracted from the consumer in 
different cultures. The Germans, for example, 
complained that they did not want large pillow cases 
because small pillow cases are the norm in their 
culture. The South Koreans asserted that they 
wanted food and beverages and not just dry goods. 
This paper selected Wal-Mart as an example, but it 
should not be forgotten that leading companies such 
as Nokia, Nestle and Google also failed in South 
Korea. The chaebol Sankyung states in its 
“Sankyung Management System” (SKMS) that “the 
goals of the enterprise are survival and growth, so it 
could be presumed that many of the Western 
executives would agree.”  

Akio Morita designed the “Walkman” so that it 
would not disturb others when one listens to music, 
Steve Jobs’ “I-phone” legacy has been designed to 
be “culture free” in order not to invisibly “cage” 
individuals and so that each user can input their 
culture into the product. It is suggested that more 
research and considerably more thought must be put 
into the design and execution of a strategy for 
marketing hi-tech products and retail services such 
as these in a globalized workplace that aligns with a 
newly constructed strategic framework which 
allows intercultural interaction. 

In the field of cross-cultural marketing, ideologies 
and lifestyles can compete and collaborate at the 
same time. Dominant classes, represented by global 
enterprises, often impose culture on others in a 
globalizing world (Thorne and Kouzmin, 2004) with 
little or no consideration of the host cultures’ 
framework for formulating marketing strategy. The 
emergence of new economic partners from different 
destination cultures comes with different perceptions, 
assumptions and expectations. This paper suggests 
that organizations at the dawn of this new millennium 
will require a new cross-cultural strategic framework 
for formulating and executing marketing strategy. 
This framework will be custom designed by the 
various participants and will include different value 



Innovative Marketing, Volume 10, Issue 3, 2014 

21 

systems eliciting difference. Further innovative 
marketing research in the faculties of neural 
psychology, data mining and artificial intelligence 
could potentially provide more sophisticated output 

of mapping the different cultural value systems in the 
future. This will undoubtedly be an important role for 
the emerging Chief Cultural Officer (CCO) and Chief 
Marketing Technical Officer (CMTO). 
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