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Abstract 
In this Technical Evaluation Report the results of the Copenhagen symposium HFM-142 on ‘Adaptability in Coalition Teamwork’ are discussed. This symposium was the primary deliverable for the HFM-138 Research Task Group also titled ‘Adaptability in Coalition Teamwork.’ During this fruitful symposium many findings based on experiments in multinational teamwork have been presented, showing that different national responses to stimuli emerge in terms of goal setting, problem solving, trust, flexibility and general performance. Differences between national and multinational teams were revealed. These results lead to basic insights on how to deal with training and selecting military people in order to perform successfully in multinational teams. This work, however, cannot be considered to be complete or finished. A number of challenges ahead have been formulated that will induce more researchers from more member nations to participate in future studies in this area. These studies need to be conducted closer to the field of operations, and in closer connection with ‘reflective’, experienced commanders.
keywords

national cultures, coalition, teamwork, cultural adaptability 
1.0
theme
Multinational coalitions are a complicated assembly of individuals, networks and organizations required to perform as teams, often ad-hoc or in a distributed environment. The cultural diversity inherent in coalition teams challenges leaders and team members to recognize the cultural biases of their own and others’ thoughts and their manifested predisposition to behaviour. Diversity can either enhance or hinder team performance along the full spectrum of military operations. Models, methods and tools that support rapid development of effective multicultural teams are needed to ensure mission success that is dependent on a high degree of interoperability and collaboration among team members. NATO leaders and the international research community must leverage what is known about individual differences, organizational structure and processes, national/organizational/military cultures, teams, and training in order to provide a model of coalition teamwork that can be used to guide doctrine, training, personnel, and organization.

2.0 setup and content of the symposium

In the HFM-142 symposium 23 papers were given, in addition to 4 poster presentations, 1 featured speaker (Ms. Gail McGinn, U.S. Deputy Under Secretary of Defense for Plans) and 2 keynote addresses (Major General Ton van Loon, Chief of Staff, Allied Land Component Command HQ, Heidelberg, NLD) and Dr. Megan Thompson (Defence Scientist, Canadian Defence Research and Development). The first speaker provided an overview of the policies of the Pentagon that were developed to improve the knowledge of relevant, strategic languages among U.S. military service personnel. Major General van Loon’s address revolved around practical, operational experiences and the ‘lessons learned’ of a commander of the ISAF multinational coalition in Southern Afghanistan, whereas Dr. Thompson’s address related to academic insights with respect to differences in personality traits of individuals. 

The papers were organized into two tracks, one on Culture (chaired by Dr. David Matsumoto, Professor at San Francisco State University USA; Director and CEO The Ekman Group Research Division) and the other on Teams (chaired by Dr. Peter Essens, Chief Scientist Human in Command, TNO Defence, Security and Safety, NLD). Two internationally acclaimed scholars in the field of international management were present and participated in an expert panel discussion at the end of the symposium. They were Dr. David Matsumoto (editor of the International Journal of Cross-Cultural Psychology;) and Dr. Mansour Javidan (co-author of the famous GLOBE study; Professor and Director The Garvin Center for Cultures & Languages of International Management, USA.  Also participating on the expert panel were Dr. Linda Pierce (Chief, Organizational Performance Unit, U.S. Army Research Institute), Dr. Winston Sieck (Principal Scientist, Applied Research Associates, USA), Ms. Anne Lise Bjornstad (Researcher, Norwegian Defence Research Institute, NOR), and Dr. Peter Essens. The symposium was chaired by Dr. Janet Sutton (Senior Research Psychologist, U.S. Air Force Research Laboratory), who - together with Dr. Linda Pierce- initiated the ‘Adaptability in Coalition Teamwork’ project as a research task group, HFM-138, investigating leader and team Adaptability in coalition teamwork in 2005.   
In total 35 contributions were delivered by representatives from a number of countries: U.S.A. 14, The Netherlands 4, Sweden 4, Canada 2, Norway 1, Germany 1, France 1, UK 1, and from outside the coalition: Malaysia 2. The expert panel consisted of 5 members, coming from the U.S.A. (4) and Norway (1) and was chaired by a representative from Canada. The line-up of the symposium can be seen as an indication of the importance that the United States attaches to coalition teamwork. 

3.0 main results

The objectives of the HFM-138 research task group were to conduct multinational, collaborative experiments designed to capture knowledge about culture factors for use in military modelling and simulation, system design, personnel selection and officer training. In addition, there were a number of specific goals aiming at defining cultural Adaptability, and identifying potential products that would enable cultural Adaptability. 

In general, these objectives have been achieved exceptionally well over the three years that the project lasted (2005 – 2008), leading to the HFM-142 symposium in Copenhagen. During the symposium, a number of papers were presented with data that had been collected during a seminal laboratory experiment conducted by the HFM-138 research task group, where military people from five nations participated in game-related activities in multinational teamwork. Those military people were from: Bulgaria, The Netherlands, Norway, Sweden, and the United States. Using the Situation Authorable Behaviour Research Environment (SABRE) testbed, a role-playing scenario in a computer game tasked the participants to retrieve hidden weapons around a simulated area while developing good relations with locals. This was done in fully national as well as in multinational teams. In addition to this study, a number of papers were given in which the usability of feedback instruments, other simulation games and real life training tools were tested. In a number of papers the idea of cultural Adaptability has been addressed and further refined. 

It is impossible to give an all representative overview of the results that have been presented. However, a number of main findings can be summarized as follows:

· Training tools (games, simulations) really work and seem to be effective in dealing with cultural diversity in coalition teamwork, at least to some extent;

· Tested in different national teams different responses to stimuli emerged, in terms of performance but also in terms of goals setting and problem solution (see for instance the papers by Kip Smith, Fred Lichacz and Anne-Lise Bjornstad);

· Confirming previous studies in the civilian sector, differences evolved between national groups and multinational groups; these differences relate to trust, flexibility and performance (e.g., Rik Warren);

· Training with role playing seems to work really well in developing cultural skills among servicemen (e.g., Josephine van Meer);

· Feedback information on team morale and performance during operations is an instrument that is highly valued by commanders in the field (e.g., Peter Essens); 

· Differences in language proficiency in English confound research output as much as  they do in everyday operational life (e.g., Rik Warren, Joan Johnston).
Overall, these results have underlined the importance of the theme and they have indicated a number of ways of dealing with the issues at stake
4.0 some other impressions

The work that has been presented has been mainly from the field of social as well as industrial and organizational psychology. This is understandable because these academic disciplines have provided us with enormous insights in this field of study.
 Yet, there is more than psychology only. Despite the attendance of Drs. David Matsumoto and Mansour Javidan, the contribution from international management as well as administrative and organization studies or anthropology has been limited. Moreover, the numbers of participating countries was not representative of NATO as a whole. The situations that have been under study mainly regarded HQs and international staff units during exercises, and hardly ever operational activities during actual deployments in mission areas. In line with mainstream research in social psychology, the emphasis was on quantitative studies, leaving interpretative qualitative studies relatively in the margin. Also in line with common practices in social psychology, there sometimes was a tendency to confuse cultural phenomena with personality issues. Finally, the different aspects of the dominating concepts ‘culture’ and ‘teams’ were not always clearly distinguished. As to culture it is important to discern cultural diversity within national teams, cultural diversity in multinational military cooperation and cultural diversity in the interaction with locals in mission areas, whereas teams should be distinguished into various time-related forms (ad hoc, ephemeral/swift, temporary, and semi-structural).   

5.0 importance of culture in coalition teamwork

The symposium has made it sufficiently clear that multinational coalition teamwork even among NATO armed forces does not develop smoothly all of the time. Encounters between service(wo)men of various nations in multinational worksetting may be positive or not so positive, depending on a number of factors pertaining to: numeral/demographic composition of the team (homogeneity/heterogeneity), cultural and language distances, administrative and organizational set-up of the work activities, the presence of threat, power balances and the degree of cultural Adaptability of team members and their commanders. The knowledge about these factors is developing rapidly, both in the civilian and in the military sector.
 Yet, in another perspective the cultural factor in coalition operations may be even more important to study. 

National armed forces – even with NATO - bring with them different national (and political) styles of perceiving the situation at hand and the tasks that need to be conducted. It has been shown that national armed forces vary in the goals they want to achieve, the violence they deem necessary to achieve those goals, the way of communicating with local actors, as well as the work conditions and regulations they consider acceptable. These differences come along with possible tensions in multinational encounters, but they also offer the conditions for in vivo comparison, experimentation and evaluation. 

One example may suffice to illustrate this point. In Northern Afghanistan, a number of different national Provincial Reconstruction Teams (PRTs) have their own area of operations. All national PRTs comply with the general ISAF guidelines, but it has been shown that the PRTs all conduct their activities in (slightly) different manners, manners that correspond with their own national operational styles. Carefully describing the subtle differences  in these different activities and national styles, and relating them to results that have been achieved in the region may help NATO and future commanders and military people to understand what works well and what does not seem to work well. After all, in the sort of operations that are currently conducted in Afghanistan there is no well demonstrated evidenced knowledge of what are the most appropriate actions and conducts. Culture in its various manifestations plays an important part in this, and its impact should be thoroughly studied in the field of operations.
6.0 challenges ahead for researchers

In order for researchers to continue receiving funding and getting access to the field, it is important for them to be aware of the relevance of relevance. Work in the realm of RTO should be conducive to the proper execution of the coalition’s tasks and missions. It should not be of scientific relevance only. It is our contention that the commanders in the field have at least as many questions as they have responses to the tasks they are set to do. Academic work can be very helpful in this regard, and commanders will embrace every contribution stemming from academic work that is - even only slightly - relevant to their job. The important challenge for researchers therefore is to do work that is explicitly relevant to the commander’s job. Such academic work will be conducted closer to the field, taking the exceptional and sometimes extreme context of military behaviour into account. Experiments with university students in psychological labs will not suffice to meet the commanders’ needs; quasi-experiments, observations and team feedback in the area of operations will do the job instead. 

Besides, talking about culture will demonstrate the need to have (military) people from as many member nations as possible involved in future studies, both as researchers and as participants. One example may be illustrative here. The Turkish armed forces (TAF) is the second largest military organization in NATO; the TAF plays or may play a peculiar role in the conflict-ridden Muslim societies NATO is currently involved in; and finally, Turkey has a group of renowned cross-cultural researchers both in civilian universities (Profs. Kağitçibaşi, Boaçigiler, Aycan, Wasti) as well as in the military (e.g., Ret. Col. Prof. Varoglu). Taking all this together may help to understand that it will be a major leap forward if Turkish researchers and military participants would be included in future studies on cultural aspects of coalition teamwork. Obviously, but perhaps less conspicuously, the contribution provided by researchers and participants from other nations will be very helpful too.  

More than until now, it will be needed to include other specialists too, in particular from the academic world of administrative and organization studies, international management, anthropology and ethnography as well as from military operational studies. It will be interesting and surprising to see what has already been achieved in those academic fields of study with respect to culture in multinational (military) cooperation. Connecting those various disciplines will help to reach for problem-based instead of discipline-oriented research.   

7.0 content-related challenges

The main message of this Technical Evaluation Report is that important work has been addressed both in the project and during the symposium in Copenhagen. But this work cannot be considered to be finished. Actually, this type of research in the context of NATO is only in the preliminary stage of its life cycle. Therefore, we would like to sum up a number of content-related challenges that emerged from the expert panel discussion, the plenary discussion as well as from existing knowledge gaps in the (military) field of multicultural interaction. These are as follows:

· (The English) language is the great unifier, yet it is the great divider too; there are considerable differences in language proficiency, empowering the native speakers in the coalition, and disempowering the ones who still struggle with this foreign language. Large scale language training programmes should be developed, but at the work level there is a need to conduct more studies on how differences in language proficiency hampers the quality of decision making, the development of equal power and status balances and the actual execution of multinational operations. Obviously, the language and interpretation problems coming along with talking to local people in the mission areas need to be addressed too.

· There is a need for more studies on training people in developing skills in cultural Adaptability, cultural awareness and cultural intelligence, and also in selecting and promoting to higher levels those service(wo)men who are particularly competent in cultural skills.

· There are enough indications that international experience is not valued in the armed forces of the various member nations in the same way. For some member nations international experience is prerequisite for promotion to higher ranks, in some other military forces this is considered quite less important. A study addressing the HR and institutional differences in regulations with respect to the importance of international experiences for career development is highly needed. 

· In line with what has been said before, the evaluation of different national approaches and styles during operations and the assessment of their different impact in the field will have tremendous benefit to operational commanders and planners. Such evaluations, based on safari research on the spot, will prove to be indispensable to gain further insights as to the effectiveness of the various national strategies, styles and approaches.

· Finally, it is important to continue studying teams in the operational context, providing feedback to commanders in the field (as a sort of midterm cultural debrief), and to pay attention to team composition in order to account for cumulated faultlines and seamlines in the teams.    

8.0
a ‘struggle,’ but at the end it is a good looking one
During the symposium some participants occasionally sighed that multinational teamwork is too much of a “struggle” and too difficult to ever lead to fruitful and effective experiences. Some have argued that it would be best to forget about it at all. This is too much pessimism though. There are enough indications pointing at developments that will make future multinational cooperation in the military more successful than it may have been over the past period of time.

Arguments supporting this ‘optimism’ relate to learning experiences in the civilian business sector where multinational experiences have proven to be problematic in the early 1990s, but since then have developed in a clearly positive way.  Also in the military, more experiences will produce ‘learning by doing’ (the hard or the soft way), and it is likely that after some time a truly international “operational community” among NATO’s armed forces will evolve. This may even lead to what may be called experiential isomorphism, making the militaries of NATO member nations more alike because of the fact that they will need to adapt their national working styles under the pressure of the operational conditions in the area of operation. This is a general development among organizations in one sector (for instance in health care or in arts), but in threatening operational circumstances this tendency is likely to be stronger: organizations will seek and select those operational manners that will guarantee their survival and success; they will learn these manners from each other in continuous processes of mutual monitoring, assessment and adjustment. Finally, there is reason to believe in successful future multinational coalition teamwork because of the fact that youngsters – the military’s backbone – are increasingly becoming internationally oriented in their outlook and perspective.    
9.0
overall evaluation and recommendation

Multinational military cooperation is here to stay. It simply is the only way to go: armed forces need each other’s contribution because they lack enough resources of their own and because they will seek to expand the mission’s legitimacy in cooperating with other nations. This applies even to the coalition’s most sizable forces such as the ones of the USA. and Turkey. It definitely applies to the smaller nations’ militaries. Therefore, it is not surprising that NATO as well as the UN support the idea of multinational military cooperation very much. 

At the same time, it must be stressed that multinational coalition teamwork and collaboration still creates problems of (cultural) interoperability and – sometimes – to strained interactions among coalition members. Therefore, the HFM-138 project initiated by Dr. Janet Sutton leading to the HFM-142 symposium chaired by her, has been so welcome and helpful. Her initiative and work cannot be praised enough. The results of the ‘Adaptability in Coalition Teamwork’ project and symposium are of such a high quality level that publication in a proceedings and/or edited volume would be more than appropriate.  

However, the work cannot be considered to be done. It needs to be continued, seeking the contribution of scholars from more member nations, and producing more studies and results. As RTO has no funding available for future studies in this field, it will be worth considering to combine academic interests and the needs of the military. This combination may be achieved by giving access to the field to researchers who are interested in studying human behaviour in extreme, exceptional circumstances, and by making special issues and edited volumes published by outstanding publishing houses possible. NATO would need to make the funding available to realize such academic products without actually having to pay for the researchers’ salaries. Cleverly combining academicians’ and NATO’s interests will help to achieve major results both academically and operationally. The whole world may profit from that.   
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� Taken from the brochure announcing the symposium in Copenhagen. 
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