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This paper explores the process by which an international newcomer may increase her influ-
ence in workgroup decisions. We present a theoretical approach to cross-cultural impression
management to describe how the link between cultural differences and workplace influence
may be effectively enhanced, specifically by focusing on proactive behaviors shaping self,
target, and contextual perceptions. This perspective makes conceptual additions to the
human resources, impression management, and cross-cultural management literatures and
provides a foundation for increasing the benefits of diversity in organizations.
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The game of business now transpires on a global field with teams composed of an intercultural mix of players, and increasing
employee mobility (Wang, Zhan, McCune, & Truxillo, 2011) continues to compound these changes in team cultural composition.
Though research has recognized that a diverse employee population increases insight and cultural sensitivity, thereby potentially
enhancing firm performance (e.g., Richard, 2000), cultural diversity is often over-looked, or its negative aspects emphasized. Cul-
tural differences between an actor and the target majority group generally create barriers to the actor's influence within the group
(e.g., Anderson, Spataro, & Flynn, 2008; Ashcraft, 2013; DiTomaso, Post, & Parks-Yancy, 2007; Joardar, Kostova, & Ravlin, 2007).
Judgments about an actor's potential for social affinity and task contribution (components of one's status or value; Joshi &
Knight, 2015) are initially made by target group members based on actor demographic characteristics (Berger, Cohen, &
Zelditch, 1972; Joshi & Knight, 2015; Ridgeway, 1991), and deference in workplace decisions is granted based on these percep-
tions of status (Joshi & Knight, 2015). As cultural difference often activates negative categorizations of the actor in the targets'
minds and/or inhibits actor expression of status behaviors (e.g., Cuddy et al., 2009; Kim, Kirkman, & Chen, 2006), individuals
from foreign contexts may have difficulty attaining a position of influence in the new environment.

Consider, as an example, a well-educated Turk with strong work experience who has recently immigrated to Canada. This in-
dividual is likely to become underemployed due to lack of education/credential recognition, culturally-biased employment tests,
language issues, and lack of experience with Canadian firms (Aycan & Berry, 1996). This foreigner is less likely to be liked/trusted
by his new co-workers, due to his dissimilarity from them (Byrne et al., 1971), or to be given the same level of professional re-
spect as in Turkey, due to the loss of occupational status (Aycan & Berry, 1996). A lack of perceived similarity and competence in
the eyes of the locals leads to lower perceptions of constructiveness in the immigrant's input (Whiting, Maynes, Podsakoff, &
Podsakoff, 2012) and a lack of deference to him (Joshi & Knight, 2015). As the norms for status and general behavior in Canada
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are very different from Turkey (House, Javidan, Hanges, & Dorfman, 2002), the immigrant likely does not know where to begin to
enhance his impression on the locals.

The purpose of this paper is to examine how a culturally-different newcomer may develop an influential voice within an oth-
erwise culturally homogenous work team, specifically through cross-cultural impression management (CCIM). CCIM is defined as an
actor's attempts to alter the way she is perceived by a culturally-different target group. CCIM is important because many work
contexts require the ability to influence from a position of the cultural minority, including expatriate management (e.g., Black,
Mendenhall, & Oddou, 1991; Firth, Chen, Kirkman, & Kim, 2014), culturally diverse top decision-making teams (Buttner, Lowe,
& Billings-Harris, 2009; McLeod, Lobel, & Cox, 1996), global supply chains, and cross-border teams, all of which play a role in
enhancing the competitiveness of the firm (Richard, 2000). As research suggests that impression management tactics considered
desirable in one context may not be endorsed in others (e.g., Leary, 2007; Sandal et al., 2014), and attempts to act like the targets
(e.g., by relying on their typical tactics) may be seen as insincere (e.g., Ickes, Holloway, Stinson, & Hoodenpyle, 2006; Thomas et
al., 2008; Thomas & Ravlin, 1995), there is substantial uncertainty as to how impression management can be applied cross-cultur-
ally. Effective CCIM should allow a foreign newcomer to attain influence (or ability to alter the actions of others; Anderson et al.,
2008) in workgroup decisions despite (or, at times, making use of) significant cultural difference.

This paper is organized as follows: the first section provides an introduction to the foundations of influence and deference
using Joshi and Knight's (2015) dual pathways model to demonstrate how an actor's demographic characteristics lead to influence
(or lack thereof) in a target group. We discuss how impression management is used in developing status and influence based on
two impression management models in particular that touch on the complications of inter-cultural contexts (Bozeman & Kacmar,
1997; Roberts, 2005). These models are critical for understanding impression management in complex scenarios, especially where
clear actor/target differences exist; thus, they serve as the foundation of CCIM. In the second section, we expand on these earlier
models to explore how individuals develop new scripts for successful impression management in unfamiliar contexts through
CCIM. The CCIM model is intended for contexts in which learned behavioral scripts are ineffective and in which the actor and tar-
gets do not share (or do not know whether they share) a mutual understanding of the environment. We integrate and extend
prior models to illustrate the CCIM process through which a newcomer makes sense of the foreign context's status structure, de-
termines impression needs, and reconstructs her image as well as perception of the context to enhance her status (and, in turn,
influence) with the target group. We discuss antecedents (cognitive and regulative resources), the behavioral process, and out-
comes of CCIM, as well as critical moderating conditions (refer to Fig. 1). The final section explores the implications of our
model for human resource theory and practice.

We limit our scope to the group-level context: however, we anticipate that the CCIM model should ultimately help to increase
our understanding of individual expatriate or business traveler success and organizational-level ability to leverage cultural diver-
sity. We are not specifically focused here on cultural intelligence (i.e., the ability to adapt to foreign environments; Earley &
Peterson, 2004), acceptance of international newcomers (e.g., Joardar et al., 2007), or identity negotiation (Brannen & Salk,
2000; Yagi & Kleinberg, 2011), though components of our model do rely on these concepts. Rather, in this paper, the concern
of the culturally-different actor is with building status in the eyes of a target majority group (going beyond mere adaptation),
thereby creating a context that allows her to have a significant voice in decisions.

Fig. 1. Building influence through cross-cultural impression management.
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