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The present study compares differences in organization development (OD) interventions
using Hofstede’s (1980) four dimensions of culture as a framework for studying seven
countries’ practices. The seven countries examined were Finland, Ireland, the Nether-
lands, New Zealand, South Africa, the United Kingdom, and the United States. In gen-
eral, Hofstede’s theoretical approach proved to be a useful framework for comparing OD
practices as the majority of the authors’ hypotheses were, at a minimum, partially sup-
ported. However, when those hypotheses were not supported, some interesting patterns
emerged that provide intriguing directions for future research.
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Organization development (defined here broadly to include organizational change,
which will be used synonymously with the term organization development in this arti-

Appreciation is extended to the many individuals who helped us secure internal organization development
(OD) practitioners globally. This includes Gerhard Beukes, Paul Buchanist, Rupert Chisholm, Alan Klein,
Brian Lawrence, Kenneth Nichols, Roy McLennan, Cher Thomas, and Rene Van der Vlist. We appreciate
Andrea Lewis’s contributions on an earlier version of this article.

THE JOURNAL OF APPLIED BEHAVIORAL SCIENCE, Vol. 40 No. 4, December 2004 432-464
DOLI: 10.1177/0021886304270822
© 2004 NTL Institute

432

Downloaded from jab.sagepub.com at LOYOLA MARYMOUNT UNIV on February 16, 2011


http://jab.sagepub.com/

Fagenson-Eland et al. / OD IN SEVEN NATIONS 433

cle) theories, interventions, and various approaches to managing change have prolifer-
ated, although at varying rates, to almost every geographic region around the world
(Burke, 2002; Cummings & Worley, 2005; Sorenson, Head, Mathys, Preston, &
Cooperrider, 1995). Several factors have spurred this international burgeoning of
organization development (OD). For one, an increasing number of organizations have
expanded to reach global market places, causing OD methodology to spread and be
shared more extensively (L. A. Peterson, 1997; M. F Peterson et al., 1995). Global
expansion has, in turn, generated complex and rapid growth of organizations. This
growth has necessitated the need to manage change and thus has increased the utiliza-
tion of OD (M. F. Peterson et al., 1995; Pettigrew, Woodman, & Cameron, 2001). In
addition, a growth in the number, size, and sophistication of organizations in develop-
ing nations has provided additional arenas for OD practice (Golembiewski & Lau,
1994). Finally, the increasing availability of technological innovations and resources
has enabled organizations to invest in the management of planned change and organi-
zational effectiveness activities (Cummings & Worley, 2005). Given this globalization
and the rapidly changing nature of business, this article will examine OD interventions
from an international perspective. Although taking a global look at management
issues is important, it is not often done. According to Werner and Brouthers (2002),
only 5% of the leading management journals publish articles that use international
samples.

OD’s Roots

OD has its foundation in five major research stems beginning in the 1950s. Kurt
Lewin and his colleagues played an instrumental role in the development of the first
two stems of OD: laboratory training and action research/survey feedback (French &
Bell, 1990). Rensis Likert is credited with the evolution of the third stem that relates to
the human relations movement and application of participative management to
improving organizational effectiveness (Burke, 1982). However, in the past three
decades, OD in the United States has expanded its repertoire of techniques to include
not only productivity and quality-of-work initiatives but also activities related to stra-
tegic change and organizational transformation (Fagenson & Burke, 1990; Preston,
1995). OD has been found to improve individual and group performance, to increase
achievement of organizational goals, and has spread to almost all industries and sec-
tors across the United States (Anderson, 2000; Church & Burke, 1995). Despite hav-
ing its roots in U.S. and British management theory (Burke, 1982), OD is no longer a
methodology used primarily in these countries (Cummings & Worley, 2005; Sorenson
etal., 1995). Therefore, an understanding of how OD is used in various countries with
emerging OD disciplines is important to study in order to gain a more broad-based and
global perspective of the OD field (Lau & Ngo, 2001; Pettigrew et al., 2001).
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Culture and OD

Hofstede (1980, 1993, 1996, 1998), with his groundbreaking research on dimen-
sions of culture, offered empirical evidence that demonstrated the importance of
national culture on management practices and organizations (Hoppe, 2004). Hofstede
defines culture as the collective programming of the mind. In his landmark study based
on a sample of IBM employees in 40 different countries, Hofstede (1980) identified
four unique dimensions of culture. These dimensions of culture are power distance,
uncertainty avoidance, individualism/collectivism, and masculinity/femininity (each
of these four dimensions will be described below). Hofstede’s original methodology
and instrument have been replicated numerous times by other researchers, and addi-
tional countries and measures have been added as appropriate (Hofstede, 2001). Sub-
sequent researchers have found that there are distinct differences in individual behav-
ior, values, and organizations based on national culture and have provided support for
Hofstede’s perspective (Bond, 1988; Chinese Culture Connection, 1987; Kirkman &
Shapiro, 2001; Mitchell, Smith, Seawright, & Morse, 2000; Trompenaars, 1993).
Similarly, researchers in OD have argued that these different patterns in the use of
organizational change interventions across countries and geographic regions are to be
expected because the practice of OD is tied to national culture (Brown, 1982;
Golembiewski, 1993; Jaeger, 1986; Lau, 1996). Because different countries have dif-
ferent values, customs, and styles of interacting, the types of interventions OD practi-
tioners employ are anticipated to vary with the cultures in which they are practiced
(Kim & Hoon, 1998; Lau, 1996; Lau & Ngo, 2001; van Eijnatten & van der Zwaan
1998). Jaeger (1986) suggested that when deciding to practice a specific OD tech-
nique, consideration should be given to the cultural context; interventions that clash
least with the deepest values of a culture should be chosen.

International OD

Although much has been written about the types of OD interventions that have been
used by North American practitioners (Church, Burke, & Van Eynde, 1994; Fagenson
& Burke, 1990), little research has explored OD practices used by practitioners in mul-
tiple countries in diverse geographic areas (Pettigrew et al., 2001). Numerous studies
have examined OD practices in individual countries or regions (Coetsee, 1993;
Gustavsen, 1987; Head, 1994; Lau, 1996; Lau & Ngo, 2001; Preston, 1995; Preston &
DuToit, 1993), but few have compared OD practices across several countries or
regions (Lau, McMahan, & Woodman, 1996; Pettigrew et al., 2001; Tregaskis, 1997).
Moreover, the majority of the past cross-country comparison research in OD has been
largely descriptive and atheoretical. The present study remedies these limitations by
expanding our knowledge in two ways: (a) by demonstrating how Hofstede’s cultural
dimensions can be used to predict the likelihood of the usage of specific OD interven-
tions and (b) by comparing differences in organizational change interventions
between seven countries. This provides us with an integrated illustration of OD
practice internationally.
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As noted previously, seven countries were studied in this research. They were Fin-
land, Ireland, the Netherlands, New Zealand, South Africa, the United Kingdom, and
the United States. These countries were chosen for several reasons. First, we selected
countries that represented diverse areas of the world and that were varied in their use
of, and preference for, differing OD practices (Jaeger, 1986). For example, the United
States and United Kingdom have a longer history in OD and are considerably more
developed in their approach to OD than the other countries that are emerging in their
OD practices (Sorenson et al., 1995). Second, we chose countries that represented a
broad spectrum of Hofstede’s cultural dimensions so that we could effectively draw
comparisons between them (Hoppe, 2004; Jaeger, 1986). Third, we selected countries
where local collaboration was available to ensure the accuracy of data collection and
participant identification (Berry, 1996; Harpaz, 1996; Tavakoli, Keenan, & Crnjak-
Karanovic, 2003).

OD Interventions and Approaches

Before venturing into an examination of OD practices on a multinational basis, it is
helpful to consider the types of OD interventions practiced in general. Most of the
research has been conducted on samples from the United States and Great Britain
(Ogbor, 2000; L. A. Peterson, 1997; Pettigrew et al., 2001). In addition, several meth-
ods have been applied to identify the types of change interventions employed by U.S.
practitioners including summaries of personal experiences of practitioners, records of
requests from clients, an analysis of the content of publications about OD efforts, and
surveys of practitioners (Fagenson & Burke, 1990; French & Bell, 1990; Sanzgiri &
Gottlieb, 1992).

In the United States, there has been an emphasis on two basic types of OD change
philosophies (Beer & Nohria, 2000): technostructural, which is based on work flow
and task performance (Beer & Walton, 1990; Burke, 2002), and human processual,
which is based on interpersonal and intergroup relationships (Beer & Walton, 1990;
Burke, 2002). Other interventions frequently used in the United States include activi-
ties that help line managers to adapt new business strategies and establish long-term
goals, interventions that help managers to adjust to changes brought about by new
workplace technologies, and activities that help managers to assume new management
practices that fit with foreign cultures and maximize productivity and profits
(Fagenson & Burke, 1990). Furthermore, large-scale systems interventions (those tar-
geting processes and structures that span an entire organization) have increased in use,
as opposed to efforts focused on small groups, such as conflict management or local-
ized team building (Burke, 2002; Church et al., 1994). Activities used less often
include employee development (including career development, coaching, and the
design of performance appraisal and reward systems), long-term culture change
efforts, and integrating technology into the workplace (Burke, 2002; Fagenson &
Burke, 1990).

In Western Europe, Kakabadse (1995) noted that OD in the United Kingdom has
focused primarily on creating more humanistic environments through such activities
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as team building and motivational programs. Research and practice in OD from the
United States and the United Kingdom have formed the foundation for the practice of
OD internationally (Cole, 1995). Since the first OD World Congress convened in
1978, international OD has moved away from simply transferring Western research
and practice to other countries to developing its own unique approaches taking into
account each country’s own national culture.

Impact of National Culture on OD Interventions

OD intervention practices among the seven countries are predicted to vary system-
atically according to Hofstede’s (1980, 1996, 1998, 2001) research on national cul-
ture. The placement of the seven countries examined in this study along the four
dimensions of culture are based on Hofstede’s (2001) index scores and are described
below.

Power Distance

The first criterion, power distance, refers to the extent to which members of a soci-
ety accept that power is distributed unequally in organizations (Hofstede, 1980). Orga-
nizations in cultures high in power distance tend to be highly centralized with several
layers of hierarchy, and their nonmanagement employees are mostly from the lower
classes (Hofstede, 1996). Organizations situated within cultures low in power distance
have fewer management levels and tend to employ more participative and egalitarian
decision-making methods (Harzing & Hofstede, 1996). Of all the countries examined
in this study, South Africa has the highest degree of power distance in comparison to
the other countries. Thus, on the basis of Hofstede’s (1980) original data, we initially
would have predicted that South Africa would be least likely to use group process
activities.

However, the political and social structure of South Africa has undergone tremen-
dous change in the last decade with the dissolution of apartheid. Since Nelson
Mandela ascended to power in the early 1990s, the country has made concerted efforts
to decrease the existing inequality between blacks and whites. Therefore, we sus-
pected that the power distance score based on Hofstede’s original data would no longer
be entirely accurate. Recent researchers have found this supposition to be accurate.
Thomas and Bendixen (2000) found that contrary to Hofstede’s original findings,
South Africa has a low power distance score, which would lead us to very different
predictions. In fact, research reporting OD activities in South Africa mentioned that
interventions were designed to manage resistance to political and organizational
change simultaneously (Coetsee, 1993), and to combat the use of violence by teaching
alternative problem-solving approaches (Preston & DuToit, 1993). Because of the
efforts to reduce inequality and thus power distance, we now would predict that, com-
pared with practitioners in other countries, South African OD practitioners would be
more likely to use interventions designed to bridge differences and bring coworkers
together, such as group process interventions.
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Hypothesis 1: OD professionals in South Africa will be more likely to engage in group process activities
than OD professionals in the other six comparison countries.

Uncertainty Avoidance

The second criterion, uncertainty avoidance, refers to the extent to which organiza-
tional members do not tolerate unpredictability and ambiguity (Hofstede, 1980). Fin-
land is much higher in uncertainty avoidance than the other six countries examined,
which will likely have an impact on its preferred OD practices. In fact, a study of OD
activities in the Finnish health care system reported that the preferred OD methods
included survey feedback, process consultation, and team and leadership development
(Lindstrom, 1992). However, the author of that study noted that documentation was
extremely lacking concerning the use of such interventions and implied that other
interventions might be used more widely in Finland but just not reported. A more
recent review of the literature revealed a dearth of research related to Finnish OD prac-
tices as well. However, lacking other data, we hold to our original supposition and
make our predictions on Finnish OD practices based on its high-uncertainty-
avoidance score.

People in high-uncertainty-avoidance cultures respect figures of authority
(because they provide stability), are inclined to resist change, avoid conflict and risk
taking, and abide by many formal rules (Hofstede, 1980). People in low-uncertainty-
avoidance cultures tend to establish fewer rules and engage more in risk taking and
participative decision making (Hofstede, 1980). Finland is high in uncertainty avoid-
ance, which means that Finnish OD practitioners are likely to avoid interventions
related to drastic change and ones that involve long periods of ambiguity such as cul-
tural change or organizational structure interventions. Moreover, Finnish practitioners
in their quest to achieve certainty and avoid ambiguity also may be more likely to use
interventions related to strategic planning.

Due to its high-uncertainty-avoidance culture, Finnish managers are also likely to
place an emphasis on rules, tangible results, a highly formalized conception of man-
agement, and to focus on hierarchical control and task orientation. Therefore, OD
interventions that stress productivity, efficiency, and profitability such as management
style interventions are more likely to be used by Finnish OD professionals than OD
practitioners in other countries. Therefore, on the basis of Finland’s high-uncertainty-
avoidance score, we make the following prediction:

Hypothesis 2: OD professionals in Finland will be less likely to use the following OD interventions than
OD practitioners in the other six comparison countries: (a) cultural change, (b) organizational struc-
tural change, (c) management style enhancement, and (d) strategic planning.

Individualism

The third criterion, individualism, refers to the extent to which people believe that
they should be primarily responsible for themselves as opposed to the collective, such
as an organization or community (Hofstede, 1980). Cultures high in individualism
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promote personal initiative, competitiveness, achievement, and individual decision-
making processes (Hofstede, 1996). Cultures relatively lower in individualism
emphasize allegiance to one’s own group (Hofstede, 1996).

All seven countries in this study were relatively high on individualism. Thus, we do
not expect that OD professionals in any of the comparison countries would signifi-
cantly differ in their use of interventions that promote individual advancement, such as
performance appraisal and reward systems. Therefore, the following hypothesis is
made based on this dimension:

Hypothesis 3: There will be no significant differences between the use of interventions related to perfor-
mance appraisal and rewards systems between any of the seven comparison countries.

Masculinity

The fourth criterion, masculinity, refers to the extent to which organizational mem-
bers value assertiveness and the acquisition of power, material goods, and other
resources (Hofstede, 1980). Organizations in highly masculine cultures value career
advancement and salary growth and tend to have high levels of stress and conflict
(Hofstede, 1998). Those in feminine cultures tend to value the social aspects of work
and have lower levels of stress and conflict (Hofstede, 1998). Finland and the Nether-
lands were found to have low scores in masculinity in comparison with the other five
countries examined.

Countries with high scores in masculinity such as the United States tend to place an
emphasis on overall achievement, rapid advancement, and high earnings (Hofstede,
1998). For example, the emphasis in the United States placed on employees adding
value, being responsible for their own careers, and being able to show a return on
investment for their accomplishments (Bridges, 1997) epitomizes these highly mascu-
line characteristics. Employees are exhorted to be continuous learners, and as a result,
training and development is a 59 billion dollar industry in the United States (Noe,
1999). Also, in the United States and other high masculine countries, the emphasis is
placed on one’s work being central in one’s life and living to work rather than working
to live (Harzing & Hofstede, 1996). Thus, it is likely that countries high in masculinity
would be more likely to use training and development and career development initia-
tives than countries low in masculinity such as Finland and the Netherlands. Because
countries high in masculinity value challenge, recognition, and accomplishment, they
may place more emphasis on interventions designed to increase team productivity
such as team-building interventions than countries low in masculinity like the Nether-
lands and Finland. In addition, the use of technology is often associated more with
highly masculine countries rather than feminine ones (Hofstede, 2001).

Thus, we would expect that countries higher in masculinity would have a greater
use of OD interventions related to technology than countries that are high in feminin-
ity. Therefore, the following prediction is made:

Hypothesis 4: Countries high in masculinity (United States, United Kingdom, New Zealand, South
Africa, and Ireland) will be more likely to use the following OD interventions than countries low in
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masculinity (Finland and the Netherlands): (a) training and development, (b) career development, (c)
team building, and (d) technology integration.

METHOD

Sample

A broad sample of countries was sought for participation in this study. The proce-
dures used to recruit study participants have been recommended and/or used in previ-
ous international research (Lau & Ngo, 2001; Punnett & Shenkar, 1996; Sikvakumar
& Nakata, 2001; Spector et al., 2002). Participants consisted of OD practitioners pro-
viding consultation to their respective organizations. These internal OD practitioners
(i.e., those who worked as employees for the organizations they served, as opposed to
those who worked for a consulting firm or who had an independent practice and served
a variety of organizations) were employed in companies located in Finland, Ireland,
the Netherlands, New Zealand, South Africa, the United Kingdom, and the United
States. Internal OD agents were the sole focus of this study. According to Burke (2002)
and Plovnick, Fry, and Burke (1982), internal practitioners provide focused and accu-
rate knowledge of OD interventions experienced by organizations. Internal agents are
experts in a single firm’s OD activities and, by definition, work exclusively within one
(their own) country. External OD agents serve many organizations and may work out-
side their homeland. Countries selected for inclusion in this research were those that
contained both internal OD practitioners and a local investigator who was willing and
able to return the surveys in a timely, secure, and interpretable fashion to the authors.
This method of international research is called the replication method. Investigator(s)
who use this method devise and manage the research but are assisted by local collabo-
rators (Harpaz, 1996; Tavakoli et al., 2003). This method has been used quite exten-
sively in international research investigations (Harpaz, 1996; Tavakoli et al., 2003).
For example, Jaeger (1986) employed this method when he conducted research on the
practice of OD in five countries.

The local collaborators for this study included members of the Organization Devel-
opment Division of the Academy of Management, the Empowering Work/Action
Research Network of the Academy of Management, colleagues of individuals in this
network, and/or colleagues of the authors (Mitchell et al., 2000; Spector et al., 2002).
Each investigator was asked to identify OD practitioners in their countries and to dis-
tribute the surveys to them. According to Berry (1996), local collaborators are prefera-
ble to distant collaborators because they know the local traditions of their home coun-
try. Investigators in some countries, such as Finland, the Netherlands, and South
Africa, had the additional responsibility of translating the surveys (when necessary)
into their native languages and to retranslate the responses into English.

Investigators in all seven countries were asked to try to recruit approximately 70
internal OD consultants. In some countries, this was easier than others due to the total
number of people who were internal OD professionals in that country. For example,
the United States has many more internal OD professionals than Ireland, so that secur-
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ing 70 responses in the United States was not problematic. Other countries were asked
to participate but declined due to the unavailability of individuals who could be identi-
fied as true OD practitioners as assessed by OD experts (Evans, 1989). For example, a
scholar in Turkey declined to provide assistance in data collection for the following
reason: “Organization development in Turkey as a field for academics or practitioners
is not as institutionalized as it is in the U.S. It would not be possible to find 10, let alone
70, internal OD practitioners.” Similar problems were faced by scholars in France: “I
cannot name any ‘internal OD practitioners’ operating in French companies,” stated
one French scholar who was asked for assistance.

To ensure that investigators were using the same criteria to select OD practitioners,
the following definition was offered by the authors to the investigators: OD practitio-
ners are individuals involved in helping organizations change using behavioral science
principles and techniques. The investigators were also sent a list of definitions of OD
practitioners by experts in the field of OD (Plovnick et al., 1982). In addition, investi-
gators were given guidelines for the labels applied to individuals who work in this field
(e.g., human resource managers, personnel administrators), as well as the varied titles
of departments they work in (e.g., the organizational effectiveness department and the
employee and industrial relations department).

Investigators were asked to recruit OD professionals from different industries and
companies that varied in mission and size in order to ensure that the study would be
about the usage of OD interventions in a particular country rather than OD in a couple
of organizations in a particular country (Hoppe, 2004; Szabo et al. 2002). Data are
available from the authors that describe each OD consultant’s organization profile in
terms of its size and industry type. We also conducted analyses within each country to
assess the number of organizations that were of the same size and from the same indus-
try. For example, in Finland, approximately 2.7% of practitioners worked in personnel
firms, 10.7% worked in the government, 10.7% worked in real estate/insurance, 1.3%
were in the education industry, 6.7% were in communications, 5.3% were in oil, 14.7 %
were in finance/banking, 1.3% were in automotive, and so on. In terms of size, 1.4% of
Finnish companies surveyed had 120 people working in them, 4% had 5,000 employ-
ees, 1.4% had 35,000 employees, and so on. This type of detailed company analysis
for each company within a country is available upon request from the authors. We con-
cluded from these analyses that the individuals distributing the surveys clearly fol-
lowed our written instructions to distribute the surveys to “internal OD practitioners
who are at different companies (i.e., they do not all work at one company)” and to
recruit “as diverse a sample of OD consultants as possible” and not to survey “a single
industry or just a few companies, as that would tell us more about what’s happening in
those companies/industries rather than in ” (the country was named).

Six hundred eighty-six surveys were returned to the investigators. Of these, 10 were
discarded because the instructions were not correctly followed. Five hundred forty-
seven surveys were completed by internal OD practitioners, the focus of the present
research. Sample sizes varied from country to country. Twenty-two were collected
from Ireland, 75 from Finland, 42 from the Netherlands, 79 from New Zealand, 51
from South Africa, 35 from the United Kingdom, and 243 from the United States.
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These varying national sample sizes are not uncommon in international research, nor
is a small sample size for a particular country due to the prevalence and availability of
target respondents in that country (Fritzsche et al. 1995; Morris, Davis, & Allen, 1994;
Naumov & Puffer, 2000; Tavakoli et al., 2003; http://www.ucalgary.ca/mg/GLOBE/
Public/). A substantially larger U.S. sample also is quite common in comparative inter-
national research that investigates phenomena with origins in the United States
(Fritzsche et al., 1995; Morris et al., 1994; Tavakoli et al., 2003).

Five hundred forty-one respondents (6 respondents did not indicate the industry
they worked in) were employed in organizations in highly diverse industries including
communications (4.3%), publishing/printing/graphics (1.3%), finance and banking
(9.6%), data processing (9.1%), food (3.3%), government (12.2%), insurance and real
estate (7.8%), sales/marketing (0.9%), automotive (1.5%), management consulting
(1.7%), oil (2.4%), educational (4.1%), health care (10.7%), military (1.8%), person-
nel (1.8%), and other organizations (27.5%). Most companies surveyed were in the
service sector (67.2%). The median number of employees per organization was 4,000,
although organizations varied greatly in size. The median number of years that the OD
practitioners were employed by their organizations was 5; the median number of years
OD practitioners were employed in the field of OD was 10. Men comprised 60.4% of
the sample, and 39.6% were women. The median age of the practitioners was 32 years.

Procedure

The OD practitioners who participated in this study were recruited through a vari-
ety of methods to complete the survey: at conferences where large numbers of OD
consultants gathered, through the mail to members of OD organizations and associa-
tions, at workshops for OD practitioners, and through selected newsletters and col-
league referrals. Investigators in each country used the recruitment method most
appropriate for their population. This diversity of methods helped to reduce bias in the
sample (Berry, 1996; Morris et al., 1994; Spector et al., 2002). However, given these
varied methods, it is not possible in all cases to determine exactly how many internal
OD practitioners actually saw or read the survey at a particular conference or in a par-
ticular newsletter, for example. Indeed, a researcher from France declined to partici-
pate in the study in part due to his concern that the method for identifying internal OD
practitioners “is not a simple matter!” However, estimates of response rates were
obtained from investigators, and they ranged from approximately 25% to 30% to 90%
across the methods (e.g., approximately 90% for distribution to participants who
attended a training session for OD consultants, approximately 25% for distribution at
OD conferences, 30% for a newsletter distribution, etc.; Morris et al. 1994).

Each survey was accompanied by a cover letter that informed participants that the
purpose of the study was to investigate the issues currently facing organizational
change agents. According to the cover letter,

While academicians know a great deal about the skills practitioners are told they should carry in their
tool boxes, we know little about the extent to which they actually use these skills when called upon to
engage in activities and interventions in their organizations. (Fagenson & Burke, 1990, p. 288)
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Assurances of confidentiality and anonymity were conveyed in the letter. The investi-
gators received follow-up letters that asked them to identify any problems they were
having as well as any questions they needed answered—which we provided. We con-
tinually emphasized our goal to secure approximately 70 internal OD consultants for
analysis purposes and suggested ways to do this. As the survey distributors were ethi-
cal scholars, we believed them when they wrote to us stating that they had secured as
many responses as they could, which sometimes fell below our numerical goal.

Measures

The survey asked individuals to provide information about themselves, their orga-
nizations, and the interventions they engaged in. The items in the interventions and
activities section that are the basis of this study were taken from Fagenson and Burke
(1990). For each of the 55 OD interventions on the questionnaire, respondents were
asked to indicate, using a scale of 0 (not at all) to 5 (to a very great extent), the degree to
which they were currently using, have used, or had been involved in these interven-
tions and activities in the last 3 years.

Background data were collected on the practitioner’s sex, age, educational attain-
ment, years in the field of OD/human resource management (HRM), the number of
courses he or she completed in the field, whether the practitioner was an internal or
external OD consultant, the number of years he or she worked in the organization, the
organization type (e.g., financial, data processing, etc.), the sector in which the organi-
zation was situated (e.g., service or manufacturing), and the number of people in the
organization.

Analysis

Factor analysis, scale reliabilities, and correlations. The 55 interventions and
activities listed on the survey were analyzed using a principal components factor
analysis with a varimax rotation. The international, non-U.S. respondents (304) out-
numbered the U.S. respondents (243). A factor analysis that combined the two sam-
ples was used in this study (Darlington, 2004; Punnett & Shenkar, 1996). Darlington
(2004) recommended comparing the eigenvalue means for subsamples in order to
determine whether subsamples should be combined. Samples should not be combined
if the means of the eigenvalues are quite different (Darlington, 2004). The results of
this analysis provided great support for combining the samples as the eigenvalue
means for the two samples were quite similar (U.S. eigenvalue mean = 2.6, interna-
tional eigenvalue mean = 2.8).

Eleven factors emerged from the factor analysis. Each contained at least two items
and had eigenvalues greater than one. These factors accounted for 61.1% of the item
variance. Those items that loaded highest on each factor (.40 and above) and did not
load over .40 on more than one factor were included as part of a factor. The factors that
emerged had face validity and were consistent with Fagenson and Burke’s (1990) fac-
tors. Scales were subsequently constructed from each of these factors. Scale scores
were computed by adding the responses for each item in the scale together and divid-
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ing the total by the number of items in the scale. Only scales with reliabilities higher
than .60 were used in subsequent analyses. The items composing these scales, their
factor loadings, and individual scale alphas are available from the authors. The means,
standard deviations, and correlations for these scales are presented in Table 1.

Regressions. Two-step hierarchical regression analyses were conducted. As a con-
trol measure, all background variables that were found to vary significantly with either
the intervention measures and/or a particular country (these analyses are available
upon request from the authors) were entered in Step 1. In Step 2, the seven different
countries included in the study were entered. Comparisons of each country with one
another on each of the intervention measures were conducted using a dummy coding
procedure. Each country was dummy coded as 1, and the comparison country was
coded as 0 (Hardy, 1993). Thus, the regression for each intervention scale was run
seven times. The results of these analyses are shown in Tables 2-10.

Only the country comparisons that were significant in Step 2 are reported (the
nonsignificant findings are available upon request from the authors).

RESULTS

Power Distance Hypothesis

Hypothesis 1 predicted that OD professionals in South Africa would be more likely
to engage in group process interventions than OD professionals in the other six coun-
tries. This was well supported as South African OD practitioners were more likely to
use group process interventions than their counterparts in Finland, the United States,
Ireland, New Zealand, and the Netherlands. The country that was more likely than
South Africa to use group process activities was the United Kingdom (see Table 2).

Uncertainty Avoidance Hypotheses

Hypothesis 2 predicted that Finnish OD professionals would be less likely to use
the following OD interventions than their counterparts in each of the other six compar-
ison countries: (a) cultural change, (b) organizational structural change, (c) manage-
ment style enhancement, and (d) strategic planning. This hypothesis received some
support (see Tables 3, 4, and 5). Specifically, as shown in Table 3 and in support of
Hypothesis 2a, Finnish OD professionals were found to use significantly less cultural
change interventions than their counterparts in four of the countries including New
Zealand, the United Kingdom, South Africa, and the United States. There were, how-
ever, no significant differences found in the usage of cultural change interventions
between Finnish OD practitioners and their counterparts in Ireland or the Netherlands.

Hypothesis 2b predicted that Finnish OD professionals would be less likely to use
organizational structural change interventions than their counterparts in each of the six
comparison countries. This hypothesis was not supported as there were no significant
differences found between any of the countries for this intervention.
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TABLE 2
Results of Regression Analysis for Group Process Activities

Adjusted R? F

Variable B R’ R’ F Change  Change
Step 1 .04 .02 2.09%

Age - 17%

Organization sector -.04

Number of courses in OD/HRM 145

Degree -.03

Number of employees -.03

Sex -10

Years in current organization .07

Years practiced in OD/HRM field .10
Step 2° .09 .05 2.51%* .04 3.00%*

South Africa’ Q7

South Africa® 19k

South Africa® 26%%

South Africa’ 18%*

South Africa® 20k

Ireland” — 15%*

New Zealand" —.20%*

Finland" — 33

The Netherlands” —19%%

United States” —. 33wk

NOTE: Organization sector: 0 = service sector, | = manufacturing sector. Degree: 1 = elementary school,2 =
high school; 3 = college; 4 = graduate school. Sex: 0 = male, 1 = female. OD/HRM = organization
development/human resource management.

a. Only significant findings are reported.

b. Country = six dummy variables. Finland is not represented to avoid redundancy (each dummy =1, Finland =0).
c. Country = six dummy variables. United States is not represented to avoid redundancy (each dummy =1,
USA =0).

d. Country = six dummy variables. Ireland is not represented to avoid redundancy (each dummy = 1, Ireland = 0).
e. Country = six dummy variables. United Kingdom is not represented to avoid redundancy (each dummy =1,
United Kingdom = 0).

f. Country = six dummy variables. New Zealand is not represented to avoid redundancy (each dummy = 1,
New Zealand = 0).

g. Country = six dummy variables. The Netherlands is not represented to avoid redundancy (each dummy =
1, the Netherlands = 0).

h. Country = six dummy variables. South Africa is not represented to avoid redundancy (each dummy = 1,
South Africa = 0).

*p <.05. ¥¥p < .01. ***p < .001.

Hypotheses 2c and 2d predicted that Finnish OD practitioners would be more likely
to use management style enhancement and strategic planning interventions, respec-
tively, than their counterparts in each of the six comparison countries. These hypothe-
ses were not well supported. Finnish OD professionals were not significantly more
likely to use management style enhancement interventions (see Table 4) or strategic
planning interventions (see Table 5) than any of the comparison countries with the
exception of the Netherlands.
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TABLE 3
Results of Regression Analysis for Cultural Change

Adjusted R? F

Variable B R’ R’ F Change  Change
Step 1 .06 .04 2.93%*

Age —.15%

Organization sector .07

Number of courses in OD/HRM .07

Degree .03

Number of employees -.02

Sex A1F

Years in current organization .05

Years practiced in OD/HRM field 24k
Step 2° .14 .10 4.26% % .08 5.74%%%

New Zealand® L

United Kingdomb 18%*

South Africa” 19%%

United States® 207k

New Zealand® 3%

Finland* 21

The Netherlands® —13*

Finland® —27%*

The Netherlands® —.18%

Finland' — 35

The Netherlands® —.24%%%

United States’ —19%

New Zealand® 20k

United Kingdom® 16%*

South Africa® .16%

United States® 25%

Finland" —20%%

The Netherlands” —15%

NOTE: Organization sector: 0 = service sector, | = manufacturing sector. Degree: 1 = elementary school, 2 =
high school; 3 = college; 4 = graduate school. Sex: 0 = male, 1 = female. OD/HRM = organization
development/human resource management.

a. Only significant findings are reported.

b. Country = six dummy variables. Finland is not represented to avoid redundancy (each dummy =1, Finland = 0).
c¢. Country = six dummy variables. United States is not represented to avoid redundancy (each dummy =1,
USA =0).

d. Country = six dummy variables. Ireland is not represented to avoid redundancy (each dummy = 1, Ireland = 0).
e. Country =six dummy variables. United Kingdom is not represented to avoid redundancy (each dummy =1,
United Kingdom = 0).

f. Country = six dummy variables. New Zealand is not represented to avoid redundancy (each dummy = 1,
New Zealand = 0).

g. Country = six dummy variables. The Netherlands is not represented to avoid redundancy (each dummy =
1, the Netherlands = 0).

h. Country = six dummy variables. South Africa is not represented to avoid redundancy (each dummy = 1,
South Africa = 0).

*p <.05. ¥¥p < .01. ¥**p < .001.
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TABLE 4
Results of Regression Analysis for Management Style Enhancement

Adjusted R? F

Variable B R? R? F Change  Change
Step 1 .05 .03 2.44%

Age -.12

Organization sector 2%

Number of courses in OD/HRM .09

Degree .02

Number of employees .07

Sex -.09

Years in current organization .05

Years practiced in OD/HRM field .06
Step 2° .07 .03 1.86* .02 1.09

The Netherlands —.14%

Finland® 19%

NOTE: Organization sector: 0 = service sector, 1 = manufacturing sector. Degree: 1 = elementary school,2 =
high school; 3 = college; 4 = graduate school. Sex: 0 = male, 1 = female. OD/HRM = organization
development/human resource management.

a. Only significant findings are reported.

b. Country = six dummy variables. Finland is not represented to avoid redundancy (each dummy =1, Finland =0).
c. Country = six dummy variables. United States is not represented to avoid redundancy (each dummy =1,
USA =0).

d. Country = six dummy variables. Ireland is not represented to avoid redundancy (each dummy = 1, Ireland = 0).
e. Country = six dummy variables. United Kingdom is not represented to avoid redundancy (each dummy =1,
United Kingdom = 0).

f. Country = six dummy variables. New Zealand is not represented to avoid redundancy (each dummy = 1,
New Zealand = 0).

g. Country = six dummy variables. The Netherlands is not represented to avoid redundancy (each dummy =
1, the Netherlands = 0).

h. Country = six dummy variables. South Africa is not represented to avoid redundancy (each dummy = 1,
South Africa = 0).

*p <.05.

Individualism Hypothesis

Hypothesis 3 predicted that there would be no significant differences in the use of
interventions related to performance appraisal and rewards systems for any of the
seven comparison countries. This hypothesis was not well supported. In fact, some
interesting patterns of difference emerged. In general, the Netherlands and South
Africa used performance appraisal and rewards systems interventions significantly
less than their counterparts in most of the other countries. Specifically, the Netherlands
used these types of interventions significantly less than OD practitioners in Ireland,
New Zealand, Finland, the United Kingdom, South Africa, and the United States. A
similar pattern of findings was discovered for South Africa, as South African practitio-
ners used these types of interventions significantly less than those in New Zealand,
Finland, and the United States (see Table 6).
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TABLE 5
Results of Regression Analysis for Strategic Planning

Adjusted R? F

Variable B R’ R’ F Change  Change
Step 1 .03 .01 1.44

Age -.04

Organization sector -.08

Number of courses in OD/HRM .05

Degree .04

Number of employees -.04

Sex -.00

Years in current organization .02

Years practiced in OD/HRM field 5%
Step 2° .09 .05 2.51%* .06 3.84%*

The Netherlands® —.14*

Ireland® A1

New Zealand® 20%**

United States® —.32%

The N etherlands‘? —25%*

The Netherlands' —.24%%%

South Africa’ —17*

United States’ —.30%#*

Ireland® 16%*

New Zealand® 207k

Finland® 19%

New Zealand" 18%

NOTE: Organization sector: 0 = service sector, | = manufacturing sector. Degree: 1 = elementary school, 2 =
high school; 3 = college; 4 = graduate school. Sex: 0 = male, 1 = female. OD/HRM = organization
development/human resource management.

a. Only significant findings are reported.

b. Country = six dummy variables. Finland is not represented to avoid redundancy (each dummy =1, Finland = 0).
c¢. Country = six dummy variables. United States is not represented to avoid redundancy (each dummy =1,
USA =0).

d. Country = six dummy variables. Ireland is not represented to avoid redundancy (each dummy = 1, Ireland = 0).
e. Country =six dummy variables. United Kingdom is not represented to avoid redundancy (each dummy =1,
United Kingdom = 0).

f. Country = six dummy variables. New Zealand is not represented to avoid redundancy (each dummy = 1,
New Zealand = 0).

g. Country = six dummy variables. The Netherlands is not represented to avoid redundancy (each dummy =
1, the Netherlands = 0).

h. Country = six dummy variables. South Africa is not represented to avoid redundancy (each dummy = 1,
South Africa = 0).

*p <.05. ¥¥p < .01. ***p < .001.

Masculinity Hypotheses

Hypothesis 4 predicted that OD practitioners in the United States, the United King-
dom, New Zealand, South Africa, and Ireland would be more likely to use the follow-
ing OD interventions than practitioners in Finland and the Netherlands: (a) training
and development, (b) career planning, (c) team building, and (d) technology integra-
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TABLE 6
Results of Regression Analysis for Performance
Appraisal and Reward Systems Redesign

Adjusted R? F

Variable B R2 R2 F Change  Change
Step 1 .05 .03 2.74%%

Age 04

Organization sector 05

Number of courses in OD/HRM .02

Degree 04

Number of employees —.16%*

Sex 12

Years in current organization -.07

Years practiced in OD/HRM field 2%
Step 2° 17 14 5.65%F% 12 9.07##

The Netherlands” _ 33k

South Africa 5%

New Zealand® 10*

The Netherlands® _ 3k

South Africa® —.14%

The Netherlands 3]k

The Netherlands® _ Dk

The N etherlandsf _ 4]k

South Africatv D4k

United States' _16%

Treland® Dk

New Zealand® 50%HE

Finland® 45k

United Kingdom® 25

South Africa® DDk

United States® 6]k

New Zealand" DGEEE

Finland" 8%

The Netherlands" _ 0%

United States” 23

NOTE: Organization sector: 0 = service sector, 1 = manufacturing sector. Degree: 1 = elementary school,2 =
high school; 3 = college; 4 = graduate school. Sex: 0 = male, 1 = female. OD/HRM = organization
development/human resource management.

a. Only significant findings are reported.

b. Country = six dummy variables. Finland is not represented to avoid redundancy (each dummy =1, Finland = 0).
c. Country = six dummy variables. United States is not represented to avoid redundancy (each dummy =1,
USA =0).

d. Country = six dummy variables. Ireland is not represented to avoid redundancy (each dummy = 1, Ireland = 0).
e. Country = six dummy variables. United Kingdom is not represented to avoid redundancy (each dummy =1,
United Kingdom = 0).

f. Country = six dummy variables. New Zealand is not represented to avoid redundancy (each dummy = 1,
New Zealand = 0).

g. Country = six dummy variables. The Netherlands is not represented to avoid redundancy (each dummy =
1, the Netherlands = 0).

h. Country = six dummy variables. South Africa is not represented to avoid redundancy (each dummy =1,
South Africa = 0).

*p <.05. #¥p < .01. ***p < .001.
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TABLE 7
Results of Regression Analysis for Training and Development

Adjusted R? F

Variable B R’ R’ F Change  Change
Step 1 .06 .04 3.09%*

Age .00

Organization sector .02

Number of courses in OD/HRM .03

Degree 20%#%

Number of employees —-.08

Sex .10

Years in current organization .01

Years practiced in OD/HRM field .06
Step 2° 15 12 4.7 1%k .09 6.52%#*

The Netherlands® — 3]k

The Netherlands® — 3]k

The Netherlands” —37FH*

The Netherlands® —25% %%

The Netherlands® —.23%k%

Treland® 245

New Zealand® 28k

Finland® 4w

United Kingdom® 22wHE

South Africa® 26% %

United States® 59k

The Netherlands” — D3

NOTE: Organization sector: 0 = service sector, | = manufacturing sector. Degree: 1 = elementary school, 2 =
high school; 3 = college; 4 = graduate school. Sex: 0 = male, 1 = female. OD/HRM = organization
development/human resource management.

a. Only significant findings are reported.

b. Country = six dummy variables. Finland is not represented to avoid redundancy (each dummy =1, Finland = 0).
c¢. Country = six dummy variables. United States is not represented to avoid redundancy (each dummy =1,
USA =0).

d. Country = six dummy variables. Ireland is not represented to avoid redundancy (each dummy = 1, Ireland = 0).
e. Country =six dummy variables. United Kingdom is not represented to avoid redundancy (each dummy =1,
United Kingdom = 0).

f. Country = six dummy variables. New Zealand is not represented to avoid redundancy (each dummy = 1,
New Zealand = 0).

g. Country = six dummy variables. The Netherlands is not represented to avoid redundancy (each dummy =
1, the Netherlands = 0).

h. Country = six dummy variables. South Africa is not represented to avoid redundancy (each dummy = 1,
South Africa = 0).

**p < .01, ¥*¥¥p < .001.

tion. Hypothesis 4a was supported (see Table 7). Hypothesis 4b was partially sup-
ported as the Netherlands, but not Finland, was found to use career-planning interven-
tions significantly less than the comparison countries (see Table 8). Hypothesis 4c was
partially supported as OD practitioners in the United States and the United Kingdom
were significantly more likely to use team building than their counterparts in the Neth-
erlands and Finland (see Table 9). As shown in Table 10, Hypothesis 4d was partially
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TABLE 8
Results of Regression Analysis for Career-Planning Activities

Adjusted R? F

Variable B R’ R’ F Change  Change
Step 1 .06 .04 2.95%*

Age -.12

Organization sector 19k

Number of courses in OD/HRM -.01

Degree .04

Number of employees —.14%*

Sex .03

Years in current organization .10

Years practiced in OD/HRM field A1
Step 2° 12 .08 3.50%** .06 4,05%%#*

United Kingdomb —17%*

The Netherlands® —21%*

United States” — DR

Finland® 20k

South Africa® 15k

Finland® 26%*

South Africa® 20%

The Netherlands® —.13*

New Zealand® .16*

Finland® 28%*

South Africa® 20k

United Kingdom” —.16*

The Netherlands" —.20%*

United States" —.26%*

NOTE: Organization sector: 0 = service sector, 1 = manufacturing sector. Degree: 1 = elementary school,2 =
high school; 3 = college; 4 = graduate school. Sex: 0 = male, 1 = female. OD/HRM = organization develop-
ment/human resource management.

a. Only significant findings are reported.

b. Country = six dummy variables. Finland is not represented to avoid redundancy (each dummy =1, Finland = 0).
c. Country = six dummy variables. United States is not represented to avoid redundancy (each dummy =1,
USA =0).

d. Country = six dummy variables. Ireland is not represented to avoid redundancy (each dummy = 1, Ireland = 0).
e. Country = six dummy variables. United Kingdom is not represented to avoid redundancy (each dummy =1,
United Kingdom = 0).

f. Country = six dummy variables. New Zealand is not represented to avoid redundancy (each dummy = 1,
New Zealand = 0).

g. Country = six dummy variables. The Netherlands is not represented to avoid redundancy (each dummy =
1, the Netherlands = 0).

h. Country = six dummy variables. South Africa is not represented to avoid redundancy (each dummy =1,
South Africa = 0).

*p <.05. #¥p < .01. ***p < .001.

supported. OD practitioners in New Zealand and the United States were more likely to
use technology integration interventions than OD practitioners in Finland. In addition,
OD practitioners in New Zealand were also more likely to use technology integration
interventions than practitioners in the Netherlands.
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TABLE 9
Results of Regression Analysis for Team Building

Adjusted R? F

Variable B R? R? F Change  Change
Step 1 .05 .03 2.50%

Age .02

Organization sector .07

Number of courses in OD/HRM 14%%

Degree .01

Number of employees -.10

Sex A1

Years in current organization -.03

Years practiced in OD/HRM field .10
Step 2° .09 .06 2.76%** .04 2.99%%*

United Kingdomb 14

United States® A7

Finland® —12%

The Netherlands® —.18%%*

Finland® —21%

The Netherlands® —25%%

United Kingdom® 22%%

United States® 345%%

NOTE: Organization sector: 0 = service sector, 1 = manufacturing sector. Degree: 1 = elementary school,2 =
high school; 3 = college; 4 = graduate school. Sex: 0 = male, 1 = female. OD/HRM = organization
development/human resource management.

a. Only significant findings are reported.

b. Country = six dummy variables. Finland is not represented to avoid redundancy (each dummy =1, Finland = 0).
c. Country = six dummy variables. United States is not represented to avoid redundancy (each dummy =1,
USA =0).

d. Country = six dummy variables. Ireland is not represented to avoid redundancy (each dummy = 1, Ireland = 0).
e. Country = six dummy variables. United Kingdom is not represented to avoid redundancy (each dummy =1,
United Kingdom = 0).

f. Country = six dummy variables. New Zealand is not represented to avoid redundancy (each dummy = 1,
New Zealand = 0).

g. Country = six dummy variables. The Netherlands is not represented to avoid redundancy (each dummy =
1, the Netherlands = 0).

h. Country = six dummy variables. South Africa is not represented to avoid redundancy (each dummy =1,
South Africa = 0).

*p <.05. #¥p < .01. ***p < .001.

DISCUSSION

This study examined how Hofstede’s four dimensions of national culture could be
used to predict the usage of specific OD interventions among seven different coun-
tries. Descriptive statistics for the seven countries are presented in Table 11. In general,
Hofstede’s theoretical approach proved to be a useful framework to compare OD prac-
tices as the majority of our hypotheses were at least partially supported. However,
when those hypotheses were not supported, some interesting patterns emerged.
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TABLE 10
Results of Regression Analysis for Technology Integration

Adjusted R? F

Variable B R’ R’ F Change  Change
Step 1 04 02 2.12%

Age .09

Organization sector -.02

Number of courses in OD/HRM .01

Degree -.03

Number of employees —.13%

Sex .02

Years in current organization -.06

Years practiced in OD/HRM field A1
Step 2° .10 .07 3.05%#* .06 4.16%%%*

New Zealand® 21

United States’ 28k

Finland* 20

South Africa® — 15%*

New Zealand® 18%

Finland' — 24

United Kingdomf —.13%

The N etherlandsf —.13*

South Africa’ —19%%

New Zealand® .16*

New Zealand" 20%*

United States” 26

NOTE: Organization sector: 0 = service sector, | = manufacturing sector. Degree: 1 = elementary school, 2 =
high school; 3 = college; 4 = graduate school. Sex: 0 = male, 1 = female. OD/HRM = organization
development/human resource management.

a. Only significant findings are reported.

b. Country = six dummy variables. Finland is not represented to avoid redundancy (each dummy =1, Finland = 0).
c¢. Country = six dummy variables. United States is not represented to avoid redundancy (each dummy =1,
USA =0).

d. Country = six dummy variables. Ireland is not represented to avoid redundancy (each dummy = 1, Ireland = 0).
e. Country =six dummy variables. United Kingdom is not represented to avoid redundancy (each dummy =1,
United Kingdom = 0).

f. Country = six dummy variables. New Zealand is not represented to avoid redundancy (each dummy = 1,
New Zealand = 0).

g. Country = six dummy variables. The Netherlands is not represented to avoid redundancy (each dummy =
1, the Netherlands = 0).

h. Country = six dummy variables. South Africa is not represented to avoid redundancy (each dummy = 1,
South Africa = 0).

*p <.05. ¥¥p < .01. ***p < .001.

Power Distance

Our hypothesis for the dimension of power distance centered primarily on South
Africa in comparison with the six other countries, because in Hofstede’s original data
collection, the results showed that South Africa was distinctly higher on the power dis-
tance dimension than the other six countries. This difference between South Africa
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and the others would logically lead us to the prediction that South African OD practi-
tioners would be less likely to use conflict reduction activities than their counterparts
in the other six countries.

Instead, we predicted the opposite. More recent research on South Africa’s power
dimension index found that South Africa’s power dimension index is now dramati-
cally lower than it had been before (Thomas & Bendixen, 2000). This latest empirical
finding, coupled with the current social and political situation in South Africa, led us to
predict that South African OD practitioners would be more likely than their counter-
parts in other countries to focus on helping groups of employees work together effec-
tively by relying on group process interventions. This was found to be true with the
exception of the United Kingdom. This lack of significant difference between South
Africa and the United Kingdom may be explained by the very strong British influence
that exists among South African managers and thus OD practitioners. The majority of
the decision makers in South African organizations tend to be mature white men who
were educated and acculturated under strong British influence, so perhaps British val-
ues infiltrated South Africa, thus influencing OD practices (Thomas & Bendixen,
2000).

The findings related to power distance highlight two important aspects of conduct-
ing theory-based cross-cultural research such as this. First, it is important to consider
the evolving nature of the political and economic climate because it may have impor-
tant implications for dimensions of culture such as power distance (Scott, 1995). Sec-
ond, as borders become increasingly more permeable and globalization leads to
greater homogeneity in business, it is important to consider not only the unique
national culture but also the overlay of influence wrought by other countries via an
importation of education, products, systems, and ultimately—values.

Uncertainty Avoidance

The hypotheses related to uncertainty avoidance revealed some interesting find-
ings. As predicted, due to Finland’s high-uncertainty-avoidance score and thus its peo-
ple’s aversion to change, we found that Finnish OD professionals were less likely to
use cultural change interventions than their counterparts in New Zealand, South
Africa, the United Kingdom, and the United States. However, contrary to our predic-
tions, there were no differences found between Finland and the Netherlands or Ireland
on the usage of cultural change interventions.

Perhaps these findings can best be understood by a closer examination of the mea-
sures used. Managing a cultural change intervention involves high-level OD compe-
tencies and typically takes several years for full implementation (Worley, Hitchin, &
Ross, 1996). The three countries in which there were no differences on the cultural
change interventions variables are less established in their OD practices than the other
four countries (Golembiewski & Lau, 1994; Lau, 1996). Thus, it seems likely that Fin-
land as well as the Netherlands and Ireland would engage in less activities of this
nature than the other four countries. As Finland, the Netherlands, and Ireland mature
in their OD practices, it would be interesting to conduct a follow-up study to determine
if these countries increase their use of cultural interventions.
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Individualism

This was the only dimension in which all of the seven countries were similar to one
another, as all of them were high in individualism. Thus, consistent with Hofstede’s
model, we predicted that there would be no differences on the OD intervention that
would seem most consistent with high individualism such as performance appraisal
and rewards systems redesign. Contrary to predictions, however, some interesting dif-
ferences were found. Practitioners in the Netherlands and South Africa were signifi-
cantly less likely than those in other countries to use performance appraisal and reward
systems interventions.

We can speculate that perhaps there is another dimension, communalism, that may
explain this seemingly anomalous finding at least for South Africa. Thomas and
Bendixen (2000) surveyed 586 managers using Hofstede’s (1980) VSM94 instrument
to assess dimensions of culture. As noted earlier, these authors found differences
between Hofstede’s original findings and their own more recent results. Specifically,
they found a much higher score in individualism than what was reported by Hofstede’s
original data. These authors speculate that perhaps another dimension related to values
of black African collectivism, which was not adequately captured by this instrument,
is relevant (Boon, 1996; Schneier & Bendixen, 1997; Senghor, 1965; Shutte, 1993).
Thomas and Bendixen (2000) suggested that communalism, collectivism, and indi-
vidualism should be seen as distinct elements that coexist in cultures and should be
investigated more thoroughly in future research.

The finding for the Netherlands for rewards and performance appraisal may be
explained by probing more deeply into the unique culture of the Netherlands. The
Netherlands enjoys relatively low unemployment and a fairly placid labor environ-
ment with few strikes; further, surveys reveal a generally satisfied citizenry (Bolt,
1995). In addition, organizations are dominated by men, and the social structure
between classes is very distinct (Janin, 2000). Therefore, interventions that rely on
performance appraisal and reward systems interventions where managers are required
to give developmental feedback may be less necessary in a society where there is high
demographic homogeneity and where roles and expectations of individuals in distinct
social classes and work positions are very well defined. Instead, managers may be
more likely to rely on informal systems of feedback and well-defined social sanctions
and norms.

Masculinity

As predicted, we found that OD practitioners in the United States, the United King-
dom, New Zealand, South Africa, and Ireland, because of their high scores on the mas-
culinity index, were more likely to use training and development and career develop-
ment initiatives than practitioners in low-masculine countries such as Finland and the
Netherlands. We found this prediction to be true for the Netherlands, but not for Fin-
land. This is an important finding as it suggests that OD practitioners working in coun-
tries with a high-masculinity score should carefully consider using both training and
career development initiatives.
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We also looked at a third variable that we felt reflected the values of a highly mascu-
line culture—team building. Again, we predicted that OD practitioners in the United
States, the United Kingdom, New Zealand, South Africa, and Ireland would be more
likely to use team-building initiatives than practitioners in Finland and the Nether-
lands. We found this to be true for OD practitioners in the United States and the United
Kingdom in comparison with the Netherlands and Finland, but it was not found to be
true for New Zealand, South Africa, or Ireland. We speculate that perhaps these find-
ings may be due to the unique sociopolitical aspects present in each of the various cul-
tures (Scott, 1995). For example, the United States and the United Kingdom are both
very culturally diverse, and although they certainly experience strife due to cultural
diversity, there are many laws and a societal norm in place that guard against discrimi-
nation (Fagenson, 1993). In comparison, South Africa, with its recent history of apart-
heid and conflict between blacks and whites; Ireland, with its long history of conflict
between Catholics and Protestants; and New Zealand, with its burgeoning conflict
over its past treatment and relations with its indigenous people, all have experienced
entrenched conflict with specific groups. In comparison, although the United States
and the United Kingdom certainly have their share of problems, the conflict between
specific groups is not as extreme (Boon, 1996; Coetsee, 1993; Head, 1994; Lewis &
Cave, 2002; Preston, 1995). Therefore, OD practitioners in the United States and the
United Kingdom may be more willing to broach team-building sessions more openly
than practitioners working in countries where conflict is so pervasive and deadly that it
would be difficult to build a team.

Finally, we examined a fourth masculinity variable, the use of technology integra-
tion interventions. In support of our hypothesis, we found that OD practitioners in the
United States and New Zealand were more likely to use technology integration inter-
ventions than those in Finland. New Zealanders were also more likely to use technol-
ogy integration interventions than OD practitioners in the Netherlands. It is curious,
however, that we found that neither the United Kingdom nor South Africa were more
likely to use technology integration interventions than OD practitioners in Finland and
the Netherlands. The pattern of findings may be explained by examining the use of
technology overall. The United States is a world leader in technological interventions,
and the integration of technology into every aspect of business is thriving (Cummings
& Worley, 2005). Although organizational decision makers in the United Kingdom
and South Africa are also savvy purveyors of technology, they may be more bound by
tradition than the United States (Boon, 1996; Coetsee, 1993; Kakabadse, 1995). As for
New Zealand, this country is an avid consumer and developer of new technology, and
thus, its OD practitioners might be particularly enamored of technology interventions
(Lewis & Cave, 2002).

Limitations

Although this study strongly supports the importance of considering national
dimensions of culture when prescribing specific OD interventions, it is not without its
limitations. Before discussing the main conclusions of the findings overall, some
caveats should be mentioned. First, this study relied on the reports of internal OD prac-
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titioners exclusively (Fagenson & Burke, 1990). External OD practitioners often
engage in somewhat different projects and interventions than internal consultants, and
thus, their reports might yield different findings (McMahan & Woodman, 1992). The
internal OD practitioners in this study were, however, experienced professionals who
had an average of 102 years of experience in the field and 8§ years of experience in their
current organizations.

Second, the number of completed surveys varied between countries. Although the
number of respondents was lower for some countries, it should be noted that each
respondent was providing information about an entire organization’s OD activities.
Moreover, these interventions affected a multitude of people in a variety of different
firms.

Third, this study gathered data from seven organizations, covered four continents,
represented a cross section of countries with both emerging and more established
approaches to OD, and represented various aspects of Hofstede’s national dimensions
of culture. A broader sample of participating countries, although difficult to obtain
(Pettigrew et al., 2001), would likely provide more robust findings and increase the
generalizability of these results. However, because this study is the first to provide a
multicountry, cross-cultural comparison of OD interventions within the framework of
national culture, the results provide a valuable introductory analysis (Sikvakumar &
Nakata, 2001). The countries in this study were representative of three clusters in the
GLOBE study (e.g., the Germanic Europe cluster—the Netherlands; the Nordic
Europe cluster—Finland; the Anglo cluster—England, Ireland, South Africa, United
States, New Zealand; http://www.ucalgary.ca/mg/GLOBE/Public/).

Fourth, future research should also examine interventions that were not investi-
gated in the current study such as six sigma initiatives, that is, improving the quality of
products and/or services (Burke, 2002), to further expand our understanding of inter-
vention usage internationally.

One final point regarding interventions for further study: Planned organizational
change is typically conducted in a linear fashion with Phase (or Stage) 1 followed by
Phase 2, by Phase 3, and so on (Burke, 2002). Yet, the way organization change actu-
ally occurs in organizations is often anything but linear because much of the manage-
ment of the change process is a matter of dealing with unanticipated consequences of
the interventions (Burke, 2002; Cummings & Worley, 2004; Pascale, Millemann, &
Gioja, 2000). Therefore, in the future, it might be fruitful to study the consequences of
interventions rather than the interventions themselves. With these points in mind, we
pose the following conclusions and issues for consideration.

Implications and Conclusions

Specific economic and political situations may have spurred OD efforts in many of
the countries we studied with emerging OD practices (Scott, 1995). There is a strong
possibility that these factors also play a role in the choice of interventions in other
countries. Therefore, it is important to note that the use of specific OD interventions
could be influenced not only by dimensions of national culture but also by an organiza-
tion’s culture or even the interaction between national and organizational culture (Lau
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& Ngo, 2001). In addition, it is impossible to obtain data on an entire country or culture
(Harpaz, 1996). Instead, samples are used to make inferences about nations and cul-
ture regarding a targeted population (Harpaz, 1996). Future research should explore
the concurrent influences of national culture, economics, politics, organizational cul-
ture, and other factors in decision-making processes regarding OD interventions and
determine whether some of these factors are more influential than others.

Most important, though, we need to look at the implication of the findings reported
in this study for the practice of OD in general. In a sense, the results of this study under-
score the importance of examining OD cross-culturally. In some cases, we found that
specific interventions did not travel well across cultures. A recent study by Yang
(2002) illustrates this point. Yang showed that multirater feedback as practiced in the
United States is not embraced in Taiwan. The cultural value of “saving face” is simply
more powerful than the value of receiving feedback from subordinates. The standard
OD intervention, team building, should work in this more collective society, but not if
the process included feedback to the team leader. If team building focused primarily
on the group as a whole, team building, as practiced in the United States, might work in
Taiwan and other parts of the world that are more collective than individual. Further-
more, the United States’ versions of conflict resolution, which condones direct con-
frontation, does not work in Japan where a third party functions as a “go-between” on
behalf of the two conflicting parties (Burke, 2002). As interesting as these findings of
cultural differences are, it is important to note, however, that there were also a number
of important similarities found among the types of OD interventions used by our
cross-cultural participants. In fact, when working cross-culturally, it may be that we
should focus more on values than on interventions per se.

Culture by definition concerns values (Hofstede, 1980). If OD is to travel around
the world, then the values that underlie the field should be examined more carefully.
Still, we first need to determine whether it is safe to assume that wherever OD is con-
ducted, practitioners deeply believe in, for example (Burke, 2002), (a) involving peo-
ple in decisions that directly affect them, (b) confronting the constant tension between
individual needs and the goals of the group and organizations, and that (c) organiza-
tional members have the right to be informed and communicated with in an open and
honest manner. If these and other OD values can travel internationally, then the speci-
ficity of an intervention is not all that important. What is important then is to shape the
intervention into any form that makes sense for the local culture as long as OD values
are recognized and manifested (Head & Sorenson, 1993). Buthow much do OD values
reflect U.S. values (e.g., transparency, open communication), and how transcultural
are they (Harzing & Hofstede, 1996)? Rather than use the well-worn phrase, “More
research is needed,” let us simply pledge to continue this kind of exploration and
inquiry.

In conclusion, this study is unique as it provides a comprehensive, theoretically
based, cross-cultural comparison of OD practices between countries both with well-
established OD practices and ones with an emerging OD discipline. The current
research suggests that OD practitioners should carefully consider dimensions of
national culture when recommending specific OD interventions, particularly for their
global clients. Indeed, expatriate OD practitioners would be well-advised to partner
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with local OD practitioners who can serve as advisers to inform them of often over-
looked and unique dimensions of national culture.
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