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The Model of Culture Fit postulates that the sociocultural environment affects the inter
nal work culture, which in turn influences human resource management practices. This
model was tested by two independent cross-cultural studies comparing Indian and Cana
dian managers and employees. In assessing sociocultural environment and internal work
culture, the “participant” technique was used in Study 1 (the respondents indicated their
own beliefs and assumptions), and the “observant” technique was used in Study 2 (the
respondents indicated beliefs and assumptions of the majority of individuals in society).
In both studies, India scored higher than Canada on paternalism, power distance, uncer
tainty avoidance, loyalty toward community, reactivity, and futuristic orientation. Indian
employees reported having less enriched jobs than did Canadian employees. Mediated
multiple regression analyses supported the Model of Culture Fit. Results suggest that the
paternalism, self-reliance, and employee participation constructs merit further explora
tion, as does participant methodology.

ORGANIZATIONAL CULTURE AND HUMAN
RESOURCE MANAGEMENT PRACTICES
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Organizations are complex systemgperating within dynamically interact

ing environmental forces. Managing such complex systems requires-a thor
ough understanding of the influence of both internal and external environ
ments of organizations. The internal environment of an organization is
represented by its internal work culture, whereas the external environment is
represented by the enterprise environment (e.g., market characteristics,
nature of industry, ownership status, resource availability) and the sociocul
tural environment (e.g., paternalism, power distance). Both of these environ
mental forces are, in turn, influenced by the physical and sociopolitical context
(e.g., ecological, legal, social, political, and historical forces). The Model of
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Culture Fit (Figure 1), as proposed by Kanungo and his associates (Kanungo &
Jaeger, 1990; Mendonca & Kanungo, 1994), asserts that the sociocultural
environment affects internal work culture and human resource management
(HRM) practices.

In the extant literature (Hofstede, 1980; Triandis, 1982), the interface
between societal- and organizational-level culture has largely been
neglected. These two seemingly independent bodies of research were explic
itly integrated in the Model of Culture Fit proposed by Kanungo and Jaeger
(1990). The model was further elaborated by Mendonca and Kanungo (1994)
and was partially tested by Mathur, Aycan, and Kanungo (1996). The two
studies reported here aim at testing the Model of Culture Fit with three spe
cific objectives: (a) to explore differences between Canada and India with
respect to sociocultural environment, work culture, and HRM practices; (b)
to examine the impact of sociocultural environment on managerial assump
tions and beliefs that form the basis for HRM practices, and (c) to test the pos
sibility of enhancing the internal and external generalizability of results by
using two different methods in Study 1 and Study 2, that is, the “participant”
and “observant” techniques. Before examining the relationships among the
sociocultural environment, the internal work culture, and the HRM practices,
we delineate the meanings of these constructs.

First, the sociocultural environment is conceived as shared value orienta-
tions among people in a given society. A significant amount of research has
been devoted to the identification of salient value dimensions along which
cultures differ such as individualism-collectivism (Bond, 1988; Hofstede,
1983; Schwartz, 1994; Smith, Dugan, & Trompenaars, 1996; Triandis, 1982;
Trompenaars, 1993). Internal work culture of an organization, on the other
hand, is construed in terms of prevailing managerial assumptions and beliefs
(Schein, 1992) concerning two fundamental organizational elements: the
task and the employees. Managerial assumptions pertaining to the task deal
with the nature of the task and how it can be best accomplished; those pertain
ing to the employees deal with the employee nature and behavior. Managers
implement HRM practices based on their assumptions on the nature of both
the task and the employees. However, these assumptions are shaped-y differ
ent environmental forces. On the one hand, the task-driven assumptions are
influenced by enterprise characteristics including ownership status (e=g., pri
vate sector vs. public sector), industry (e.g., service vs. manufacturing), mar
ket competitiveness, and resource availability (e.g., human and technological
resources). For example, ownership status has a bearing on assumptions and
beliefs regarding the goal of task accomplishment; public organizations
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Figure 1: The Model of Culture Fit
NOTE: HRM = human resource management.

emphasize social gain, whereas private organizations emphasize profit as
their goal. Market conditions and industry may influence the beliefs with
respect to the way in which a task is accomplished; in the manufacturing
industry, the process is more important than the result, whereas in the service
industry and research and development units, the emphasis is on the results
rather than on the process (Hofstede, 1991). Similarly, market competitive
ness forces organizations to be more pragmatic rather than normative in their
task orientation (Hofstede, 1991). On the other hand, employee-related
assumptions, which constitute the main focus of this study, are influenced by
the characteristics of the sociocultural environment. Managers’ assumptions
about what employees are like and how they behave depend on their-percep
tions of the sociocultural environment. Finally, in this investigation, HRM
practices are conceived in terms of employees’ perceived management prac
tices related to supervision, task design, and reward system.
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SOCIOCULTURAL AND WORK CULTURE DIMENSIONS
AND HUMAN RESOURCE MANAGEMENT PRACTICES:
DEFINITIONS OF VARIABLES

Sociocultural dimensions. Included in the Model of Culture Fit are six
sociocultural dimensions (Figure 1). The first dimensiorp&ernalism,
which describes people in authority assuming the role of parents and €onsid
ering it an obligation to provide support and protection to others under their
care (Redding, Norman, & Schlander, 1994). Subordinates, in turn, recipro
cate such care, support, and protection of the paternal authority by showing
loyalty, deference, and compliance to the people in authority. Paternalismis a
salient dimension characterizing superior-subordinate relationships, espe
cially in the Eastern traditional cultural context (Chao, 1995; Kim, 1994;
Redding & Hsiao, 1995). It describes both the societal structure as being
stratified and the mutual roles of superiors and subordinates.

The remaining dimensions are those identified by Hofstede (1980).
Among thempower distanceoncerns the extent to which power hierarchy
and inequality are acceptable in society and its institutions nidwculinity/
femininitydimension is about what individuals value most in life. In mascu-
line societies, assertiveness, achievement, and acquisition of money and
other material possessions are emphasized, whereas in feminine societies,
interpersonal harmony, quality of relationships, and caring for others are
important. The next cultural dimensioriacertainty avoidancéndividuals
in cultures with high uncertainty avoidance are described as being more risk
aversive and less tolerant to ambiguities and deviations from norms. Lastly,
the individualism-collectivism dimension is decomposed into two compo-
nents,loyalty toward communityand self-reliance to better capture the
multidimensionality of the construct (Kim, Triandis, Kagitcibasi, Choi, &
Yoon, 1994). The former describes the extent to which individuals feel loyal
to their communities and compelled to fulfill their obligation toward in-group
members (e.g., relatives, clans, organizations) even if in-group members’
demands inconvenience them. The latter concerns the extent to whieh indi
viduals, when in need, depend on their own resources rather than ask for help
from in-group members.

Work culture dimensions. Dimensions of the internal work culture are
identified by Schein (1992) and further elaborated by Kanungo and Jaeger
(1990) and Mendonca and Kanungo (1994). The internal work culture
includes prevailing managerial assumptions aloatis of control(i.e.,
whether or not employees could control the outcomes of their actions) (Rot
ter, 1966)malleability(i.e., whether or not employee nature can be changed)
(Kanungo & Jaeger, 1990; McGregor, 1960; Schein, 1998R)ristic oriern
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tation(i.e., whether or not employees take a futuristic stance in planning their
actions) (Kluckhohn & Strodtbeck, 1961; Triandis, 198#hactivity/reaec

tivity (i.e., whether employees take personal initiatives or simply react to
external demands while trying to achieve their job objectives) (Kanungo &
Jaeger, 1990; Rothbaum, Weisz, & Snyder, 19823ponsibilityseeking
(i.e., whether or not employees accept and seek responsibility in their jobs)
(McGregor, 1960)participation(i.e., whether or not employees prefer dele
gation at all levels and like to be consulted in matters that concern them)
(Bass, 1981; Cotton, 1993; McGregor, 1960), abtigation toward others
(i.e., whether or not employees feel obliged to fulfill their responsibilities
toward others in the workplace) (Bailyn, 1978; Schein, 1978).

Human resource management practices. Perception of HRM practices in
three areas are addressed: job design, supervision and control, and reward
management (Kanungo & Jaeger, 1990; Mendonca & Kanungo, 1994;
Mathur et al., 1996). Following Hackman and Oldham'’s (1980) conceptuali-
zation of enriched job$eedbackautonomytask significancgandskill vari-
etyare measured. Managerial supervision and control are examined through
goal-setting practiceséi.e., the extent to which managers and subordinates
jointly set specific goals as well as develop specific plans to achieve the
goals) (Erez & Earley, 1987; Locke & Latham, 198dinpowerment prac-
tices(i.e., the extent to which managers encourage and provide support to
employees to handle difficult assignments on their own) (Conger &
Kanungo, 1988), opportunity faelf-control(orientation of employees to
work hard even in the absence of their superiors), sugkrvisory control
(i.e., whether managers provide appropriate supervision rather than adopt a
laissez-faire style) (Likert, 1961). Reward management is measured through
performance—extrinsic reward contingeneyd performance—intrinsic
reward contingencti.e., the extentto which these rewards, whether extrinsic
or intrinsic, are contingent on performance) (Kanungo & Hartwick, 1987).

THE MODEL OF CULTURE FIT

The Model of Culture Fit (Figure 1) postulates that societal values-influ
ence HRM practices through the mediation of internal work culture. As men
tioned previously, prevailing managerial assumptions about employee nature
and behavior constitute the internal work culture (Schein, 1992). Managers
determine the way in which human resources are used on the basis of their
assumptions regarding employee needs, wishes, and capabilities. Such
assumptions are deeply rooted in the sociocultural environment from which
organizations draw their human resources. For example, in societies high in
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uncertainty avoidance and power distance, managers assume that their
employees are reactive and risk aversive. On the basis of these assumptions,
the internal work culture is formed in such away that managers closely-super
vise and guide their employees. In this type of work culture, employees are
less likely to be given autonomy in their jobs.

One of the unique features of the Model of Culture Fitis that it maintains a
distinction between cultural dimensions at the societal and organizational
levels. The internal work culture is influenced by both the socioculturatenvi
ronment and the enterprise environment, as depicted in Figure 1. Therefore,
one could expect managerial assumptions to differ across organizations even
within the same sociocultural context. In fact, Mathur et al. (1996) demon
strated that managerial assumptions (and hence the internal work culture)
differed in public and private sector organizations within the same culture.
This is due to the fact that private sector organizations operate in a more
highly competitive environment with a stronger profit orientation than do
public sector organizations. Employees who choose to work in the private
sector have different characteristics than do those who choose to work in pub-
lic sector organizations. Employees who prefer to work in the private sector
typically are better educated, assertive, willing to change and take risks, and
participative, whereas those in the public sector typically are risk aversive,
nonparticipative, submissive, and reactive. Such differences emerge in
recruitment and are reinforced during organizational socialization. Differ-
ences in employee nature cause managers in the public and private sectors to
hold differing assumptions about what employees need, want, and are able to
do and to design HRM practices accordingly (Mathur et al., 1996).

The Model of Culture Fit proposes a mediated process. However, a
number of alternative models dealing with the relationships among the socio
cultural environment, the internal work culture, and HRM practices also
might be feasible. In the first alternative model, sociocultural environment
may be considered as having a direct influence on HRM practices without the
mediation of the internal work culture. Although this is possible, there are
two main reasons why the mediated model is theoretically superior to the
nonmediated model. First, transference of cultural values to an organiza
tional context should be accomplished through appropriate agents (e.g., man
agers) who bring in, interpret, and adopt cultural values to organizational
realities. Therefore, it makes better theoretical sense to consider the internal
work culture as a catalyst between the sociocultural environment and HRM
practices.

Second, in the complete theoretical frame of the Model of Culture Fit
(Figure 1), the internal work culture is construed as a product of both the
enterprise and the sociocultural environment. As such, the internal work
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culture, which gives rise to HRM practices, represents the interaction among
various forces of the external environment. The nonmediated model does not
fully represent the intricate web of interactions among these constructs. Even
though we believe that the mediated model explains the process of cultural
influence on organizations better than the nonmediated one, we do net disre
gard the possibility that the partially mediated model might be superior to
either of the models. In the partially mediated model, the sociocultural envi
ronment and the enterprise environment are hypothesized to have both a
direct and a mediated influence on HRM practices. In this exploratory study,
both types of models (i.e., fully and partially mediated) are tested.

Inthe second alternative model, the temporal relation between the internal
work culture and HRM practices could be questioned. One might suggest that
the sociocultural environment influences HRM practices, which in turn cre
ate the internal work culture. There are two main reasons why this is not feasi
ble within the conceptual framework provided by the Model of Culture Fit.
First, we limit our discussion of internal work culture to prevailing manage-
rial assumptions. Because HRM practices do not evolve in a vacuum, there
needs to be a rationale behind them. According to our model, this rationale is
the managerial assumptions. Without managerial guidance, it could not be
possible to determine which practices to launch. As such, itis not realistic to
conceive HRM practices as evolving earlier than the managerial assump-
tions. Second, the internal work culture is created on the basis of interacting
environmental forces. Therefore, it is not possible to treat HRM practices as
the sole basis for the internal work culture. Although reversal of the causal
relationship between the internal work cultural and HRM practices is not
possible, we concur that a feedback mechanism from HRM practices to the
internal work culture should be incorporated into the model. Managers revise
their assumptions about employee nature and behavior on the basis-of feed
back from their employees.

The Model of Culture Fitis first tested through a profile analysis between
two substantially different cultures: Canada and India. It is expected that
Indians will score higher on paternalism, power distance, uncertainty-avoid
ance, and community loyalty than will Canadian. It also is expected that Indi
ans will score lower in masculinity and self-reliance. The expected cultural
differences are in accord with Hofstede’s (1980) findings. With respect to the
internal work culture, Indian managers are expected to view employees as
lower in internal locus of control and futuristic orientation, less malleable,
less proactive, less enthusiastic about taking on responsibility, and less par
ticipative than are their Canadian counterparts. However, Indian managers
also are expected to view employees as more reactive and other oriented.
Compared to Canadian organizations, job design in Indian organizations is
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expected to be perceived as less enriched; rewards are expected to be-less con
tingent on employee performance; and goal setting, empowerment, and
supervisory control are expected to occur to a lesser extent. These expecta
tions are primarily based on Mendonca and Kanungo’s (1994) propositions
pertaining to the relationships among the cultural dimensions at societal and
organizational levels. In addition, literature on Indian organizations shows
that superior-subordinate relationships are hierarchical, with an emphasis on
superior guidance and subordinate loyalty and compliance (Khandwalla,
1988; Mathur et al., 1996; Parikh & Garg, 1990; Sinha, 1982, 1990). In such
dyadic relationships, managerial assumptions about employee reactivity and
dependency are reinforced. Finally, we base our expectations of profile dif
ferences on the results of previous pilot studies.

In addition to a profile analysis between India and Canada, the model is
further tested by examining the relationship among the three sets of variables:
the sociocultural dimension, the work culture dimension, and the HRM prac
tices. Although we do not propose specific hypotheses with respect to relation-
ships among individual variables, our overall expectation is that managerial
assumptions about employee nature and behavior will be influenced by the
way in which managers perceive the characteristics of the sociocultural envi-
ronment. It is further expected that managerial assumptions concerning
employee nature (i.e., internal work culture) will have a stronger impact on
the way in which HRM practices are designed and implemented than will
managerial perceptions of the sociocultural environment. In other words,
guided by the Model of Culture Fit, we expect that the impact of the sociocul-
tural environment (distal antecedent) on HRM practices is mediated by the
internal work culture (proximal antecedent).

Finally, differences in the design and method of the two studies serve two
purposes: (a) to test the stability of the observed profiles and relationships
among variables and (b) to increase the generalizability of these results by
minimizing possible response bias. The main difference in method used in the
firstand second studiesis thatin Study 1, the respondents were given the role of
“participants” while assessing the dimensions of societal and work culture,
whereas in Study 2, their role was that of “observants.” Respondents in Study 1
indicated their personal opinions about the characteristics of the sociocultural
environment and the internal work culture. Respondents in Study 2 revealed
opinions ofthe majority of individuals in their culture or organizatiam the
same issues. The method used in Study 2 was suggested by Sinha and Verma
(1987) and Verma (1992) as a way in which to minimize response and sam
pling biases in cross-cultural studies. One reason for using the observant
technique is to reduce the social desirability response bias of respondents
when they act as participants rather than as observants. The bias could be
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greater in some cultural contexts (e.g., collectivism) where participants
might have a tendency to try to please the researcher, depending on the con
text and their relationship. Hence, the use of the observant technique is rec
ommended in these contexts. Another reason for the use of the observant
technique derives from problems associated with representativeness-of sam
ples. Inthe participant method, results are confined to the opinion of a limited
number of individuals. Views of these individuals might not fully represent
the views of the overall population. However, if the respondents describe the
views held by the majority, then the results are less likely to be influenced by
sampling bias and are more likely to allow generalizations.

METHOD

SAMPLE

In Study 1, there were 647 respondents (165 from Canada, 482 from
India). The Indian sample was drawn from the employees of three public sec-
tor and three private sector organizations. Employees in these organizations
were randomly selected to participate in this study. The Canadian sample
consisted of employees of various organizations attending part-time M.B.A.
or continuing education programs in one of the largest Canadian universities.
Demographic characteristics of the sample are presented in Table 1. Equiva-
lence between the Indian and Canadian samples was assessed through chi-
square tests. There was a significant difference with respect to male-female
ratio, x3(1) = 100.33p < .001; male respondents were the majority in the
Indian sample, whereas there were nearly equal numbers of male and female
respondents in the Canadian sample. With respect to age distribution, the
Indian sample was relatively older than the Canadian sarxigs,= 131.87,

p <.001. The educational attainment of the Indian sample was higher than
that of the Canadian sampj¢(3) = 40.12p < .001. Finally, the majority of
Indian respondents were employed in public sector organizations, whereas
the majority of Canadian respondents were employed in private sector
organizationsy?(1) = 20.78,p < .001.

In Study 2, there were 127 respondents (53 Canadian, 74 Indian). The
respondents in this study were employees enrolled in M.B.A. programs of
Canadian and Indian universities. Details of the demographic characteristics
for this sample also are presented in Table 1. In this study, the majority of
Canadians were females, whereas the majority of Indians were xAlBs;
12.85,p < .001. Canadian respondents were older than Indian respondents,
X2(5) = 34.79p < .001. The difference between the educational levels of the
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TABLE 1
Demographic Characteristics of the Respondents

Study 1 Study 2

Demographic Canada India Canada India
Characteristic (N=165) (N=482) (N=53) (N=74)
Gender

Male 81 418 21 54

Female 84 64 32 20
Age

18-30 years 109 97 31 72

31-35years 20 101 8 —

36-40 years 20 96 7 —

41-45 years 10 e 4 —

46-50 years 6 48 3 1

51-70 years — 63 — 1
Education

High school 5 — 2 —

College 47 59 6 —

University 58 233 15 29

Master’s 55 190 30 45
Sector

Public 65 286 14 18

Private 100 196 39 56

two samples also was significan(4) = 21.08,p < .001. Although there
were significant differences in the demographic characteristics of the sam
ples in both studies, confounding effects of such differences on results are
minimized in statistical analyses by way of covarying them out.

Questionnaire

The questionnaires used in both studies had four parts. The first part con
tained items to assess 6 variables representing the sociocultural dimensions.
The second part contained items to assess 8 variables representing the work
culture dimensions. In the third part, there were items to assess 10 HRM prac
tices. The fourth part sought information about various demographic charac
teristics. To keep the questionnaire (with a total of 24 variables) to a manage
able length, two items were used to assess each variable, with the exceptions
of performance—extrinsic reward contingency, skill variety, and task signifi
cance, each of which was assessed by a single item.
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There were a total of 45 statements. Respondents were asked to state the
extent to which they agreed with each statement by using a 6-point Likert-
type scale (1 strongly disagreg6 = strongly agree). Approximately half of
the items were reverse-coded to minimize response bias. Variable names are
reflected by higher scores (e.qg., higher scores on the paternalism scale indi
cate high paternalism, higher scores on the self-reliance scale indicate high
self-reliance). Item selection and development of measures were accom
plished on the basis of previous pilot studies in both Canada and India. Psy
chometric properties of the measures are reported elsewhere (Mathur et al.,
1996).

Procedure

Questionnaires were administered in English in both studies. English is
one of the official languages in India, and respondents did not report any diffi
culty in understanding and responding to the statements in the questionnaire.
Ittook approximately 20 to 25 minutes, on average, to complete the question-
naire. There were two major differences between the first and second study
designs and methodologies. In Study 1, managers {88) completed the
first, second, and the fourth parts of the questionnaire, whereas subordinate
employees (N= 294) completed the first, third, and the fourth parts of the
guestionnaire. In so doing, the internal work culture (the second part) was
assessed through the managers’ perspective, and HRM practices (the third
part) were assessed through the employees’ perspective. Obtaining data from
two independent sources reduced biases due to common method variance. In
Study 2, all respondents answered all four parts of the questionnaire to test
the impact of the internal work culture on HRM practices.

Another difference between the first and second studies was that the par
ticipant technique was used in Study 1. The respondents indicated the extent
to which they, themselves, agreed with each statement in the questionnaire.
Study 2 used the observant technique in which the respondents were
instructed to indicate the extent to which they thought the majority of indi
viduals in their culture and organization agreed with each item. In Study 2,
therefore, the instruction for the first part (the sociocultural environment)
was as follows:

This section contains a number of statements describing how people think
about different situations. Please indichtmwv characteristic or descriptive
you think each statement is about the opinion of people in your sdmyjetiy-

cling the appropriate response ranging from 1 (strongly disagree) to 6 (strongly
agree).
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The instruction for the second part (the internal work culture) was as follows:

The following statements describe how the employees in your organization
think about different situations. Please indicatsv characteristic or descrip

tive you think each statement is about the opinion of employees in your organi
zationby circling the appropriate response ranging from 1 (strongly disagree)
to 6 (strongly agree).

In the third part, participants were not treated as observants. They were asked
to indicate the HRM practices in their organizations as they experienced
them.

RESULTS

COUNTRY PROFILE COMPARISONS

The first objective of this research was to compare India and Canada on
dimensions of the sociocultural environment, the internal work culture, and
the HRM practices. In cross-cultural studies, observed mean differences
between country scores cannot always be attributed to real cultural differ-
ences; sometimes, they are attributed to certain methodological artifacts (cf.
van de Vijver & Leung, 1997). Therefore, to arrive at valid comparisons, a
number of methodological issues have to be addressed such as differences in
response style, unequal distribution of scores, and sample equivalence. First,
in cross-cultural studies, response bias might occur as a result of differential
norms in responding positively. This might result in spurious differences
among country scores. Second, distribution of scores within each country
might follow a differential pattern. To circumvent these problems, a data
standardization method was employed in two steps (Leung, 1989; Leung &
Bond, 1989; Smith & Peterson, 1996; van de Vijver & Leung, 1997). In the
first step, within-subject standardization was accomplished as an attempt to
minimize the confounding effect of acquiescent response bias. In the second
step, a within-country standardization was employed to minimize the influ
ence of differential distribution of country mean scores. Standardized and
unstandardized scores for both studies are presented in Table 2.

Another methodological challenge in cross-cultural studies is to establish
sample equivalence in terms of demographic characteristics. As described
earlier, in both studies, Indian and Canadian samples differed in many of the
demographic characteristics. To control for the effect of sampling variability
on results, analyses of covariance were conducted on standardized scores by
keeping age, gender, education, and sector as covariates. Having employed
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TABLE 2

Unstandardized and Standardized Scores, Analysis of Covariance Results, and Omega-Squares for the Variables

Standardized and Adjusted Scores

India F(4, 123) w’

Study 1 Study 2
Unstandardized Scores Standardized and Adjusted Scores Unstandardized Scores
Canada India Canada India
Variable M SD M  SD Canada India F(4, 643) o M SD M SD Canada
Sociocultural environment
Paternalism 3.17 1.02 455 120 -58 20 114.15*** 14 324 111 5.09 082 -79 56
Power distance 320 110 387 1.11 -26 9 26.41%* 04 347 112 446 122 42 3
Masculinity 221 0.82 230 0.90 -7 2 1.56 — 289 117 241 1.03 12 -9
Uncertainty avoidance 3.52 0.90 3.92 1.16 -18 4 2.85* 01 352 1.10 397 103 -3 21
Loyalty toward
community 352 096 4.01 1.10 -16 5 10.83*** .08 3.17 090 454 107 -58 41
Self-reliance 3.79 096 3.65 1.04 3 -1 0.23 — 334 104 397 1.09 -3 22
Internal work culture
Internal locus
of control 402 130 406 133 -28 25 21.03*** 05 433 1.11 345 1.22 26 -19
Futuristic orientation 3.98 1.21 4.62 1.07 -37 33 50.97** 12 433 099 465 1.03 -17 13
Malleability 461 092 409 131 8 7 291 — 402 106 330 1.20 22 -8
Proactivity 3.63 093 325 1.21 4 -3 0.25 — 392 121 268 0.94 42 -3
Reactivity 410 0.78 498 0.88 -38 22 44.87** 12 426 0.97 512 099 -37 27
Obligation toward
others 3.53 091 3.99 1.05 -5 5 0.47 — 301 117 423 104 -66 48
Responsibility seeking 4.43 0.97 4.13 1.13 4 -4 0.83 — 407 122 398 1.12 5 -3
Participation 466 080 494 087 -14 13 16.67*** .05 495 0.83 477 1.05 -3 2

92.67***

15.83***

1.79
9.62%*

43.26***
10.98***

6.31*
4.22*
1.28
21.45%**
19.90***

55.16***
0.20
0.13

(continued)

.36
A1

.07

.22

.08

.05

.06

.15
.13
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all these adjustment procedures, differences between India and Canada
should be considered as highly conservative estimates of true differences.
The index of effect size (omega-square) is reported in Table 2 to evaluate the
proportional amount of the total population variance that is attributed to the
variation among countries or simply “explained variance” (Keppel, 1991).
According to Cohen (1977), a “small” effect size is .01, a “medium” effect
sizeis .06, and a “large” effect size is .15 or greater (pp. 284-288). As seenin
Table 2, country comparisons, especially on the dimensions of the saciocul
tural environment and the internal work culture, produced small to medium
effect sizes in Study 1 and medium to large effect sizes in Study 2.

Results revealed that in both studies, India scored higher than Canada in
paternalism, power distance, uncertainty avoidance, and loyalty toward com
munity. Study 1 results yielded no differences between India and Canada on
self-reliance, whereas India scored significantly higher on this variable in
Study 2. With respect to the dimensions of work culture, Indian respondents
obtained higher scores than Canadian respondents in futuristic orientation
and reactivity in both studies. In internal locus of control, India scored higher
than Canada in Study 1 but scored lower in Study 2. In Study 2 only, Canada
was significantly higher in proactivity and India was significantly higher in
obligation toward others. Finally, in Study 1 only, India scored higher than
Canada in participation orientation.

With respect to HRM practices, in both studies, Indian employees
reported having autonomy, skill variety, and self-control to a lesser extent than
did Canadian employees. However, Indian employees reported having goal
setting to a greater extent than did their Canadian counterparts. In Study 2
only, Indian employees reported experiencing lower performance—extrinsic
reward contingency than did Canadian employees. In Study 1 only, Indian
employees reported experiencing a laissez-faire management style to a
greater extent than did Canadians. Allin all, Study 1 revealed 13 and Study 2
revealed 15 significant differences between Canada and India. Of these, 10
differences were replicated in both studies.

IMPACT OF THE SOCIOCULTURAL ENVIRONMENT
ON INTERNAL WORK CULTURE AND HUMAN
RESOURCE MANAGEMENT PRACTICES

The second objective of this investigation was to examine the extent to
which the sociocultural environment influenced the internal work culture and
the HRM practices. Prior to model testing, relationships among study vari
ables were examined. A full correlation matrix was produced that included the
relationships among all variables in both Study 1 and Study 2. Comparison
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between the two studies revealed that of 146 correlations, 120 (82%) were
replicated in both studies. Furthermore, correlations were computed sepa
rately for the Canadian and Indian samples. The direction and magnitude of
the relationships among the majority of variables (84%) were replicated in
both samples. Whenever differences existed, they were in magnitude only.
Several notable differences between the two samples were observed. First
the negative correlation between power distance and internal locus-of con
trol (suggesting that the higher the power distance, the lower the internal
locus of control) was mostly pronounced in the Indian samplg(.=—.08,
Inaia=—27,0<.001). Second, positive correlations were observed between
loyalty toward community and obligation toward others(f,= .04,I gia=

.21,p < .01), paternalism and participation:{f,4a= -13, Nngia = -37,P <

.001), paternalism and goal setting (.= .04, 42 = -27,p < .001), and
paternalism and empowerment{f.¢.= -13,fngia = -35,p < .001). Each of

the preceding relationships was stronger in the Indian sample than in the
Canadian sample. Finally, a positive correlation was observed between
self-reliance and responsibility seeking, but this relationship was stronger
inthe Canadian sample thaninthe Indian sample{=.45,p<.001;f 4in=

.18,p <.05).

In both studies and samples, strong positive correlations were found
among (a) paternalism, power distance, uncertainty avoidance, and loyalty
toward community; (b) internal locus of control, futuristic orientation, malle-
ability, proactivity, responsibility seeking, and participative orientation; and
(c) feedback, autonomy, skill variety, task significance, empowerment, goal
setting, and performance—intrinsic reward contingency. (Correlation matri-
ces for both studies and both samples are available on request from the first
author.)

The Model of Culture Fit was tested through mediated multiple regression
analyses. We used the data obtained in Study 2. The reason for this is that the
data in Study 1 were not matched as questions on internal work culture and
were responded to by managers only, whereas questions on HRM practices
were responded to by employees only. It also should be noted that Canadian
and Indian responses were pooled in the mediated multiple regression analy
ses because differences in correlations between the two samples were not
large enough to warrant country-specific analyses. Besides, the Model of
Culture Fit involves processes that are independent of the country in which
the data are collected. HRM practices are influenced by the internal werk cul
ture and the sociocultural variables as specified in the model. Furthermore,
the pooling of the two samples made it more heterogeneous and, therefore,
provided for a more conservative estimate of the relationships among the
variables.
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Mediation was tested using the three-step approach recommended by
Baron and Kenny (1986). In the first step, the mediator was regressed on the
independent variable; in the second step, the dependent variable was
regressed on the independent variable; and in the third step, the dependent
variable was regressed on both the independent variable and the mediator
simultaneously. Mediation was evident if the following conditions were met:
The independent variable influenced the mediator in the first equation; the
independent variable influenced the dependent variable in the second equa
tion; and the mediator influenced the dependent variable in the third equation
while the influence of the independent variable on the dependent variable
either was diminished (partial mediation) or completely disappeared (full
mediation). Fully and partially mediated models are presented in Table 3.

Paternalism positively influenced the assumptions of reactivity, unchange
ability, and external locus of control. Such assumptions, in turn, predicted low
autonomy, low empowerment practices, and low performance—reward-contin
gency. Paternalism reinforced the assumptions about employee reactivity
and obligation, which in turn encouraged joint goal setting. The societal
value of loyalty toward community negatively influenced assumptions of
managers about employee malleability and control. Consequently, these
managers provided neither feedback on nor individual rewards for adequate
performance. Managers in such a sociocultural environment also believed
that employees should fulfill their obligation toward others in the workplace
and should seek responsibility. This, in turn, nurtured joint goal setting and
improved self-control to work hard. Power distance fostered weaker beliefs
in proactivity and internal locus of control. In the absence of beliefs in
employee proactivity and control, jobs are not enriched. In a sociocultural
environment that is characterized by high power distance, employees are
expected to fulfill their obligation toward others and exercise self-control to
work hard. Futuristic orientation was adversely affected by masculinity but
promoted goal setting. Proactivity was not encouraged where there was high
uncertainty avoidance; consequently, autonomy in the job occurred to a
lesser extent. Finally, self-reliance predicted beliefs in obligation toward oth
ers, which in turn increased goal setting.

DISCUSSION

The two studies reported here investigated the ways in which Canada and
India differed from each other in the sociocultural characteristics and how
such differences influenced work organizations. Comparison of country pro
files with respect to sociocultural environment revealed that Indians valued
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TABLE 3
Mediated Multiple Regression Analysis Results

First Equation
(Predictor Mediator)

Standardizeq Multiple
Predictor Mediator Criterion Weight R? R F
Paternalism  Obligation Goal setting 50%** .24 50  39.38***
Paternalism  Proactivity Autonomy —.39%** A1 .33 41.02%**
Paternalism  Reactivity Goal setting .35%** 12 .35 17.15%**
Paternalism  Malleability Empowerment —.21%* .05 .21 5.81**
Paternalism  Malleability Performance— —.21%* .05 21 5.81**

extrinsic reward
contingency

Paternalism Internal locus Empowerment — —27** .07 .27 9.49**
of control

Loyalty? Obligation Goal setting AT .22 .50 35.36%**

Loyalty Obligation Self-control AT 22 .50  35.36%**

Loyalty Malleability Feedback —.22%* .05 22 6.21**

Loyalty Malleability Performance— —.22%* .05 .22 6.21**

extrinsic reward
contingency

Loyalty Internal locus  Performance— —.27** .07 .27 10.01*
of control extrinsic reward
contingency
Loyalty Internal locus  Feedback —.27** .07 .27 10.01*
of control
Loyalty Reactivity Goal setting 29%** .06 29 11.66***
Loyalty Responsibility Goal setting .18* .03 17 3.84*
seeking
Power Internal locus ~ Task —.28** .08 .28 10.63**
distance of control significance
Power Proactivity Autonomy — 41 xxx 17 41 25.50%**
distance
Power Obligation Self-control .25%* .06 .25 8.14**
distance
Masculinity  Futuristic Goal setting —.20* .04 .20 5.15*
orientation
Uncertainty  Proactivity Autonomy —.33%** A1 .33 14.72%*
avoidance
Self-reliance Obligation Goal setting 24%* .06 .23 7.27*

NOTE: F = fully mediated model; P = partially mediated model.
a. In each case, “Loyalty” represents “Loyalty to Community.”
*p <.05. **p <.01. **p < .001.
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TABLE 3 Continued
Second Equation Third Equation
(Predictor Criterion) (Predictor+Mediator Criterion)
Standardizeg? ) Multiple Standardized 5 Multiple

Weight R R F Buediator  Prredictor R R F Model

297 09 29 11.66%* 27 A6 .14 .37 1012  F
—20** .04 .20 18.29** 30 —-09 .11 .33 9.64** F

29+ 09 29 11.66%**  22%* 9% .13 .35 8.99%* P
-17* .03 17 3.73* .18* -13 .06 .24 3.82* F
—.20* .04 .20 5.18* .20* -15 .08 .28 517* F
-17* .03 17 3.90* .18* -12 .06 .24 3.86* F

27 .07 A7 9.59** 29%** 13 14 37 9.64%* F

22%* 05 .22 6.04** .18* 13 .06 .26 438 F
—.24%* .06 .24 7.67% .30* -17* .15 .38 10.50*** P
—.23** .05 .23 6.88** .19* -17* 09 29 587 P
—.23** .05 .23 6.88** 22%* -20** 12 .34 8.14* P
—.24x* .06 .24 7.67** .20* -17* 09 31 6.37* P

27 .07 A7 9.59* 24 19* 12 35 857 P

27 .07 A7 9.59** .28%** 22* 14 .38 10.35*** P
-17* .05 .18 3.58* 24+ -07 .07 27 490 F
—.26** .07 .26 9.12* .26%* -15 .13 .36 891 F

A7+ .04 .18 3.34* .20* .09 .06 .24 3.87* F
—.20* .04 .19 4.94* 30%**  -14 .13 .36 8.97** F

A7* .04 .19 3.44* Y il A3 12 35 8550 F

.18* .03 .18 4.23* \32%*% A1 13 .36 9.367* F
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paternalism and loyalty toward community to a greater extent than did-Cana
dians. Indians also were high in power distance and uncertainty avoidance.
Both Canadian and Indian respondents scored low on masculinithiemck,
preferred maintaining harmonious interpersonal relationships over accumulat
ing money and material possessions. On the self-reliance giaremowever,
Indian respondents scored higher than Canadian respondents. This was an
unexpected finding given the collectivist nature of Indian culture. This sug
gests that self-reliance might have a different meaning in collectivist-socie
ties where there is poverty and resource scarcity. In such societies, itisimpor
tant to be as self-sufficient as possible so as not to burden other in-group
members (e.g., family, relatives, friends) with one’s demands. Being self-
reliant might indeed be a manifestation of loyalty toward one’s community.
The construct validity of self-reliance, therefore, should be examined more
closely in future studies.

With respect to the internal work culture, Indian managers assumed more
strongly than their Canadian counterparts that employees, by nature, were
reactive rather than proactive in their stance toward their job objectives and
that employees had an obligation toward others in the workplace that should
be given due creditin the evaluation process. Both Indian and Canadian man-
agers assumed that employee nature was malleable and that improvement
was possible if given the opportunity. Belief in change and progress seemed
to be consistent with the recent economic and social developments in India.
Another manifestation of the process of change in Indian society can be
observed in the managers’ futuristic orientation. Contrary to our expecta-
tions, Indian managers favored futuristic orientation and planning to a greater
extent than did their Canadian counterparts. As a growing economic power,
Indian managers have come to realize the necessity of planning for the future
to exploit trade opportunities while coping with the adverse effects of
resource scarcity and volatile economic and political environments.

With respectto HRM practices, itappeared that Indian organizations were
more disadvantaged in terms of job enrichment and reward management.
Goal setting, however, was found to be significantly higher in India than in
Canada. Also, Indian managers believed in employee participation. Taken
together, these findings are somewhat surprising given that both participation
and goal setting are characteristics attributed to Western organizational cul
tures. However, it appears that participation and goal setting might not be
uncommon practices in Indian organizations. Paternalism is a salient eharac
teristic of Indian society, where superiors assume the role of parents who are
benevolent, nurturant, and considerate of employee well-being. To ensure
thatemployees are willing and able to accomplish task objectives, paternalis
tic managers set specific goals with the employees rather than dictating to
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them what to do and how to do it in an authoritarian manner. In this respect,
the paternalistic and nurturant style of management (Sinha, 1995) is-distin
guishable from the authoritarian style (Lewin & Lippitt, 1938; Stogdill,
1948), where supervisors impose their demands on subordinates and seek
their unconditional loyalty and compliance.

A number of contrasts can be drawn between the results of the two studies
with respect to both directionality and magnitude of differences between
Canadaand India. For example, oninternal locus of control and participation,
Indian managers scored higher than Canadian managers in Study 1 but lower
in Study 2. Although profile differences were in the same direction on the
proactivity variable, the respondents from the two countries did not differ in
Study 1, whereas in Study 2 Indian respondents scored significantly lower
than did Canadian respondents. Likewise, the two samples did not differ on
the obligation toward others dimension in Study 1, but Indian respondents
scored substantially higher than Canadian respondents in Study 2. These
variations, which are observed especially in work culture dimensions, might
be attributed to the methodological difference between the two studies.

As mentioned previously, in Study 1, respondents were instructed to indi-
cate the extent to which they agreed with statements assessing the sociocul-
tural environment (the first part of the questionnaire) and work culture (the
second part). In Study 2, however, the respondents were instructed to indicate
the extent to which they thought the majority of individuals in their society or
organization agreed with the statements. In both studies, the respondents
reported the HRM practices (third part) as experienced by them. Hence, for
the third part of the questionnaire, there was no difference in procedure
between the two studies. That is why Study 1 and Study 2 did not yield differ-
ent results with respect to HRM practices. It appears that the Indian respon
dents in Study 1 exhibited a tendency to respond in a “socially desirable” way
while answering the second part of the questionnaire. In responding to this
part, it seems that expressing one’s own opinion versus the opinions of others
in society makes a difference. Expressing one’s own assumptions, beliefs,
and values about one’s own work environment might be more ego involving.
As such, this technique is prone to trigger social desirability response bias.
Therefore, it is preferable to use the observant technique in such ego-
involving situations. It also should be noted that the observant technique
yielded larger differences between Canada and India (as indicated by
omega-square), which is another reason why this technique should-be pre
ferred in future cross-cultural studies.

The impact of sociocultural dimensions on internal work culture and
HRM practices was tested through a series of mediated multiple regressions
analyses that lend support to the Model of Culture Fit. Results suggest that
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paternalism and loyalty toward community were the most influential cultural
dimensions in explaining the variance in work culture and HRM practices.
There are four main conclusions that can be drawn from the mediated mod
els. First, paternalism, power distance, and uncertainty avoidance seem to
create a dependent relationship between superiors and subordinates in which
managers tend to assume lower employee proactivity and, consequently, do
not promote employee autonomy on the job.

Second, joint goal setting as an HRM practice seems to be the result of
managerial assumption about employee reactivity and obligation toward oth
ers. Managers who believe that employees, by nature, expect direction and
close supervision set specific goals and engage in detailed planning to guide
their employees. Similarly, if managers believe that employees have an obli
gation toward others in the organization, then they practice joint goal setting
to (a) clarify roles and responsibilities so that employees can fulfill their obli
gation and/or (b) fulfill their own obligation toward employees by way of set
ting goals. Managerial assumptions related to both employee reactivity and
obligationtoward others are in turninfluenced by paternalism, loyalty toward
community, and self-reliance.

Third, feedback, empowerment, and performance—reward contingency as
HRM practices are found to be the functions of managerial assumptions
about employees being individuals who can change and control outcomes of
their actions. If managers believe that employee nature can be changed, then
they are more inclined to provide feedback and empowerment to contribute
to this change and improvement. At the same time, managers allocate
rewards on the basis of individual performance as a reflection of their belief
in individual determination of outcomes. Belief in malleability and internal
locus of control are, however, adversely influenced by both community loy
alty and paternalism.

Finally, masculinity negatively influenced futuristic orientation, which in
turn inhibited goal-setting practices. This seems to be counterintuitive given
that masculinity is about striving for material possessions and, as such,
requires planning and goal-setting possessions. A closer examination, how
ever, suggests that acquiring material possessions might be related te achiev
ing immediate short-term gains with minimum investment rather than to
long-term investment and planning. Femininity, on the other hand, is an ori
entation that requires long-term investment and planning to build enduring
relationships.

In sum, the results provided preliminary support for the Model of Culture
Fit in demonstrating that the sociocultural environment does have an impact
on managerial beliefs and assumptions, which in turn influence HRM prac
tices. There were a number of unexpected findings that should be examined
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closely by future studies. For example, the relationship of power distance to
participation orientation and goal setting needs further elaboration- Simi
larly, the notion of self-reliance and its relationship to internal locus of con
trol and job enrichment requires future exploration. Future studies also
should use improved measures of cultural dimensions and of HRM practices.
Although convergence in the results of the two studies provides evidence to
the stability of the measures, future research should put more effort into
constructing cross-culturally valid scales with multiple items to measure
dimensions of societal and work cultures. Future research also should obtain
objective measures of HRM practices (e.g., performance appraisal and com
pensation systems, training programs, formal goal-setting practices) in addi
tion to employee perceptions of them.

CONCLUSIONS AND IMPLICATIONS

The extant literature on cross-cultural work values and practices tends to
be descriptive in nature. The two studies reported in this article, however,
aimed at explaining the variations in organizational values and practices by
linking them to the characteristics of their respective sociocultural environ-
ments. In addition, contrary to the existing literature, societal- and
organizational-level cultures are postulated to be interactive and, hence, con-
ceptualized and operationalized by different constructs.

There are a number of research implications that can be drawn from this
investigation. First, although overlooked in the literature, paternalism is a
cultural dimension that is salient, especially in non-Western cultural con-
texts. The implication of paternalism in organizations should be examined
further. Attempts related to the conceptualization and operationalization of
paternalism already are under way by the present authors, who argue that
paternalism does not connote authoritarianism, as has been portrayed in the
Western literature. Second, self-reliance, participation, and goal setting may
assume different meanings in non-Western societal and organizatioral con
texts. Future research should closely examine these constructs and deter
mine how they are construed in paternalistic societies. Similarly, this article
suggests that self-reliance might be distinct from other aspects of
individualism-collectivism.

Third, the use of the observant and participant techniques in cross-cultural
research should be explored further. It seems that if the respondents are given
the role of observants, then this diminishes their personal involvement in the
issue and increases the likelihood of eliciting unbiased responses. A number
of differences between the results of the two studies suggest the possibility of
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differencesinresponse style in cross-cultural studies. This provides selid jus
tification for the standardization procedure in mean comparisons. In addi
tion, the importance of covariance analyses in cross-cultural comparisons has
to be underlined, especially when there are large differences in sample
characteristics.

There also are important practical implications of this research for multi
national companies, expatriate managers, and culturally diverse workforces.
Globalization requires the successful management of diversity. Multina
tional companies with worldwide subsidiaries need to recognize and appreci
ate the impact of culture on organizational values and practices to be able to
successfully transfer management know-how to various local units- Simi
larly, the framework developed and tested in this article might help expatri
ates to incorporate culturally sensitive management practices during their
assignments and, hence, increase the likelihood of overseas success. In addi
tion, managing increasingly diversified workforces in North American-com
panies also requires a fit between various organizational practices and the
ethnic/cultural backgrounds of employees.
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