Organization Development

in Global Settings

This chapter describes the practice of organiza-
tion development in international settings. It
presents the contingencies and practice issues
associated with OD in organizations outside the
United States, in worldwide organizations, and
in global social change organizations. The appli-
cability and effectiveness of OD in countries and
cultures outside of the United States are the
subject of intense debate, however. Because OD
was developed predominantly by American and
Western European praciitioners, its practices
and methods are heavily influenced by the val-
ues and assumptions of industrialized cultures.
Thus, the traditional approaches to planned
change may promote management practices
that conflict with the values and assumptions
of other societies. Will Chinese cultural values,
for example, be preserved or defended as an
increasing number of European and American
organizations establish operations in that coun-
try? How should GD be conducted in an Indian
firm operating in the United States? On the
other hand, some practitioners believe that OD
can result in organizational improvements in any
cuiture.” Despite different points of view on this
topic, the practice of OD in international set-
tings can be expected to expand dramatically.
The rapid development of foreign economies
and firms, along with the evolution of the global
marketplace, is creating organizational needs
and opportunities for change.

In designing and implementing planned
change for organizations operating outside the
United States, OD practice must account for
two important contingencies: alignment
between the cultural values of the host country
and traditional OD values, and the host coun-
try's level of economic development. Preliminary

research suggests that failure to adapt QD
interventions to these cultural and economic
contingencies can produce disastrous results.?
For example, several OD concepts, including
dialogue, truthfulness, and performance man-
agement, do not always work in all countries3
Dialogue assumes that “all differences can be
bridged if you get people together in the right
context.” However, mediation, arbitration, or
traditional negotiations are more acceptable in
some cultures. Similarly, truthfulness, a very
North American notion, is culturally relativistic
and as a value depends on whether you are

" American, Asian, Middle Eastern, or from some

other culture. Finally, the process and content
of performance evaluation can also depend on
culture.*

In worldwide organizations, managers can use
OD to help firms operate in multiple countries.
Referred to as international, global, multinational,
or transnational corporations, these firms must
fit their organizational strategies, structures,
and processes to different cultures. OD can
help members gain the organizational skills and
knowledge needed to operate across cultural
boundaries, enhancing organizational effective-
ness through better alignment of people and
systems with international strategy.

Finally, OD is playing an increasingly impor-
tant role in global social change. Practitioners
using highly participative approaches are influ-
encing the development of evolving countries,
providing a voice to underrepresented social
classes, and bridging the gap between cultures
facing similar social issues. The application of
planned change processes in these settings
represents one of the newest and most excit-
ing areas of OD.
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CHAPTER 23 Organization Development in Global Settings

ORGANIZATION DEVELOPMENT OUTSIDE
THE UNITED STATES

Organization dcvclopment is being practiced increasingly in organizations outside of
the United States.” Survey feedback interventions have been used at Air New Zealand
and at the Air Emirates {United Arab Republic); worlk design interventions have been
implecmented in Gamesa (Mexico); large-group interventions have been used in Vitro
{Mexico); structural interventions have been completed at Neusoft Corporation {China);
and merger and acquisition integration interventions have been used at Akzo-Nobel
(The Nctherlands). This international diffusion of OD derives fromn three important
trends: the rapid devclopment of foreign cconomics, the increasing worldwide avail-
ability of technical and financial resources, and the emergence of a global economy.”

The dramatic restrizcturing of socialist and communist economies and the rapid
economic growth of developing countries arc numbing in scope and impact. The U.S.
government estimates that world gross doinestic product will grow an average of about
3.1% between 2005 and 2017, from $36.1 trillion to $52.2 trillion. Projected growth
rates in East Asia and Pacific and South Asia remain strong. The European Union con-
tinues its push lor integration through fiscal policies, the admission ol new countries,
and the rationalizing of economic standards. Political transformations in the Middle
Fast, China, Russia, and South Africa will produce both uncertainty and new growtih-
oricnted cconomies.

Organizations opcraling in these rejnvenated or newly emerging cconomies are
increasingly turning to OD practices (o embrace opportunitics and improve effective-
ness. In China, for example, economic reforms are breaking vp the “work units”™—
operational business units organized with housing, health care, education, food scrvice,
and other intrastructure organizations—that used to dominate the Chinese economy.
As these work units are disbanded so that the operational unit can address “market fac-
tng” issues, the social fabric ol China is severely shocked. A variety of nongovernmen-
tal organizations (NGOs) have formed 1o help China develop a “civil socicty.” Many
of these organirations, such as Global Village of Beijing, Friends of the Earth, and the
Green Earth volunteers, arc using appreciative inquiry interventions Lo identity best
practices and capacity-building processes. Ways ol working together are being devel-
oped and networks ol these NGOs are comning together (o assist the homeless, build
environmental awareness, and dcliver childcare. Other interventions, including work
design, survey leedback, and leadership development, represent efforts to increase
ownership, commitment, and productivity in Chinese organizations.

The second trend contributing to OD applications in global settings is the unprec-
edented avaitability ol technological and financial resources on a worldwide scale. The
development of the Internct and e-commerce has incrcased loreign governments” and
organizations” access to enormous information resonrces and fueled growth and devel-
opment. The increascd availability of capital and technology, for example, was cited as
a primary reason for the rise of Chilean firms in the 1980s.” Information (cchnology,
in particular, is making the world “smaller” and more interdependent. As organizations
outside the United States adopt new tcchnology, the opportunity increases to apply
techniques that facililale planned change. OD interventions can smoeoth the transition
10 a new reporting structure, clarify roles and relationships, and reduce the uncertainty
associated with implementing new techniques and praclices.

The final trend fueling international OD applications is the emcergence of a global
economy.® The continued growth of China’s cconomy, the spread of terrorism on a
waorldwide basis, and the impact ol global warming aptly demonstrate how interdepen-
dent the world’s markets have become. Many foreign organizations are maturing and
growing by entering the global busincss community. Lowered trade barriers, deregula-
tion, and privatization aid this international expansion. The established relationships
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and local knowledge that once favored only a small nuiuber of worldwide organiyz;.
tions no longer are barriers to cntry into many countries.*® As organizations expang
globally, they are faced with adapling structures, information systeimns, coordinating
processes, and human resources practices to worldwide operations in a variety of
countries. This has led 1o OD interventions geared to planned change across differeny
culturcs and economies.

The success ol OD in settings outside the United States depends om two key contin-
gencies: cultural context and economic development. First, OD intcrventions need 1o be
responsive to the cultural values and organizational customs of the host country if the
changes arc to produce the kinds of positive results shown in the United States."t Bor
example, team-building interventions in Latin American countrics can [ail if there is too
much cmphasis on personal disclosure and interpersonal relationships. Latin Amecricans
typically valuc masculinity and a devotion to family, avoid conflict, and are status con-
scious. They may be suspicious of human process interventions tbat scek 1o establish
trust, openness, and equality, and consequently they may resist them actively. The more
a country’s cultural values match the traditional values of OD, (he less likely it is that an
intervention will have o be maodified. Sccond, a couniry’s economic development can
affect the success of OD interventions.!? For example, organizations operating in countries
with moderate levels of economic development may need business-oriented interventions
maore than OD kinds of changes. Indeed, littlc may be gained from addressing interper-
sonal conflict in a top-managemcent (cam if the orgarivation has difficulty getting products
shipped or delivering service.

Cultural Context

Researchers have proposed that applying OD in different countries requires a “context-
based” approach. to planned change."* This involves fitting the change process (o the
organization’s cultural contex!, including the valucs held by members in the particular
country or region. These beliefs inform people about behaviors that are important and
acceptable in their culture. Cultural values play a major role in shaping the customs
and practices that occur within organizations as well, influencing how members react
to phenomena having to do with power, conflict, ambiguity, time, and change.

There is a growing body of knowledge about cultural diversity and its cllect on
organizational and management praclices.'* Researchers have identified five key values
that describe national cultures and influence organizational customs: context orienta-
tion, power distance, uncertainty avoidance, achicvementi orientation, and individual-
ism (Tablc 23.1).%

Context Orientation This value describes how information is conveyed and time
is valued i a culture. Tn low-context cultures, such as Scandinavia and the United
Statcs, information is comimunicated directly in words and phrases. By using more
specific words, more meaning is expressed. In addition, time is vicwed as discrete
and linear—as something that can be spent, used, saved, or wasted. In high-context
cultures, on the other hand, the communication medium reflects the message more
than the words, and time is a [luid and tlexible concept. For example, social cues in
Japan and Venezuela provide as much, if not more, information about a particular
situation than do words alonc. Business practices in high-context cultures eraphasize
ceremony and ritual. For example, knowing how to exchange business cards, partici-
pate in a reception, or conduciing a banquet in China honors the client and facili-
tates business relationships. How one behaves is an important signal ot support and
compliance with the way things are done. Structurcs are less formal in high-context
cultures; there are few writteu policies and procedures to guide behavior. Because
high-context cultures view tine as [luid, punctuality for appointments is less a prior-
ity than is maintaining relationships.
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CHAPTER 23 Organization Development in Glebal Settings

T

Cultural Values and Organization Customs

{Table 23.1]

ORGANIZATION CUSTOMS

WHEN THE VALUE IS AT REPRESENTATIVE
VALUE DEFINITION ONE EXTREME COUNTRIES
Context The extent to which Ceremaony and routines are High: Asian and Latin
wards carry the COmMMmaon. American countries
meaning of a message; Structure is less formal; fewer Low: Scandinavian
how time is viewed written policies exist. countries, United
People are often late for States
appointments.
Power The extent to which Decision making is autocratic. High: Latin American
distance members of a society  Superiors consider subordinates and Fastern Furopean
accept that power is as part of a different class. countries
distributed unequally ~ Subordinates are closely Low: Scandinavian
in an -organization supervised. countries
Employees are not likely to
disagree.
Powerful people are entitled to
privileges.
Uncertainty  The extent to which Experts have status/authority. High: Asian countrie
avoidance members of an Clear roles are preferred. Low: European

Achievement

orientation

Individualism

The extent to which

organization tolerate
the unfamiliar and
unpredictable

organization members
value assertiveness
and the acquisition of
material goods

The extent to which

people believe they
should be responsible
for themselves and
their immediate
families

Conflict is undesirable.
Change is resisted. Conservative
raciices are preferred.

Achievement is reflected
in wealth and recognition.
Decisiveness is valued.
Larger and faster are better.
Gender roles are clearly
differentiated.

Personal initiative is encouraged.

Time is valuable to individuals.
Competitiveness is accepted.
Autonomy is highly valued.

countries

High: Asian and Latin
American countries,
South Africa

Low: Scandinavian
countries

High: United States
Low: Latin American
and Eastern European
countries

Power Distance This value concerns the way people view authority, status differences,
and influence paticrns. People in high power-distance regions, such as Lalin America
and Bastern Enrope, tend to accept unequal distributions of power and influence,
and consequently autocralic and patcrnalistic decision-making practices are the norm.
Organizations in high power-distance cultures tend (o be centralized, with several hicr-
archical levels and a large proportion ol supervisory personnel. Subordinates in these
organizations represent a lower sacial class. They cxpect to be supervised closely and
believe that power holders arce cntitled o special privileges. Such practices would be
inappropriate in low power-distance regions, such as Scandinavia, where participative
dectsion making and egalitarian methods prevail.
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Uncertainty Avoidance This value reflects a preference [or conservative practices and
familiar and predictable situations. People in high uncertainty-avoidance regions, such
as Asia, prcler stable routines over change and act to maintain the status quo. They
do not like conflict and belicve that company rules should not be broken. In regione
where uncertainty avoidance is low, such as in many European countrics, ambiguiw is
less threatening. Organizations in these cultures tend to favor fewer rules, higher leye
of participation in decision making, more organic structures, and more risk taking,

Achievement Orientation This value concerns the extent to which the culiyre
favors the acquisition of power and resources. Employees from achievement-orienteq
culiures, such as Asia and Latin America, placc a high valuc on carcer advancement,
freedom, and salary growth. Organizations in these cultures pursue aggressive goals
and can have high levels of stress and conllict. Organizational success is measured
in terms of size, growth, and speed. On the other hand, workers in cultures where
achicvement is Iess ol a driving value, such as those in Scandinavia, prize the socia)
aspects of work, incuding working conditions and supcryision, and typically favor
opportlunities to learn and grow at work.

Individualism This value is concerned with looking out for oneself as opposed to ane’s
group or organization. In high-individualism cultures, such as the United Statcs and
Australia, personal initiative and competitivencss arc valued sirongly. Organizations
in individualistic culiures often have high turnover rates and individual rather than
group decision-making processes. Employec empowerment is supported when mem-
bers believe that it improves the probability of personal gain. These cultures encour-
age personal initiative, competitiveness, and individual antonemy. Conversely, in low
individualisim countries, such as China, Japan, and Mexico, allegiance 10 one’s group is
paraiuount. Organizations operating in these cultures tend to favor cooperation among
cmployces and loyally to the company.

Economic Development

In addition to cnltural context, an imporiant contingency affecting OD success inter-
nationally is a couniry’s fevel ol industrial and economic development. For example,
although long considered an industrial economy, Russia’s political and cconomic trans-
[ormation, and ihe concomitant increases in uncertainties over infrastructure, corrup-
tioni, cash flow, and exchange rates, has radically altered assumptions underlying business
practices. Thus, economic development can be judged from social, economic, and politi-
cal perspectives.t® For example, it can be rellected in a country’s iuanagement capability
as measured by information systems and skills; decision-making and action-taking capa-
bilities; project planning and organizing abilities; evaluation and control technologies;
leadership, motivational, and reward systems; and human selection, placement, and
development levels. The United Nations’ Human Development Programme has created
a Human Development Index that assesses a country’s cconotmic developruent in Lerms
of lite expectancy, educational attainment, and adjusted real income.

Subsistence Economies Countries such as Pakistan, Nepal, Nigeria, Uganda, and
Rwarnda have relatively low degrees of development and their cconomics are primar-
ily agriculture-based. Their populaiions consume most of what they produce, and any
surplus is used to barter for other needed goods and services. A large proportion of
the population is unfamiliar with the concept of “employment.” Working for somconc
else in cxchange for wages is not common or understcod, and conscquently few large
organizations exist outside ol the government. In subsistence economies, OD interven-
tions emphasize global social change and focus on creating conditions [or sustainable
social and economic progress. These change methods are described iu the last section
of this chapter.
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industrializing Economies Malaysia, Venceuela, India, Turkey, the Philippines, Iran,
and the People’s Republic of China are moderately developed and fend to be rich in
patural resources. An expanding manulacturing base that accounts for increasing
amounts of the country’s gross domestic product fuels economic growth. The risc of
manufacturing atso coniributes io the formation of a class system including uppet-,
middle-, and low-income groups. Organizations operating iu these mations generally
focus on efliciency of operations and revenue growth. Consequently, OD interventions
address strategic, structural, and work design issnes.'” They help organizations identify
domestic and international matkets, devclop clear and appropriate goals, and structure
(hemselves to achieve efficient performance and market growth.

Industrial Economies Highly developed countries, such as Sweden, Japan, France,
and the United Staies, emphasize nonagricultural industry. In thesc econommies, mani-
factured goods are exported and traded with other industrialized countries; investment
funds are available both internally and exiernally; the workftorce is educated and
skilled; and technology is often substituted for labor. Because the OD intcrventions
described in this book were developed primarily in industrial cconomics, they can
be expected to have their sirongest effects in those contexts. Their cont inued success
cannot be ensured, however, because lhese countries are advancing rapidly to postin-
dustrial conditions. Here, OD interventions will need to lit into cconormnics driven
by information and knowledge, where service outpaces manutacturing, and where
national and organizational boundaries are more open and flexible.

How Cultural Context and Economie Development
Affect OD Practice

The contingencies of caltural context and economic development can have powerful
elfects on the way OD is carried out in various countries." They can determine whether
change proceeds slowly or quickly; involves few or many members; is directed by hier-
archical authority or by consensus; and focuses on business, organizational, or human
process issues. For example, planned change processcs in Russia require more clarity in
roles, the development of common understandings, changes in how an organization’s
vision is communicated, and the insightful use of symbols and signals.”” When the two
contingencies arc €o nsidercd together, they reveal four different international setlings
for OD practice, as shown in Figure 23.1. Thesc different sitnations reflect the exlent
1o which a country’s culture fits with traditional OD valnes ol direct and honest com-
munication, sharing power, and improving their eflectiveness and the degree to which
the country is cconomically developed.®

In Figure 23.1, the degree of economic development is restricted to industrializing
and highly industrialized regions. Subsistence economies arc not included because they
atford little opportunity to practice raditional OD; in those coniexts, a INore appropri-
ate strategy is global social change, discussed later it this chapter. In general, however,
the more developed the cconomy, the more OD is applied to the organizational and
human process issues described in this book. In less developed situations, OD focuscs
on business issues, such as procuring raw materals, producing efficiently, and market-
ing successfully.?' On the other hand, when the country’s culture supporis traditional
OD values, the planned change process can be applicd o organizational and human
process issues with only small adjustments.? The more the culinral context differs from
OD’s traditional valucs profile, the more the planned change process will need to be
modilied to fit the sifuation.

Low Cultural Fit, Moderate industrialization This context is least suited to traditional
OD practice. It includes industrializing economies with cultu ra) values that align poorly

with Ol values, including many Middle East nations, such as Iraq, Iran, and the United




620 PART 7  Special Applications of Organization Development

[Figure 23.1}
The Cultural and Economic Contexts of International OD Practice
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Arab Republic; the South Pacilic region, including Malaysia and the Philippines; and
certain South American countries, such as Brazil, Ecuador, Guatemala, and Nicaragua.
These regions arc highly dependent on their natural resources and have a relatively
small manufacturing base. They tend to be high-context cultures with vaiucs of high
power distance and achievement oricniation and of moderate uucertainty avoidance.
They are not a bad fit with OD values because these cultures tend toward moderate or
high levels of collectivism, cspecially in relation to lamily.

These scltings require change processes that fit local customs and that address busi-
ness issues. As might be expected, little is wrilten on applying OD in these couniries,
and there are even fewer reporis ol OD practice. Cultural values of high power distance
and achievemenl are inconsistent with traditional OD activilics emphasizing openncss,
collaboration, and empowcrment. Moreover, cxecutives in indusirializing economics
frequently cquate OD with human process interventions, such as team building, train-
ing, and condlict management. They perceive OD as too soft to mect their business needs.
For cxample, BEgyptian and Filipino managers tend 10 be autocratic, engage in protracted
decision. making, and focus on economic and business problems. Consequently, orga-
nizational change is slow paced, centrally controlled, and aimed at achieving technical
rationality and efficiency.”

These contextual lorces do not mfluence all organizations in the same way. A recent
study ol 20 large-group interventions in Mexico suggests that culture mmay not be as con-
straining as has been hypothesized.* Similarly, in an apparent cxception to the rule, the
president of Semco S/A (Bravil), Ricardo Semler, designed a highly participative organiza-
tion.” Most-Semco employees set their own working hours and approve hires and pro-
motions. Information flows downward through a rclatively flat hierarchy, and strategic
decisions arc made participatively by companywide vote. Brazil's cultural values arc not
as strong on power distance and masculinity as in other Latin American countries, and
that may explain the apparent success ol this high-involvement organization. Ii suggests
that OD interveutions can be implemented within this cultural context when strongly
supported by senior managewment.

High Cultural Fit, Moderate Industrialization This international context includes
industrializing economies with cultures that align with traditional OD valucs. Such
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CHAPTER 23 Organization Development in Global Settings

settings support the kinds of QD processes described in this bool:, cspecially techno-
structural and strategic interventions tbat focus on business development. According
1o data on. economic development and cultural values, relatively few countries fit this
context. India’s industrial base and demaocratic society are growing rapidly and may fit
this contingency. Similarly, South Alrica’s recent political and cultural changes make it
one of the most interesting settings in which to practice CD.*

South Africa is an industrializing economy. Its major cities are the manufacturing
hubs of the economy, although agriculture and mining still dominate in rural areas.
The country’s values are in transition and may become more consistent with. OD
values. South Alricans customarily have favored a low-context orieniation; relatively
high levels of power distance; and moderate levels ol individualism, uncertainty avoid-
ance, and achievement orientation. Organizations typically have bcen bureaucratic
with authoritarian management, established career paths, and job securily primarily
for Caucasian employees. These values and organizational conditions are changing,
however, as the nation’s political and governance structures are transtormed. Formerly,
apartheid policies reduced uncertainty and defined power differences among citizens.
Today, [ree elections and the abolishment of apartheid have increased uncertainty dras-
tically and cstablished legal equality among the races. These changes are likely 1o move
South Africa’s values closer to those underlying OD. If so, OD interventions should
becomc increasingly relevant to that nation’s organizations.

A study of large South African corporations suggests the directions that OD is
likely to take in that setting.?” The study interviewed internal OD practitioners about
key organizational responses to the political changes in the country, such as the
free election of Nclson Mandela, abolishment of apartheid, and the Reconstruction
and Development Program. Cbange initiatives at Spoornet, Eskom, and Telkom, [or
example, centered around two strategic and organizational issues. First, the political
changes opened up new international markets, provided access to new technologies,
and cxposed these organizations to global compctition. Consequently, these [irms
initiated planned change efforts to create corporate visions and identify strategics for
cntering new ruarkets and acquiring new technolegies, Second, the political changes
forced corporations to modily specific human resources and organizational practices.
The most compelling change was mandated affirmative action quotas. At Spoornct,
Eskom, and Telkom, apartheid was thoroughly embedded in the organizations” struc-
tures, policics, and physical arrangements. Thus, planned change focused on revising
human resources policies and practices. Similarly, organizational structures that had [it

well within the stable environment of apartheid were outmoded and too rigid to meet

the competitive challenges of international markets. Planmed changes for restructuring
these lirms were implemented as part of longer-term strategics o change corporate
culture toward more egalitarian and market-driven values.

Low Cultural Fit, High Industrialization This international setting includes industrial-
ized countries with cultures that fit poorly with traditional OD values. Many countries
in Central America, Bastern Asia, and Bastern Europe lit this description. Reviews
of O practice in those regions suggest that planned change includes all four types
of interventions described in this book, although the change process itself is adapted
to local conditions.® For example, Mexico, Venezuela, China, Japan, and Korea are
high-context cultures where knowledge of local mannerisms, customs, and rituals is
required to understand the meaning of communicated information. To [unction in such
settings, O practitioners must know not only the language but the social customs as
well. Similarly, cultural values emphasizing high levels of power distance, uncertainty
avoidance, and achievement orientation foster organizations where roles, status differ-
ences, and working conditions are clear; where autocratic aud paternalistic decisions
are expecicd; and where the acquisition of wealth and influence by the powerful is
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accepted. OD interventions that focus on sodial processes and cmployee empowermeny
arc nol lavored naturally in. this cultural context and consequently need to be modifieq
to fit the situations. \

Japancse and Korcan organirzations, such as Matsushila, Nissan, Toyota, Fujitsy,
NEC, and Hyundai, provide good examples of how OD interventions can be tailored
to this global setting. These lirms are famous for continuous improvement and TQM
practices; they adapt these interventions to [it the Asian culture. Roles and behaviors
required to apply TQM. are highly specified, thereby holding uncertainty to a rclatively
low level. Teamwork and consensus decision-making practices associated with qual-
ity improvement projects also help to manage uncertainty. When large numbers of
employees arc iuvolved, information is spread guickly and members are kept informed
about the changes taking place. Management controls the change process by regulating
the implementation ol suggestions made by the problem-solving groups. Because these
interventions locus on work processes, teamwork and employce involvement do not
threcaten the power structure. Moreover, TQM and continuous improvement do not
alter the orgauization radically but produce small, incremcental changes that can add
up to impressive gains in long-term productivity and cost reduction.

In these cultures, OD practitioners also Lailor the change process itself to fit local
conditions. Mexican companies, for example, expect OD praclitioners to act as experts
and to offer concrete advice ou how to improve the organization. To be successful,
OD practitioners need sufficient status and legitimacy to work with scnior manage-
ment and to act in expert roles.? Stalus typically is associated with academic creden-
tials, senior management cxperieuce, high-level titles, or recommendations by highly
placed executives and administrators. As might be expected, the change process in
Latin America is autocratic and driven downward lrom the lop of the organization.
Subordinates or lower-status people gencrally are not included in diagnostic or imple-
mentation activitics because inclusion might equalize power ditfferences and threaten
the status quo. Moreover, cultural norms discourage employces [rom speaking out or
openly criticizing management. There is relatively little resistance o change becanse
employees readily accept changes dictated by management.

In Asia, OD is au orderly process, driven by conscnsus and challenging performance
goals. Organizational changes arc implemented slowly and methodically, so trust builds
and change-related uncertaiuty is reduced. Changiug too quickly is seen as arrogant,
divisive, and threatening. At the China Association for the International Exchange of
Personnel, the move from a governmeut burcau to a “market-facing” organization has
been gradual but consistent. Managers have been encouraged o contact more and
more foreign organizations, to develop relationships and contracts, and to learn mar-
keting and organization development skills. Because Asian values promote a cautious
culture that prizes consensus, dignity, and respect, OD tends to be impersonal and to
focus mainly on work-flow improvements. ITuman process issues are rarcly addressed
because people are cxpected to act in ways that do not cause others to “lose face” or
to bring shame {o the group.

Application 23.1 describes au action research project in China desigued (o increase
the capacity ol human resource and training departments. The OD practitioners, who
were from Switzerland, and the participants report ou the learnings they had as a
result of the program. As you look at the design and implementation ol the program,
what do you see as the pros and cons ol their work?*

High Cultural Fit, High Industrialization This last sctling includes indnstrialized coun-
trics with cultural contexts that [it well with traditional O values. Much of the OD
practice described in this book was devcloped in these situations, particularly in ihe
United States.* To extend our learning, we will focus on how OD is practiced in other
nations in this global sctling, including the Scandiuavian conntrics—Sweden, Norway,
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Modernizing China's Human Resource
Development and Training Functions

The econoinic, political, and cultural changes sweep-
ing through the People’s Republic of China (PRC)
arc complex in both scopc and breadth. China
bas evolved from an isolated and underdeveloped
country io an econonic growth cngine, Since 1979,
China’s GDP has more than quadrupled as a result
of ils ansition to a “markei-facing” economy.
Despite clear intentions to conduct the transition in
ways that honor, support, and reinforee the Chinese
culture, balancing these changes has not been casy.
For example, the 70,000 statc-owned enterprises
have been forced to reinveni themsclves through
financial restructuring, massive downsizings, and
upgrading the competencies of their ciployees. In
the mid-1990s, the capability to manage the human
resource consequences of breaking up the old wotk
units, downsizing various parts of the organization,
and developing managers just didn't cxist inside
the country. China’s training and human resource
development depariments were il prepared to
respond o these demands. As a context for OD,
China represents a sel ol cultural valuces that arce
very different [rom Europe and North America.

In an effort to assist in the developmcent of China’s
human resource development capacity, OD prac-
titioners from (he Cenler for Socio-Eco-Nomic
Development (CSEND) in Switzerland were called
in to act as technical advisors to a unit of the
Chincse Communist Partly's (CCP) Organization
Department. A separate iraining institute called
the China Training Centre lor Senior Personnel
Management Officials (CTCSPMQO) was established
and initial institution building ellorls were linanced
by the United Nations Development Program
(UNDP).

One output of the CTCSPMO was the Sino-Swiss
bilateral project {SSBP), a program designed to
increase the institutional capacity of Chinese
public administrators to manage change. The
strategy was (0 worle with a small group of expe-
ricnced training managers and trainers to apply
the concepts and techniques of modern manage-
ment training and organization development. The
Chinese participants were to form the vanguard ol
a new generation of Chinese public management
trainers and HRD managcers and to act as a catalyst

in bringing ahout the institutional development of
their respective organizations.

Tn designing the program, the Chinese and
Swiss pariners had to censure that the skills and
knowledge of huwnan resource and erganiration
development would be transferred not only to the
participants but also Lo the administrative systems
and training institutions involved in the program.
Based on obscervations and intervicws with Chinese
government officials, communist party members,
[aculty members at dillerent Chinese cducational
institutions, and training and human resource man-
agers in Chinese organizations, the OD practitio-
ners recommended a combination of action learning
{AL) and action research (AR) methods. AR and AL
were seen as appropriate techniques because they
had not been tried belore in China, offcred viable
toals for developing internal capacity for continu-
ous improvement and lor systemwide multilevel
intervention, and were centrally concerned with
transferring capacity to the client system. These
action-based approaches constituted a pioncering
attempt of international know-how transfer.

During the initial preparatory phase between
Septemnber 1993 and March 1994, the 60 sclected
participants were given iniensive English-language
courses, Then, beginning in March 1994, the pro-
gram began with a series of “programmed lcaming”
workshops followed by a “workplace application”
cexperience. The cycle of programmed lcarning
and workplace application was then repcated.
Following cach workplace application peried, a
conference was organized to review the project
work and its findings, to exchange expceriences, and
to reflect on the learnings generated. The two cycles
were completed in December 1996.

The programmed learning worlcshops covered 10
different lopic arcas, such as comparative puablic
administration, humanresourcemanagement, organ-
izational theory and development, adult lcarning
theorics and methods, and training management.
These topics were taught in the classrooms by foreign
experts in Beijing. The workplace applicalion proj-
ecls involved creating groups ol participants {rom
similar provincial arcas or functional responsibilities
to address actual human resource, training and
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development, or organizational change issues. The
project organization comsulted with the Chinese
partner organization, CTCSPMO, to approve a vari-
ety of learning projects, including the redesign of a
management development program lor senior party
officials in Beijing, developing a training program
for managers guiding large infrastructure projects,
and research on human resources and motivation
practices in state-owned enterprises.

In addition to the project work, the workplace
application groups were instructed ¢ meet every
two weeks either face-to-face orby phone, Practically,
maost of the meetings were by phone due to physi-
cat distance. The purpoese of these meetings was io
retlect on the project’s progress, Teview how topics
from the learning workshop were being applied,
and to capture personal learnings. The participants
were also asked to keep a journal and the group was
assigned a facilitaior to work with them.

In reviewing the lirst two rounds ol learning and
action, several observations were made. First, the
Chinese participants learned:

« to participate actively in the lecamming process
and takc responsihility for the relevance of their
learning;

+ to redefine the role of a “good” trainer/teacher;

e to question cach other and the trainer/teacher’s
statements as “facts,” “opinion,” or “truth”;

e to challenge the widely held belief that “the bird -

who raisc its head will be shot first”; and

e toperceive the social process and group dynamics
of learning as beneficial, not chaotic or lacking
discipline.

In addition, the OD practitioners learmed:

¢ 1o question and Lo reflect on their own assump-
tions concerriing Chinese cutture, organizations,
hirman relations, and management theories;

to confront their own cultural biases ip a

foreign environment that had its own logic ip

getting things done;

= to find ways to work as a team with the
Chinese lacilitators, who had diflercnt ways of
relating;

° Lo relrain [rom assuming responsibility for (he
Chinese pariners;

o [0 [acilitale rather than dominate: and

e (o sustain the irterest and commiument of

the CTCSPMO and facilitators to the action

research and action learning approach.

Reactions from. different stakeholders, including
the Deputy Directors of the provindal organization
department of the CCPR the Deputy Commissioner
of the State Commission of the Nationalities, the
Academic Dean of the Cenitral Party School, and the
Dircctors of Training of the Ministry of Personnel
and the State Feonomic and Trade Commission,
were in general positive. They found the results
of the action rescarch informative and the recom-
mecnded solutions helpful. A reportedly high rate of
project recommendation implementation was later
verified by a team of international independeni
reviewers, and a final project evaluation conducted
in October 1997 confirmed the initial positive
assessment.

The $$SBPprogramallowed the Chinese government
and the CCP to acquire cutting edge know-how in
management devclopment and training. At the
same time, they were able to review the vari-
ous (raining programs being provided lor senior
governmenl ollicials, enlerprise executives, and
party ollicials in China. Based on the [indings [rom
aclion learning projects, lhe training deparunent
ol the CCP revised their training requirements,
adjusted their training approach, and added more
skill-based topics Lo the curricalum,

Finland, and Denmark—and countries with a strong British heritage, such as Great
Britain, Northern Ireland, Australia, and New Zealand.

Scandinavians enjoy a high standard of living and strong economic development.
Becaunse their cultural values most closcly match thosc traditionally cspouscd in OD,
organizational practices are highly participative and egalitarian. O} practice tends
to mirror these values. Multiple stakeholders, such as managers, unionists, and staff
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personngel, actively are involved in all stages of the change process, from entry and
diagnosis to intervention and cvaluation. This level of involvement is much higher
than that typically occurring in the United States. It results in a change process that
1a is heavily oriented to the needs of shop-floor participants. Norwegian labor laws, for

Zin example, give unionists the right to participate in technological innovations that can
alfect their work lives. Such laws also mandatc that all employees in the country have

the the right to enriched forms of work.
s of Given this cultural context, it is not surprising that Scandinavian companies pioneered
the sociotechnical interventions o improve preductivity and quality of work life. Sweden’s
Saab and Volvo restructured automobile manufacturing around self-managed work
groups. Denmark’s Patent Office and Norway's Shell Oil demonstrated how union—
of management cooperative projects can enhance ernployec involvement throughout
ion the organization. In many cases, national governments were involved heavily in these
change projects by sponsoring industrywide improvement clforts. The Norwegian gov-
ling ernment, for example, was instrumental in introducing industrial democracy to that
tion nation’s companies. It helped union and management in selected industrics implement
mer pilot projects Lo enhance productivity and guality of worlk lile. The results of these socio-
the technical experiments were then dillused throughout the Norwegian cconomy. In many
;?e(i ways, the Scandinavian countries have gone [urther than other global regions in linking
on, OD to national values and policies.
ults Countries asseciated with the United Kingdom tend to have values consistent with a
- low-context orientation, moderate to high individualisim and achievement oricntation,
e of and moderale 1o low power distance and uncertainty avoidance. This cultural paticrn
ater results in personal relationships that olten seem indirect 10 Amcricans. For example,
lent a British subordinate who is told to think about a proposal is really being 1old that the
?“d suggestion has been rejected. These values also promote organizational policies that are
ve

steeped in formality, tradition, and politics. The United Kingdom’s long history tends to
reinforce the status quo, and consequently resistance to change is high.
lent OD practice in the United Kingdom parallels the cultural pattern described above.

N in In Great Britain, for example, sociolechnical systems theory was developed by
,l}:le practitioners at the Tavistock Institute of Human Relations.”* Applications such as
Aior self-managed work groups, however, have not readily diffused within British organi-
and vations. The individualistic values and inherently political nature of this culture tend
rom to condlict with interventions emphasizing employee cmpowerment and teamworl.
1ent In contrast, the Scandinavian culiures are lar more supportive of sociotechnical prac-
nts, iicc and have been instrumental in diffusing it worldwide.
1ore The emergence of the BEuropean Union has served as a catalyst for change in many
organizations. Companies such as Akzo Nobel, Unilever, BMW, and Credil Lyonnais
are actively engaged in strategic change interventions. Al 'Oreal, CEO Lindsay Owen-
Jones implemented an aggressive stralegy of acquiring and integrating cosmetic firms,
driving the international business, and building its brand.* More limited interventions,
such as team building, conllict resolution, and work redesign, are being carried out in
such organizations as Carrefour and British Telecom.
WORLDWIDE ORGANIZATION DEVELOPMENT
reat An. important trend facing many business firms is the cmergence ol a global
marketplace. Driven by competitive pressures, lowered trade barriers, and advances
ent. in information technologies, the number of companies offering products and scrvices
OD, in multiple countries is increasing rapidly. The organizational growth and complex-
rtljlz ity associated with managing worldwide operations is challenging. Exccutives must
.

choose appropriate strategic orientations for operating across cultures and geographical
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Jocations, and under diverse governmental and environmental requirements. They
must be able to adapt corporate policies and procedures 10 a range ol local conditiong,
Moreover, the tasks of controlling and coordinating operations in dilferent nationg
place hcavy demands on information and control systeims and on managerial skillg
and knowledge.

Worldwide organization devclopment applies to organizations that are operating
across multiple geographic and cultural boundaries. This contrasts with QD in organi-
zations that operate outside the United States but within a single cultural and economic
context. This section describes the emerging practice of OD in worldwide organizationg
a relatively new but important area ol planned change. '

Worldwide Strategic Orientations

Worldwide organizations can be defined in terms of three key [acets.* First, they olfer
products or services in more than one country and actively manage substantial direct
investments in those countries, Consequenily, they must relate to a variety of demands,
such as unique product requircments, tatiffs, value-added taxcs, governmental regula-
tioms, (ransporlation laws, and trade agreements. second, worldwide firms must balance
product and functional concerns with geographic issues of distance, time, and culture,
Amcrican tohacco companies, for example, face technological, moral, and organizational
issues in determining whether to market cigarettes in less-developed couniries, and if
they do, they must decide how (o integrate manu facturing and distribution operations on
a global scale. Third, worldwide companies miast carry out coordinated activities across
cultural boundaries using a wide varicty ol personnel, including cxpatriates, short-term
and extended business travelers, and local crployecs. Workers with dilferent cultural
backgrounds must be managed in ways that support the overall goals and image ol the
organization.” The company must therefore adapt its human resources policies and
procedures to fit the cniture and accomplish opcrational objectives. From a managerial
perspective, selecting executives 1o head foreign operalions is an important decision in
worldwidc organizations. '

How these three facets of producls/scevices, organization, and personnel are
arranged enable firms to compete in the glohal marketplace.” Worldwide organiza-
tions can offer certain products or services in somce countrics and not in others; they
can centralize or decentralize operations; and they can determine how to work wilth
people from differcnt culturces. Despite the many possible combinations of characteris-
tics, researchers have found that two dimensions are useful in guiding decisions about
choices of strategic oricntation.

As shown in Figure 23.2, managers need Lo assess (wo key success lactors: the
degrees to which there is a need for global integration or for local responsiveness.
Global integration rcfers to whether or not business snecess requires tight coordination
ol peaple, plants, equipment, produacts, or service delivery on a worldwide basis. Fot
example, Tniel’s “global factory” designs chips in multiple countrics, manufactures
the chips in a variety of locations around the world, asscmbles and tests the finished
products in ditferent countries, and then ships the chips to customers. All of this activ-
ity must be coordinated carefully. Local responsiveness, on the other hand, is the cxtent
to which business success is dependent on customizing products, services, support
packaging, and other aspects of operations to local conditions. Based on that infor-
mation, worldwide organizations generally implement one of four types of strategic
orientations: international, global, multinational, or transnational. Table 23.2 presernts
these orientations in ierms of the diagnostic [ramework described in Chapter 5. Bach
strategic orientation is geared to specific market, technological, and ()rganizati()lliﬂ
requirements. OD interventions that support each orientation are also included 10
Table 23.2.
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[Figure 23.2]
The Integration-Responsiveness Framework

High

Global Transnational

Orientation Orientation
Need for Global

Integration

International Multinational

Orientation Orientation
Low

Low Need for Local Responsiveness High

The International Strategic Orientation

The international orientation cxists when the key success factors of global integration
and local responsiveness are low. This is the most common label given to organizations
making their first attcmpts al operating outside their own country’s markets. Success
requires coordination between the parent company and the small number of foreign
sales and marketing offices in chosen countries. Similarly, local responsiveness is low
because the organization exports the same products and services offered domcstically.
When an organization has decided o expand internationally, it has most often deter-
mined that:

» other country-markets appear to offer specitic advantages large enough to exceed
the tangible and intangible costs of implementing a new strategy,

= the organization’s products, services, and value propositions are sufficiently powcer-
tul to counteract the initial disadvantages of operating in a loreign location, and

« the organizational capabilities exist to extract value from the foreign operations in
excess of simpler contracting or licensing of the organization’s technology, products,
or services in the forcign location.?”

Characteristics of the International Design The goal of the international orienta-
tion is to increase total sales by adding revenues from non-domestic markels. By using
existing products/scrvices, domestic operating capacity is cxtended and leveraged. As
a result, most domestic companics will enter international markets by cxtending their
product lines first into nearby countries and then expanding to more remaote areas. For
example, most U.S.-based companics first offer their products in Canada or Mexico.
After a certain period of time, they begin to set up operations in other countries.

To support this goal and opcrations strategy, an “international division” is given
responsibility for marketing, sales, and distribution, although it may be able to set up
joint ventures, licensing agreements, distribution territories/franchises, and in some
cascs, manufacturing plants. The organization basically retains its original structure
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[Table 23.2} —
Characteristics and Interventions for Worldwide Strategic Orientations
WORLDWIDE
STRATEGIC INFORMATION HUMAN oD
ORIENTATION STRATEGY STRUCTURE SYSTEM RESOURCES INTERVENTIONS
International Existing Centralized Loose Volunteer Cross-cultural
products international training
Goals of division Strategic
increased planning
foreign
revenues
Standardized Centralized, Formal Ethnocentric Career planning
products balanced, and selection Role clarification
Goals of coordinated Employee
efficiency activities involvement
through Global Senior
volume product management
division team building
Conflict
management
Multinational  Tailored Decentralized  Profit centers Regiocentric Intergroup
products operations; or polycentric relations
Goals of local centralized selection Local
responsiveness  planning management
thraugh Global team building
specialization geographic Management
divisions development

Transnational

Tailored

products
Goals of
learning and

responsiveness

through
integration

Decentralized,

worldwide

coordination
Global matrix

or network

Geocentric
selection

Subtle, clan-
oriented
controls

Reward systems
Strategic
alliances

Extensive

selection and
rotation
Cultural
development
Intergroup
relations
Building
carporat vision

and operating practices. The information system governing (he division is ypically
looser, however. While cxpecting returns on its investment, the organization recog-
nizecs the newness of the venture and gives the international division some “[ree rein”
to establish an international presence.

Finally, roles in the new international division are stalled with voluntecers [rom the
parent company, olten with someone who has appropriate foreign language training,
cxpericnce living overseas, or eagerncss for an international assignment. Little training
or orientation for the position is offered as the organization is generally unaware of the
requirements for being successlul in international business.
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|mplementing the International Orientation Changing from a domgestic to an interna-
tional organization Teprescils an incremental shift in scope tor most firms, and is typically
phandled asa simple extension of the existing strategy into new markets. Despite the logic
of such thinking, the shift is neither incremental nor simple and OD can play an impor-
tant role in making the transition smoother and more prodnctive.

Strategic planning, technostructural, and huinan resource interventions can help to
jmplement an international oricntation. Managers can use integrated strategic change
or an organjzation redesign process to design and manage the transition {rom the old
strategic orientation to the new one. Environmental scans, compelitor analyscs, and
market stndies can be done to calibrate expectations about revenue goals and deter-
mine the levels of investment necessary to support the division. Team building and
jarge-group interventions, such as search conferences, can aid the proccss through
which scnior executives gather appropriate information about international mar-
kets, distinctive competencies, and culture, and then choose a strategic orientation.
gimilarly, managers can apply technostructural interventions to design an appropriate
organization stracture, to define mew tasks and work roles, and to clarify reporting
relationships between corporatc peadquarters and foreign-based units. Bascd on these
decisions, O interventions can help the organization to implement the change.

Managers and statf can also apply humian resources management inierventions 10
train and prepare managers and their families for international assignmeciis and to
develop selection methods and reward systems relevant (o operating internationally.”
since these are the organization’s first experiences with international business, oD
practitioners can alert key managers and potential candidates for the international
assignments to the need for cultural training. Candidates can be dirccied to out-
sourced offerings on cross-cultural skills, local country customs, and legal/regulatory
conditions. OD practitioners can also assist the human resource organization to design
or modify existing compensation and benelits packages, or set up policies around
housing, schooling, and other expcnses associated with the relocation.

This initial movement into the international arena cnables domestic organizations 10
learn about the demands of the global marketplace, thus providing important knowl-
edge and experience with the requirements [or success in more sophisticated strategies.
OD practitioners should help the organization sct up lcarning practices and commu-
nication systems so that information about international cxperiences are shared with
others, especially senioT managers.

The Global Strategic Orientation

This orientation exists when ihe need tor global integration is high but the nced for
local responsiveness is low. The global oricntation is charactcrized by a stratcgy of
marketing standardized products in different countries. It is an appropriate orientation
when there is Tittle economic reason o olfer products oT scTvices with special features
or Yocally available options. manulacturers of office equipment, consummer goods, COTL-
puters and semiconductors, lires, and coDn tainers, for example, can olfer the same basic
product in almost any country.

Characteristics of the Global Design The goal of efficiency dominates this orientation.
production efficiency is gained through yolume sates and a small nuimber of large mant-
facturing plants, and managerial cfficiency is achieved by centralizing product design,
manufacturing, distribntion, and marketing decisions. Global integration is supported by
the close physical proximity of major functional groups and fornial control systems that
balance inputs, production, and distribution with worldwide demand. Many Japanesc
firmns, such as Honda, Sony, NEC, and Matsushita, used this strategy in the 1970s and

carly 1980s to grow in the international economy. In Furope, Nestlé exploits cconoinies .

of scale in marketing by advertising well-known brand names around the world., The
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increascd number of microwave and two-income families, for example, allowed Nestlé
to push its Nescalé collec and Lean Cuisine low-caloric frozen dinners to dominant
market-share positions in Europe, North America, Latin America, and Asia. Similarly, a
Korean noodle maker, Nong Shim Company, avoided the 1999 financial crisis by staying
focused on clficiency. Yoo Jong Suk, Nong Shim’s head of strategy, went agains| recom-
mendations to diversify and stated, “All we want is (o be globally recognized as a ramyon
maker.”??

In the global oricntation, the organization tends to be centralized with a global
product structure. Presidents of each major product group report to the CEQ and
form the line organization. Each of these product groups is responsible for worldwide
operations. Information systems in global oricntations tend to be quite formal with
local units reporting sales, costs, and other data directly 10 the product president. The
predowinant human resources policy integrates people into the organization through
ethnocentric selection and staffing practices. These methods seck to [ill key foreign
positions with personnel from the home country where the corporation headquarters
is located.*” Key managerial jobs at Volvo, Siemens, Nissan, and Michclin, for example,
are often occupted by Swedish, German, Japancse, and French citizens, respectivcly,
Ethnocentric policies support the global orientation becausc expatriate managers are
more likely than host-country nationals to recognize and comply with the need to
centralize decision making and to standardize processes, decisions, and relationships
with the parent company. Although many Japanese automobile manufacturers have
decentralized production, Nissan’s global strategy has been to retain tight, centralized
control of design and manufacturing, ensure that almost all of its senior foreign manag-
ers are Japancse, and have even low-level decisions emerge from face-to-face mectings
in Tokyo.

implementing the Global Orientation OD interventions can be used to reline and
support the global strategic orientation as well as assist in the transition from an intet-
national orientation.

1. Planned Change in the Global Orientation. Scveral OD interventions support the
implementation of this orientation. Career planning, role clarification, employec
involvement, conflict management, and senior management team building help
the organization achieve improved operational efficiency. For cxample, role clari-
fication interventions, such as job enrichment or goal setting, and conllict man-
agement can formalize and standardize organizational activities. This ensures that
cach individual knows specitic details about how, when, and why a job needs to be
done. As a result, necessary activities are described and efficient transactions and
rclationships are created. Similarly, Intel has used training interventions to ensure
consistent implementation ol a variety of company-siandard business practices,
such as meeting protlocols, performance management processes, and reporting
accountability.

Senior managemenlt tcam building can improve the quality ol strategic deci-
sions. Centralized policies make the organization highly dependent on this group
and can cxaggerate decision-making errors. In addition, interpersonal conflict
can increase the cost of coordination or cause significant coordination mistakes.
Process interventions at this level can help to improve the speed and quality of
decision making and improve interpersonal relationships.

Career planning can help home-country personnel develop a path o senior
management by including foreign subsidiary experiences and cross-functional
assignments as necessary qualifications for advancement. At the country level,
career planning can emphasize that advancement beyond regional operations is
limited for host-couniry nationals. OD can help here by developing appropriate
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career paths within the local organivation or in technical, non-managerial areas.
Finally, employee empowerment can support elficiency goals by involving mem-
bers in efforts at cost reduction, work standardization, and minimization of coor-
dination costs.

2. The Transition to a Global Orientation. In addition to fine tuning this strategic ori-
entation, OD can help the organization transition from an international to a global
strategic orientation. The organization’s experience with the international strategic
orientation has helped to build basic knowledge and skills in international business.
The successful transition to a global strategy assumes that managers believe global
integration is more important than local responsiveness and that the organization
has strong centralized operating capabilitics. If either the assessment of key success
factors or the organiration’s competcncies are inaccurate, implementation will be
more difficult and performance will suffer.

The decision io favor global integration over local responsiveness must be
rooted in a strong belicf that the worldwide market is relatively homogenous
in character. That is, products and services, support, distribution, or marketing
activiiics can be standardized without negatively allccting sales or customer loy-
alty. This decision should not be nrade lightly, and OD practitioners can help to
structure rigorous debate and analysis of this key success factor.

In addition to information about the market, organizations must take into
account their distinctive competencics when choosing a global strategy. The key
organizational and operational competence necessary for success in a global strat-
cgy is the ability to coordinate a complex, worldwide organization. The global
strategy is facilitated when culture and corc competencics are more suited lor
centralized decision making, when the organization has experience with supply-
chain management, and when it is comfortable with enterprise resource and
material resource planning processcs. Centralization lavors a global orientation
because the orientation favors tight, global coordination.

Once companies develop a strategic orfentation for competing internationally,
they create an organization design Lo support it, Information like that found in
Table 23.2 is useful for designing structures, information systems, and personnel
practices for specilic strategic orientations. OD practitioners can help to design
change management prograins to implement these features.

Application 23.2 describes how one organization faced the challenges of implementing
a global strategy.*! They tried to fiud the right balance beitween strong headquarters
control and local responsiveness. The OD practitioner iu the casce describes her data,
actions, and results. Would you do things dillerently?

The Multinational Strategic Orientation

This strategic oricntation exists when the need for global intcgration is low, but the
need for local responsiveness is high. It represents a strategy that is conceptually quite
different from the global strategic orientation.

Characteristics of the Multinational Design A multinational strategy is characterized
by a product line that is tailored to local conditions and is best suited to markets that
vary significantly [rom region to region or country to country. At American Express, tor
cxample, charge card marketing is fitted to local values and tastes. The “Don‘t leave home
without it* and “Membership has its privileges” themes seen in the United States had to
be translated to “Peace of mind only lor members” in Japan because of the negative con-
notations of “leaving home” and “privilege.”%

The multinational oricntation emphasizes a decentralized, giobal division structurc.
Fach region or country is served by a divisional organization that opcrates autonomously
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implementing the Global Strategy: Changing
the Culture of Work in Western China

China has a strong culture, but one that allows it,
paradoxically, fo assimilate other idcas and phi-
losophics. For example, Buddhism was added to
Confucianism during (he heydays of the Silk Road
and China has adapled Lo globalization quickly
since it began market relorms in the carly 1990s.
For many firns entering China, the quesfion is,
Will China assimilate Western cultural ways from
the multinational corperations that enter, or will
they insist on a Chinese cultural process of doing
business? This application describes the process one
American technology company utilizing a glohal
worldwidce strategy used in opening a manufactur-
ing plant in a wesiern Chinese province. The story
is told from the perspeciive ol the intermal O
consultant who was charged with plant start-up
support.

In 2003, a major U.S. multinational hroke ground
for a new set ol lactories in the “sccond tier”
Chinese city of Chengdu. A city of more than ten
million people in Western China, Chengdu is
correctly considered the heartfand of Chinese
culture with a strong tradition of Tacism and a
relaxed, friendly culiure. Tn contrast, the multi-
national technology company came to western
China with a strong business-centered, “just get
results,” ULS, culture. While the organization had
facilitics all over the world, and several in China,
it had not started-up a true greenfield plant as
the first MNC in a cily in more than ten years.
In keeping with the lirm‘s global strategy, the
corporate hcadquarters expected each plant to
integrate scamlessly with other plants in the sup-
ply chain. Low costs and meeling the technical
specifications of the product were the key meas-
ures ol performance.

The first time 1 saw the faclory site in Chengdu
it was barc dirt with the wind blowing dust over
what had heen a farmer’s field. Tven as the build-
ings came out of the ground—an office building,
one lactory and then another, a large warchouse,
and a training center—the local culture of Chengdu
was being challenged in the way it thought about
safety. In China, consiruction projects have a tra-
ditional algorithm for salety: the millions ol Yuan
(the local currcncy) spent in construclion was

proportionate to the number of deaths resuliing
[rom it. This project was different. Not only were
there no deaths, there were no injuries more serj-
ous than cut lingers. Subcontractors were required
to wear hard hats, stecl-toed shoes, goggles, and
the like, and not cveryene liked it, One subcontrac-
tor wallked oll the job helicving the salety equip-
ment was too burdensomc.

About 30 expatriates were broughtin to manage the
site. They were experienced company employees
from four different cultures: Malaysia, Philippines,
Costa Rica, and the United States. Most were
Malaysian; very few were American. The first local
employecs hired were support persennel in human
resources, accounting, and purchasing. They were
trained in their jobs in the way thal the company
expecied them to work, The lirst Chinese factory
warkers were part of the Larly ITnvolvement Team
(EIT), and thcy were sent to another ol the com-
pany’s factorics to learn the correcl processes and
behaviors necessary to run the production lincs.
When the EIT retumned, they were to Lleach the
next generaiion of cmployees. While this training
could be considered just learning the job, it was
also a culture change for people who had never
worled in a Western high-tech [actory. Ramping
up this lactory to production required that we hire
and integrate 100 to 200 people per month; 70%
of those hired were recent college graduates.

As the OD managert, my job was 1o set up systems (o
transmit the culture and develop leaders, managers,
and teams. I began with the site’s Vision, Mission,
and Guiding Principles. To help the leam begin the
process, I defined the Vision as “the best we could
be,” the Mission as “our marching orders—what the
cotporation expected of us” and Guiding Principles
as “how we make decisions and trcat cach other.”
We utilized two olf-site sessions with the “whole
system in the room.” Inclusive processes cmploy-
ing excrcises and conversations about what was
important to people were used o [ormulate begin-
ning statements. After we had a set ol draft state-
ments, T lormed small tcams of Chinese Icaders
who debated the elements of Vision, Mission, and
Guiding Principles. The teams came to consensus for
each statcinent 1o ensure that both the English and
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Chinese words we used reflected Chinese culture
and spoke in a way that it the Chinese thought proc-
esses. We unpacked cach statement using Chinecse
metaphoars (o provide depth of meaning. Essentially,
we were defining the site’s specilic culture, which
while congruent with the corporation, was specific
to this site and its chosen values. When completed,
these statements went back to the site lcadership for
ratilication. To disseminate the Vision, Mission, and
Guiding Prindiples, cach Jeader, whether cxpatriale
or local Chinese, took responsibility to waterfall the
message to their team using dialognes to explore
{he meaning ol the statements for the team. It was
not enough to have posters on the wall, or simply
tell people what they were. People needed to talk
through the meaning and comce to some conclusion
for themselves as Lo their own beliel. Additionally,
people needed to sec that leadership practiced what
they cspoused, So, when an important site decision
was made, its it with the Guiding Principles was
publicly communicated. When certain initiatives
were begun, such as management training, it was
tied to the site Vision. Only because people could
sec the Vistop, Mission, and Guiding Principles in
practice did they become real.

Before the first building was under construction, 1
came (o Chengdn to do the initial cullural research
forthe site. linterviewed university students, business
leaders, and Chinese culrural experts in Chengdu. I
found a disparity between how the mniddle manag-
crs viewed management and leadership and what
the young, university students wanied in a man-
ager. As this was the first multinational organiza-
ton in Chengdu, most of the middle managers we
hired were from state-owned enterprises with a
very top-down, hierarchical culture. The university
students expecied Westem-style, consensual deci-
sion-making—a clear mismatch even within the
Chinese cnlture. Management training and coach-
ing would be required to help middle managers
learn to work in a consensual way.

To accomplish that, we engaged the expairiate site
leaders as teachers and mentors in a pine-month
management development prograi that included
(wo outdoor “adventure-siyle” sessions. The first
prograut placed the initial outdoor session after four
months of activities. T found that in the classToom,
Chinese managers could “talk the talk,” but when
we pitt them in the team decision-making situations
of the outdoor sessions, they were unable to make
produciive decisions. In the sccond management
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development program, 1 ptaced the cutdoor ses-
sion earlier so that the Chincse managers would
understand the requircd managerial bebaviors
right away. We eventually graduated morc than 50
managers with two-thirds of them receiving pro-
motions within a year of completion.

The orgapization had a nnmber of key espoused
values in its culture, including quality, salety, and
business practice cxccllence. These were primary
and nonnegotiable values. While that may scem
the arbilrary hubris of a foreign raultinational,
1 found thal the Chinese employees appreciated
these threc values, especially safety. As mentioned
above, China has a poor record of workplace
salety. When asked about this value, many peoplc
responded Lhat “the company cares [or my life.”
Rather than seeing it as an imposition of a foreign
cultural value, they found it fit the Chinese valuc
ol renging or human heartedness.

The company also employed six values as basic Lo its
culture. However, these values were really expected
behaviors, such as discipline, risk taking, and being
open and direct. In my work in Chengdu, 1 designed
and implemented a process to develop those values
as part of the expected behaviors of the site. [ had
learned that “teliing-teaching,” or putling posters
on the wall, was not very effective Ip this culture,
so I engaged a cadre of volunteer “ambassadors” for
cach value. They used a positive approach of catch-
ing people “doing it right” and rewarding them in a
public ceremony with a “Star of Chengdu Culture”
award. To create a common undersianding ol cach
value, we again used an interactive and participative
process. We provided malterials that allowed and
encouraged every manager to have a conversation
with iheir team as to the meaning of that particular
valne. We cndeavored to make the materials rele-
vanl to a Chinese audience using Chinesce stories and
situations to iflustrate the meaning of the value.

However, not all these values fit within Chinese
culture, and this created cuhtural dilemmas for
Chinese employees. Being open and direct was one
example of a value thal did not fit. Gencrally, the
organization talked about being open and direct in
terms of “constructive conlrontation,” which the
Chinese employces shortened to “con con.” In my
interviews, I found that this valuc was both the
meost difficult and the least practiced. The Chinesc
employees related con con to a lack of harmony
rather than a method of solving problems directly
and casity. It was antithetical 10 Chinese culture.
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Chinese employees whe leammed to practice con
con in the workplace found themselves out of step
when those behaviors were used with their family
and friends outside of the factory. Ussentially they
had to bifurcate their life, learning to be one way
inside the organization and another way oulside.
When 1 asked people what they lost by coming
to work at the factory, employees olten noted
that they had lost some friends because they were
now different from the Chinese culture al large.
Practicing con con was a big part of thai. They also
told me of many instances in which they appeared
to the expatriates as though they were practicing
con con, when in fact they were practicing har-
maory. They felt that harmony was a better long-
term solution to the problem at hand than creating
a situation in which fellow workers lost “lace.”
They talked about finding a “middle way” to do
business that allowed problem solving while still
maintaining harmonious relationships.

Il real cultural dillerences can keep people [rom
assimilating inite an erganization, the question
becomes, “Did these skilled Chinese workers actu-
ally assimilate into the factory culture, or did they
simply appear lo apply the organization’s value

systemn while maintaining traditional Chinese vq).
ues?” While much of the work on Values, Mission,
and Guiding Principles was well accepted ang
undersiood, the Chinese workers in this Situation
had dilficulty placing con con into a usable frame.
work that worked in their social setting because jt
did not align with the Chinese valuc of harmony_
Since con con was a [oundational behavior/valye
lor the company, such a mislit reveals a lack of req)
assimilation inlo the corporate culture.

Somc Chincse lament that China is losing her
cultural traditions as the country becomes part of
the global economy. At lcast in Chengdu, T did not
find that to be true. Pcople described themsclves
as traditional Chincse who practiced their own
culturc and struggled with those organizational
processes that did not fit Chincse culture. They
continued to look for the middle way that allows
them to maintain their Chinese cultural values
while moving into a capitalistic future. Just as China
assimilated Buddhism into their Confucian practices
millenniums ago, they see the value of assimilating
some Weslern practices into their way of doing
business, but it will still be capitalism with a Chinesc
l[ace—a middle way.

and reports to headquarters. This results in a highly differentiated and loosely coordi- ;
nated corporate structure. Operational decisions, such as product design, manufacturing, i
and distribution, are decentralized and tightly integrated at the local level. For example,
laundry secap manufacturers oller product lormulas, packaging, and marketing strategics
that conform to the different environmental regulations, typcs of washing machines,
water hardness, and distribution channels in each country. On the other hand, planning |
activities arc often ceniralized at corporate headquarters to achicve important clliciencics
necessary for worldwide coordination of emerging technologies and of resource alloca- ‘
tion. A prolil-cculer control system allows local autonomy as long as prolitabilily is main-
tained. Examples of multinational corporations include Hoechst and BASF of Germany,
IBM and Procter & Gamble ol the United Stales, and Fuji Xerox ol Japan. Each of these
organizations encourages local subsidiaries to maximize effectiveness within their geo-
graphic region.

People are integrated into multinational firms through polycentric or regiocentric
persouuel policies because these firms believe that host-country nationals can undet-
stand native cultures most clearly.®? By filling positions with local citizens who appoint
and develop their own slalls, the organization aligns the needs of the market with
the ability of its subsidiaries to produce customized products and services. The distinc-
tion between a polycentric and a regiocentric sclection process is one ol locus. In a
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polycentric selection policy, a subsidiaty represents only one cownry; in the reglocen-
tric selection policy, a sliphtly broader perspective is taken and key positions are filled
by regional citizens (thal is, people who might be called Buropeans, as opposcd 10
Belgians or Ttalians).

jmplementing the Multinational Orientation The decentralized and locally coordi-
nated multinational orientation supgests the need lor a complex set ol OD interven-
tions. When applied to a subsidiary operaling iD a particular country or region, the OD
processes described carlier in the chapter for organizations outside 1he United States
are relevant. The key is to tailor OD to fit the specitic cnltural and economic context
where the subsidiary is located.

1. Planned Change in the Multinational Orientation. When OD is applied across dit-
ferent regions and countries, interventions must account for dilferences in cultaral
and economic conditions that can affect its success. Appropriate interventions lor
multinalional corporations include intergroup velations, local management lealn
building, sophisticated management selection and development practices, and
changes 1o reward systenis. Team building remains an important intervention.
Unlike team building for the senior masnagement team in global oricutations, the
local management teams req gire attention in multinational lirms. This presents a
challenge for OI practitioners Dbecause polycentric sclection policies can producc
management teams with different cultures at each subsidiary. Thus, a program
developed lor one subsidiary may not work with a different tcam at another sub-
sidiary, given the different cultures that might be represented.

Intergroup interventions to improve relations between Jocal subsidiaries and the
parcnt company are also important for multinational compailies. Decentralized deci-
sion making and regiocentric selection can strain corporate-subsidiary relations. Local
managernent teams, operating in ways appropriate to their caltural contexl, may not
be understood by corporate Managers from another culture. OD practitioners can help
both groups understand these diflerences by offering training in cultural diversity and
appreciation. They can also smooth parent-subsidia ry relationships by focusing on the
profit-center control system or other criteria as the means for mouitoring and measur-
ing subsidiary effecliveness.

Management selection, devetopment, and reward systems also require special
attention in multinational firms. Managerial selection for local or regional subsidiar-
ies requires finding technically aud managerially competent people who also pos-
sess the interpersonal competence needed 10 interlace with corporate headquarters.
Because these people may be difficult to lind, mapagement development programs
can teach the necessary cross-cultural skills and abilitics. Such programs typically
involve language, cultural awareness, and technical fraining; they can also include
managers and stalt from subsidiary and corporate offices to improve comsmnunica-
fions between the two arcas. Finally, reward systems need to be aligned with the
deceniralized structure. Significant proportions ol managers’ total compensation
could be tied 1o local profit perforimasice, thereby aligning rewa rd and control sys-
termns.

2. The Transition 10 Multinational. Orgauizatiou development activitics can also help
to facilitate the transition from an international ¢ a multinational orientation.
Much of the recommended activity in Lransitioning to a global orientation applics
here as well, except that it must be custornized to the issues facing a multinational
strategy. For example, the successful trapsition to a multinational strategy assumcs
that managers believe local responsiveness is more importaut than global integra-
lion and that the organization is comfortable with the ambiguity of managing
deceniralized operations.
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The deciston to favor local responsivencss over global integration must be made
with the same analytic rigor described earlier. In this case, the analysis must sup-
port the belief that the worldwide market is relatively heterogencous in character
That is, that products and services, support, distribution, or marketing activities.
must be customived and localized to drive overall sales. Similarly, the Organization
must have the managerial, technical, and organizational competence to achieve
profit margins from businesses operating around the globe. The multinational sy
egy is facilitated when culture and core competencies are more suited for decep-
tralized decision making, and when the organization can manage high amounts of
ambiguity and complexity.

Once companies develop a strategic orientation for competing internati_onally,
they create an organization design to support it. Information like that found in
Table 23.2 is useful for designing structures, information systems, and personne]
praciices for specific strategic orientations. QD practitioners can help to design
change management programs to imnplement these features.

The Transnational Strategic Orientation

This orientation exists when the need for global integration and local responsiveness
arc botlx high. It represents the most complex. and ambitious worldwide strategic ori-
entation and reflects the belief that any product or service can be made anywhere and
sold everywhere.**

Characteristics of the Transnational Design The (ransnational strategy combines cus-
tomived products with both efficient and responsive operations; the key goal is learning.
This is the most complex worldwide strategic orientation because transnationals can
manufacture products, conduct rescarch, raise capital, buy supplies, and perform many
other functions wherever in the world the job can be done optimally. They can move
skills, resources, and knowledge to regions where they are needed.

The transnational orientation combines the best ol global and multinational ori-
cnlations and adds a third attribute—the ability to transfer resources both within the
firm and across national and cultural boundaries. Otis Elevator, a division of United
Technologies, developed a ncw programmable clevator using six research centers in
five countrics: a U.S. group handled the systems integration; Japan designed the special
motor drives that make the elevators ride smoothly; France perlecied the door systems;
Germany created the clectronics; and Spain produced the small-geared components.”
Other examples of transnational tirms include General Electric, Asea Brown Boveri
(ABB), Motorola, Electrolux, and HP.

Transnational lirms organize themselves into global matrix and network strac-
tures especially suited for moving information and resources to their best use. In the
matrix structure, local divisions similar to the multinational structure are crossed
with product groups at the headquarters oftice. The network structure treats cach
local office, iucluding headquarters, product groups, and production facilities, as sclf-
sullicient nodes that coordinate with each other to move knowledge and resources 10
their maost valued place. Because of the heavy communication and logistic demands
nceded Lo operate these structures, transnationals have sophisticated information
systemms. State-of-the-art information technology is used to move strategic and opcra-
tional information throughout the system rapidly and efficiently. Organizational
learning and knowledge managcment practices (Chapter 21} gather, organize,
and disseminate the knowledge and skills of members who are located around the
world.

Pcople arc integrated into transnational tirms through a geocentric selection policy that
staffs key positions with the best people, regardless of nationality.™ This statfing practice
recognizes that the distinctive competence of a transnational firm is its capacity to optimize
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resource allocation on a worldwide basis. Unlike global and multinational firms, which
spend more time training and developing managers to lit the strategy, the transnational
firm attempts to hire the right person from the beginning. Recruits at any of HP's foreign
locations, for example, are screened not only for technical qualilications but for personality
traits that match the company’s cultural values.

Implementing the Transnational Orientation There are two perspectives on change in
a transnational strategy.

1. Planned Change in the Transnational Orientation. Transnational companies
require OD interventions that can improve their ability (o achicve efficient global
integration. under highly decentralized decision-making conditions. These intcr-
ventions include extensive management selection and development practices in
support of the geocentric policies described above, intergroup relations, and devel-
opment and communication of a strong corporate vision and culture. Knowledge
management interventions help develop a worldwide repository of information
that cnables members’ learning.

Effective transnational firms have well-developed vision and mission slatements
that communicate the valucs and beliefs underlying the firm’s culture and guide
its operational decisions. ABB’s mission statcment, for example, went through a
multicnltural rewriting when the company recognized that talking aboul profit
was an uncomfortable activity in some cultures.® OD processes that increase
member participation in the construction or modification of these statements can
help members gain ownership of them. Research into the development ol corpo-
rate credos at the British computer manufacturer 1CI, SAS, and Apple Computer
showed (hat success was more a function of the heavy involvement of many
managerts than the quality of the statcments themsclves.*

Once vision and mission statements are cralted, mnanagement training can focus
on clarifying their mecaning, the values they express, and the behaviors required
to support those values. This process of gaining shared meaning and developing a
strong culture provides a basis for social control. Becausc transnationals need flex-
ibility and coordination, they cannot rely solely on formal reports of sales, costs,
or demand te guide behavior. This information often takes too much time to com-
pile and distribute. Rather, the corporate vision and culture provide transnatjonal
managers with the reasoning and guidelines for why and how they should make
decisions.

This form of social control supperts OD efforts to timprove management selection
and development, intergroup relationships, and strategic change. The geocentric
selection process can be supplemented by a personnel policy that rotates managers
through diffcrent geographical regions and functional areas to blend people, per-
spectives, and practices. At sucb organizations as GE, ABB, Coca-Cola, and Colgate,
a cadre of managers with extensive foreign expericnce is being developed. Rotation
throughout the organization also improves the chances that when two organiza-
tional units must cooperate, key personnel will know each other and make coor-
dination more likely. The corporate vision and culture can also become important
tools in building cross-functional or interdepartmental processes for translerting
knowledge, resources, or products. Morcover, they can provide guidelines for
formulating and implementing stralegic change, and serve as a social context for
designing appropriate structures and systems at local subsidiaries.

2. The Transition to the Transnational Orvientation. In addition (o implementing
planned changes that support the devclopment of the transnational orientation,
OD can help firms make the complex transition to a transnational strategy.
Although many firms take on the internatioual orientation, a much smaller
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number of firms are large cnough to become global or multinational. The require.
menis lor successinlly operating a transnational oricntation—gliobal integration
and local responsiveness—are sufficiently resirictive and demanding that only
small fraction of organizations shonld pursue this strategy. As a result, [(I]_OW]Gdge
about the transition to transnational is still being developed.

Global and multinational organizations tend to cvolve into a transnationg]
orientation because of changes in the organization’s cnvironment, markets, or
technologics.® In the global orientation, for example, environmental changes can
challenge the logic of centralized and efficient operations. For example, the success
of Japanese automobile manutacturers employing a global strategy caused cmploy-
ment dedines in the U.S. auto industry and overall trade imbalances. Consumer
and government reactions forced Japancse firms to become more responsive to
local conditions. Conversely, consumer preference changes can reduce the needs
lor tailored prodncts and locally responsive management that are characteristic of
the multinational strategy. The typical response is to centralize many decisions and
activities.

Thus, the evolution to a transnational orientation is a complex strategic change
effort requiring the acquisition of two additional capabilities. First, global organiza-
tions need to lecarn to trust distant operations, and multinational organizations
need to become better at coordination. Second, both types of organizations necd
to acquire the ability to transfer resources efficiently around the world. Much of
the dillicnlty in cvolving to a transnational strategy lies in developing these addi-
tional capabilities.

In the transition from a global to a transnational orientation, the finn must
acquirc the know-how to operate a decentralized organization and learn 1o transfer
knowledge, skills, and resources among disparate organizational units operating in
different countries. In this situation, the administrative challenge is to encourage
creative over centralized thinking and 1o let cach Innctional area operate in a way
that best suits its context. Bor example, if international markets require increasingly
specialized products, then manufacturing needs to operate local plants and flexible
delivery systems that can ove raw materials to where they are needed, when they
are needed. OD interventions that can help this transition inciude training efforts
that increase the tolerance lor differences in managewcent practices, control systerns,
performance appraisals, and policies and procedures; reward systems that encourage
cntreprencurship and performance at each foreign subsidiary; and elficient organiza-
tion designs at the local level.

The global orientation strives to achicve efficiency through centralization and
standardization of products and practices. In the case ol organivational systems,
this works against the establishment of highly specialized aud flexible policies
and resists the niovement of knowledge, skills, and resources. Training interven-
tions that help managers develop an appreciation for (he different ways that
etfectiveness can be achieved will aid the global organization’s move toward
transnationalism.

Changes in reward systems can also help the global firm evolve. By changing
from a highly quantitative, centralized, pay-for-performance system characterislic
of a global orientation, the organization can reward people who champion new
ideas and provide iucentives for decentralized business units. This morc tlexible
reward system promotes coordination among subsidiaries, product lings, and stafl
groups. In addition, the transition. 1o a transnational orientation can be aided by
OD practitioners working with individual business units, rather than with senior
mamnagemenl at headquariers. Working with each subsidiary on. issues rclating to
its own structurc and function sends an important nessage about the importance
ol decentralized operations.
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Finally, changing the staffing policy is another important signal to organiza-
tion members that a transition is occurring. Under the global orientation, an
ethnocentric policy supported standardized activities. By stalfing key positions
with the best people, rather than limiting the choice to just parent-country indi-
viduals, the symbols of change are clear and the rewards [or supporting the new
orientation are visible.

Tn moving from a mudtinational to a transnationat orientation, products, tech-
nologies, and regulatory constraints can become more hornogencous and requirc
more efficient operations. The competencies required to compete on a transna-
tional basis, however, may be located in many diflerent geographic areas. The need
to balance local responsiveness against the need for coordination among organi-
zational units is new to mukinational lirms. They must create interdependencies
among organizational units through the flow of parts, components, and finished
goods; the flow ol funds, skills, and other scarce resources; ot the flow of intcl-
ligence, ideas, and knowledge. For example, as part of Ford’s transition to a trans-
national company, the redesign of the Tempo automobilc was given to one person
in the UK. He coordinated all fcatures of the new car for both sides of the Atlantic
and used the same platform, engines, and other parts. Ford used teleconfercncing
and computer links, as well as extensive air travel, to manage the complex task of
meshing car companies on two continents.>

In such situations, QD is an important activity because complex interdepen-
dencies require sophisticated and nontraditional coordinating mechanisms.”* OD
interventions, such as intergroup team-building or caltural awarcness and inier-
personal skills training, can help devclop the communication linkages necessary
for successful coordination. In addition, the inherently “matrixed” structures of
worldwide firms and the cross-cultural context of doing business in ditferent coun-
trics tend to create conflict. OD interventions, such as role clarilication, third-party
consultation, and mediation technigues, can help to solve such problems.

The transition to a transnational firm is difficult and threatens the status quo.
Under the multinational orientation, cach subsidiary is cncouraged and rewa rded
for its creativity and independence. Transnational firms, however, are elfective
when physically or geographically distinct organizational units coordinate their
activities. The transition from independent 1o interdependent business units can
produce conilict as the coordination requirements are worked throngh. OD practi-
tioners can help mitigate the uncextainty associated with the change by modifying
reward systems Lo enconrage cooperation and spclling out clearly the bchaviors

required for success.

GLOBAL SOCIAL CHANGE

The newest and perhaps most exciting applications of organization development in
international settings are occurring in global social change organizations (GSCOs).”
These organizations gencrally are not for profit and nongovernmental. They typically
are created at the grassroots level to help communitics and societics address such
important problems as unemployment, racc relations, sustainable development, home-
lessness, hunger, disease, and political iustability. In international settings, GSCOs are
heavily involved in the developing nations. Examples include the World Conservation
Union (IUCN), the Hunger Project, the Nature Conscrvancy, the Mountlain Forum,
International Physicians for the prevention of Nuclear War, and the Asian Coalition
for Agrarian Reform and Rural Development (ANGOC). Many practitioners who help
create and develop these GSCOs come from an OD background and have adapted their
experlise to fit highly complex, global situations. This section describes global social
change organizations and how 0D is practiced in them.
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Global Social Change Organizations

Global social change organizations arc patt of a social innovation movement to loster
the ciergence ol a global civilization.™ They exist under a varicty of names, includ-
ing development organizations (DOs), international mongovernmental organizations
(INGOs), social movement organizations (SMOs), international private voluntary
organizations, and bridging orga uizations.’ They exist to address complex social prob-
lems, including overpopulation, ccological degradation, the increasing concentration of
wealth and power, the lack of management infrastructures to facilitate growth, and the
lack of fundamental human rights. The ciforts of many GSCOs 1o raise awareness and
mobilize resources toward solving these problems culminated in the United Nations’
Conference on Environment and Development in Rio de Janeiro in June 1992, where
leaders from both industrialized and less-developed countries met to discuss sustain-
able development.”™ More receruly, the Kyoto Protocol and the Global Compact have
focused attention on global warming and social responsibility and how countries and
organizations can cooperate to address these concerns.
GSCOs have the lollowing characteristics:*

« They assert, as their primary task, a commitment 10 serve as an agent of change in
crealing environmentally and socially sustainable world futures; their transforma-
tional missions arc articulated around the real needs of people and the earth.

+ They have discovered and mobilized innovative social-organizational architectures
that make possible human cooperation across previously polarizing or arbitrarily
constraining boundaries.

» They hold values of cmpowerment, OT people-centered forms of action, in the
accomplishment of their global chauge mission, emphasizing the central role of
peaople as both means and ends in any dcvelopment process.

e« They are globally and locally linked in structure, mernbership, or partnership and
thereby exist, at least in jdentity and practice (inaybe not yet legally), as entities
beyond the nation-state. ,

s They are multiorganizational and otten cross-sectoral. They can be business, gov-
crnmental, or not for profit. Indeed, many of the most significant global change
organizing imnovations involve multiorganization partnerships bridging sectoral
boundaries in new hybrid forms of business, intergovernmental, and private vol-
untary sectors.

GSCOs therctore ditfer from traditional for-profit firms on several dimensions.” First,
they typically advocatc a mission of social change—the formation and developmeut
of better socicties and communities, “Better” typically mcans morc just {Amnesty
[nternational, Hunger Project), peaceful (International Physicians for the Prevcntion
ol Nucdlear War), or ecologically conscious {Nature Conservancy, the Global Village
of Beijing, the Mountain Forum, 10CN, world wildlife Fund). Sccond, the mission
is supported by a network structure. Most GSCO activity oceurs at the boundary or
periphery between two ormore organizations.” Unlike most industrial tirms that focus
on internal effectiveness, GS5COs are directed at changing their environmental conlext.
For cxample, World Vision coordinated the efforts of more than a hundred organi-
zations to address the human conscquences of Ceausescu’s Romanian government.
Third, GSCOs generally have strong values and ideologies that justify and motivate
organization behavior. These “causes” provide intrinsic rewards to GSCO members
and a blueprint for action.” The ideological position that basic human rights include
shelter has directed Habitat for Humanity to erect low-cost homes in a wide variety of
underdeveloped communitics. Tourth, GSCOs interact with a broad range of external
and often conflicting constituencies. To help the poor, GSCOs olten must work with
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the rich;: to save the ecology, they must work with developers; to empower the masses,
they must work with the powerlul few. This places a great deal of pressure on GSCOs
to reconcile pursuit of a noble causc with the political reality of power and ywealih.
Fifth, managing thesc diverse cxternal constituencies often creates signilicant organi-
zational conflict. On the one hand, GSCOs need to create specific departments Lo serve
and represcat particular stakeholders. On the other hand, they arc strongly averse
10 bureaucracy and desire collegial and consensus-secking cultures. The conflicting
perspectives ol the stakeholders, the differentiated departments, and the ideological
basis of the organization’s mission can produce a contentious internal cnvironment.
For examplc, the International Relief and Development Agency was crcated to pro-
mote self-help projects in Third world countries using resources donated from First
World countrics. As the agency grew, departments were created to represent ditfer-
ent stakeholders: a fund-raising group handled donors, a projects department worked
in the Third World, a public relations department directed media exposure, and a
policy information department lobbied the government. Each department adapted
to fil its role. Fund-raisers and lobbyists dressed more formally, took morc moderate
political positions, and managed less participatively than did the projects departinents.
These differences were often interpreied in political and ideological texrms, creating
considerable internal comflict.® Sixth, GSCO membhership often is transitory. Many
people arc volunteers, and the extent and depth ol their involvement varies over time
and by issue. Turnover is guite high.

Application Stages

Global social change organizations are concerned with creating sustainable change in
communities and societics. This requires a torm of planned change in which the practi-
tioner is heavily involved, many stakeholders arc encouraged and expected to participate,
and “technologies ol empowerment” arc uscd. Often referred to as “participatory action
research,”®! planned change in G5COs typically involves three Lypes of activities: building
local organization cffectiveness, creating bridges and linkages with other relevant organi-
sations, and developing vertical linkages with policymakers.

Building the Local Organization Although GSCOs arc concerned primarily with
changing their environments, a critical issue in development projects is recognizing
the potential problems inherent in the GSCO itself. Because the focus of change is
their environment, members of GSCOs are often oblivious 1o the need for internal
development. Morcover, the complex organizational arrangements of a network make
planned change in GSCOs pa rticularly challenging.

OD practitioners focus on three aclivities in helping GSCOs build themselves into
viable organizations: using valucs 1o create the vision, recognizing that intcrnal conflict
is often a lunction of external conditions, and understanding the problems of success.
For leadership Lo function effectively, the broad purposes of the GSCO must be clear
and closely aligned with the idcologies of its menibers. Singleness of purpose can be
gained [rom tapping into the compelling aspects of the values and principles that the
GSCO tepresents. For example, {he Latin American Division of the Nature Conservancy
held annual two-day retreats. Bach participant preparcd a white paper concerning his
or her area ol responsibility: the issues, challenges, major dilemmas or problems, and
ideas for directions the division could take. Over the course of the retreat, participants
actively discussed cach papcr. They had broad frcedom to challenge the status quo
and to question previous decisions. By the end of the retreat, discussions produced a
clear statement about the course that the division would take for the following year.
people left with increased clarity about and commitment to the purposc and vision of

the division.*
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Developing a shared vision can align individual and organizational values. Becayse
most activities occur at the boundary ol the organization, members are often spread
out geographically and arc not in communication with cach other. A clearly crafteq
vision allows people in disparate regions and positions to coordinate their activities,
At the Hunger Project, for example, OD practitioners asked organization members,
“What Is your job or task in this organization?” The GSCO president responded, “Thgt
is simple. My work is to make the end of hunger an idca whose time has come.” A
receptionist answered, “My task in this organization is to end hunger. T don’t just
answer phones or set up meetings. Iu everything 1 do, I am working to end hunger, ~6
Because of the diverse perspectives of the dillerent stakcholders, GSCOs ofien face
multiple conflicts. In working through them, the organizational vision can be used a5
an important rallying point for discovering how each person’s role contributes to the
GSCO’s purposc. The affective component of a GSCO vision gives purpose 10 members’
lives and work.

Another way to manage conflict is to prevent its occurrence. At the Hunger Project,
the “committed listerrer” and “brealthrough” processcs give GSCO members an oppor-
tunity to seek help before conflict becomes dysfunctional. Every member of the organi-
zation has a designated person who acts as a committed listener. When things are not
going well, or someong is feeling frustrated in their ability to accomplish a goal, they can
talk it out with this colleague. The role of the committed listener is to listen intently, to
help the individual understand the issues, and to think about framing or approaching
the problem in new ways. This new perspective is called a “breakthrough”—a creative
solution to a potentially conflictual situation.

Finally, a GSCO’s success can creale a number of problems. The very accomplish-
ment of its mission can take away its reason for existerrce, thus causing an identity
crisis. For example, a GSCO that succeeds in creating jobs for nnderprivileged youth
can be dissolved because its lunding is redirected toward organizations that have not
yet met their goals, becausce its goals change, or simply because it has accomplished its
purpose. During these times, the vital social role that these organizations play needs to
be emphasized. GSCOs otten represent bridges between the powerful and powerless,
between the rich and poor, and between the elite and oppressed, and as such may need
to be maintained as legitimate parts of the community.

Another problem can occur when GSCO success produces additional demands for
greater formalivation. New people must be hired and acculturated; greater control
over income and expenditures has to be developed; new skills and behaviors have
to be learned. The nced for more formal systems often runs counter to ideological
principles of autonomy and freedom and can produce a profound resistance to change.
Employees’ participation during diagnosis and implemcntation can help them com-
mit 1o the new systems. In addition, new employment opportunities, increased job
responsibilities, and improved capabilities to carry out the GSCO’s mission can be used
to encourage commitment and reduce resistance to the changes.

Alternatively, the organization can maintain its autonomy through structural
arrangements. The Savings Development Movement (SDM) ol Zimbabwe was a
grassrootls cllort to organize savings clubs, the proceeds of which helped farmers
buy seed in volume. Tts success in creating clubs and helping larmers lower their
costs caused the organization to grow very rapidly. Leaders chose to expand SDM
not by adding staff but by working with the Ministry of Agriculture to provide tech-
nical supporl 1o the cubs and with the Ministry of Corumunity Development and
Women's Affairs to provide training. The savings clubs remained autonomous aud
Tocally managed. This reduced the need for formal systems to coordinate the clubs
with government agencies. The SDM ollice stafl did not grow, but the organization
remained a catalyst, committed to expanding participation rather than providing
direct services.®
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Creating Horizontal Linkages Successtul social change projects often require a net-
work of local organizations with similar views and objectives. Snch projects as creating
a civil society in China, turning responsibility for maintenance and control over small
irrigation systems to local water users in Indonesia, ot teaching leadership skills in
south Africa require that multiple organizations interact. Consequently, an important
planncd change activity in GSCOs is creating strong horizontal linkages to organiza-
fions in the community or society where the development project is taking place.
The China Brief (http:/ fwww.chinadevelopmentbrief.com), for cxample, publishes a
newsletter describing the activities of different NGOs focused on environmental, child
welfare, and other issucs. Like-minded NGOs can then contact each other and support
common interests. Similarly, GSCOs aimed at job development not only must recruit,
{rain, and market potential job applicants but also must develop relationships with
local job providers and government anthoritics. The GSCO must help these organiza-
tions commit to the GSCO’s vision, mobilize resources, and create policics 10 snpport
development ctforts.

The ability of GSCOs to sustain themsclves depends on establishing linkages with
other organizations whose cooperation is essential to preserving and expanding their
efforts. Unlortunately, members of GSCOs often view local government officials,
community leaders, or for-prolit organizations as part of the problem. Rather than
interacting with these stakebiolders, GSCOs often “protect” themselves and their ide-
ologies from contamination by these oulsiders. planned change cliorts to overcome
this myopia arc similar to the transorganizational development interventions discussed
in Chapter 2. G8CO members are helped to identify, convene, and organize these key
external organizations. For cxample, following the earthguakes in Mexico City in 1985,
the Commitiee of Barthquake Victims was established to prevent the government and
landlords from evicting low-income tenants from their destroyed housing. The com-
miitec formed relationships with other GSCOs concerned with organizing the poor
or with responding to the disaster. The commiltec also linked up with local churches,
universitics, charitable organizations, and poor utban neighborbood organizations.
It bargained with the government and appealed to the media 10 scuttle attempts at
widespread eviction proccedings. This pressure culminated in agreement around a sct
of principles [ox reconstruction in Mexico City.®”

Developing Vertical Linkages GSCOs also must create channels ol communication
and influence upward to governmental and policy-level decision-making processes.
These higher-level decisions often affect the creation and eventual success of GSCO
aciivities. For cxample, the Global Village of Beijing (GVB) is a mongovernmental
organization that raises the environmental comsciousness of people in China. GVB
leveraged its relationships with journalists and the government to produce a weekly
lelevision series on government channels to discuss and promote environmentally
friendly practices, such as recycling, and to cxpose the Chinese people to environmen-
Lal projects in different countrics. When the Chinese government proposed new envi-
ronmentat regulations and policies as part of the World Trade Organization adnission
process, GVB helped assess the proposals.®® Moxe recently, GVB's lounder, Liao Xiaovi,
sat on Beijing’s successful 2008 summer Ofympics Commitiee and drafted a “grecn
Olympics movement” proposal that addressed concerns about Beljing’s poliution.®
Vertical linkages can also be developed by building on a strong record of success.
The mstitute of Cnltural Affairs (ICA) is concerned with the “application of methods
of hwnan development to communities and organizations all around the world.” With
more than 100 offices in. 39 nations, ICA. trains and consnlts with small groups, com-
munities, organizations, and volnntary associations, in addition to providing leadership
training for village leaders, conducting community education programs, and running
ecological preservation projects. Its reputation has led to recognition and credibility:
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It was given consultative status by the United Nations in 1985, and it has category Iy
status with the Food and Agriculture Organization, working relation status with the
World Health Organization, and consultative status with UNICEF.

Application 23.3 describes the work of Floresta and gives a bricl account of how the
organization operates, including the process of change and development.®® The Opening
of Floresta’s Mexico program. provides important clues about the development of vertica]
and horizontal linkages and how GSCOs work within a clear vision.

Change Agent Roles and Skills

Planncd change in global social change organirations is a relatively new application
ol organization development in intcrnational settings. The number of practitioners is
small but growing, and the skills and knowledge necessary to carry out OD in these
situalions are being devcloped. The grassroots, political, and ideological natures of
many international GSCOs require change agent roles and skills that are quite diflerent
from those in morce formal, domestic settings.* GSCO change agenis typically occapy
stewardship and bridging roles. The steward tole derives {rom the ideological and grass-
roots activitics associated with GSCOs. 11 asks the change agent to be a co-learner or
co-participant in achicving global social change. This type of change is “sustainable,”
or ccologically, politically, culturally, and economically balanced. Change agents must,
therefore, work [rom an explicit valuc base that is aligned with GSCO activitics. For
cxample, change agenls are not usually asked, “What are your credentials Lo carry out
this project?” Instead, practitioners are asked, “Do you share our vatues?” or “What do
you think of the plight of the people we are serving?” Stewardship implies an orienta-
tion toward the development of sustainable solutions to local and global problems.

The sccond role, bridging, derives Irom the grassroots and political activities of many
GSCOs. Bridging is an appropriate title for this role becausc it metaphorically reflects
the core activitics of GSCOs and the change agents who work with them. Both are
mainly concerned with connectling and integrating diverse elements of societies and
communitics toward snstainable change, and with transferring ideas among individn-
als, groups, organivations, and societies.

Carrying out the steward and the bridging roles requires communication, negotiation,
and networking skills. Communication and negatiation skills are essential for GSCO
change agents because of the asymmetrical power bases extant in grassrools develop-
ment clforts. GSCOs are relatively powerless comparced with governments, wealthy
npper classes, and [ormal organizations. Given the diverse social systems involved, there
often is no consensus about a GSCO’s objectives. Morcover, different constituencies may
have diffcrent interests, and therc may be histories of antagonism ameng groups that
make promulgation of the development project dillicult. The steward and the bridgiug
roles require persuasive articulalion of the GSCO's ideolegy and purpose at all times,
under many conditions, and to everyone involved.

The change agent must also be adept at political compromise and negotiation.”
Asymmclrical power contexts represent strong challenges for stewardship and bridging.
To accomplish sustainable change, important trade-olfs often are necessary. The cffec-
tive changc agent needs to understand the clements of the ideology that can and cannot
be sacrificed and when to light or walk away fromn a situation.

Networking skills represent a significant part of the action research process as applicd
in GSCO settings. Nciworking takes place at two levels. First, in the steward role, prac-
titioners bring to the GSCO specific knowledge of problem solving, technologics of
empowerment using processes that socially construct and make sensc of the surrounding
conditions, and organization design.” The participants bring local knowledge of political
players, history, culture, and ecology. A “cogencrative dialogue” or “collective reflection”
process emerges when these two frames of reference intcract to produce new ideas,




Social and Environmental Change at Floresta

Florestais a nongovernmental organization fo unded
on the premise that many environmental and social
problems can he addressed effectively by harnessing
hasic economic lorces. Its rmission is to attack the
economic problems i developing countries that
cause and arc caused by deforestation. Deforestation
can be stemmed if it is economically advantageous
for people to change their practices and take care
of their environment. Similarly, poverty can be
addressed optimally by providing long-term oppor-
{umities for people to change their own situations.

Floresta brings hopc and long-term opportunity
10 the people affected by thesc problems chrough
technically appropriate, business-based programs
that lead to sclf-snfficiency. This fundamcntal
vision has Temained unchanged for 17 years.

Originally developed to meel the environmental,
cconomic, and spiritual needs of the rural people
of the Dominican Republic, Floresta provides local
farmers with a loan of several thousand dollars each
over a sever-year period through the Agroforestry
Revolving Loan Fund. These loans are used to estah-
lish agrotorests consisting of fast-growing trees that
are harvested for wood products, as well as fruit
recs and more traditional short-term . crops. The
loans are not a handout. The farmers begin to pay
back their loans with their first tree harvest. That
money is used o enicr more farmers in the program.
This process olfcrs significant economic gains to the
{farmers {(often up 1o a 500% or 600% increase in
incorne) while healing environmental scars.

Although the loan fund is the heart of Floresta's
prograsn, [armers also receive technical traiming
and marketing assistance. For example, agrofor-
estry is different from traditional farming, and
involves much more than simply planting lrees.
Bach farmer must learn to plant, care for, and
eventnally harvest his or her trecs in a sustain-
able manner. In addidon, farmers receive fraining
in soil care, harvesting, and marketing as well as
financial planning assistance for the first surplus
money they earn. Fipally, a common problemn
faced by subsistence farmers is market access. The
individual bepeficiary must have not only a mar-
ket for his or her producis buf also an economical
way to get those produncts to that market. Floresta
provides services in both of those areas.

More than 300 families have bepelited or are
henefiting from Floresta’s program in the Dominican
Republic. Of these, 20y have completed repayment of
their loans and pow have sel-sufficient, 6-acre
agroforestry farms that arve producing at several
times the rate of their [ormer subsistence tarms.
They no longer have any obligation to Floresta, and
ihe mopey that was loa ned to them is now available
1o other needy farmers. The farmers, however, [re-
quentiy are eager (o €on tinue their relationship with
Floresta because of Floresta's markeiing services and
the commupity spirit that Flaresta engenders. The
farmers’ achievements validate the Floresta model,
supporting it with real-life success.

Scott Sabin, executive director of Eloresta,
described his approach 1o social and coviron-
mental change as he brought the program into
Mexico:

I first met the people in the Mixtec village ol
E] Oro in 1996, and for the past year our team
had been working closely with them to diag-
nose some ol the economic and environmen-
ta} problems of the region, and 1o begin t0
develop solutions. We bave become quile
comfortable with many of the local peopte and
several of them typically accompany us as we
visit some of the other villages in the munici-
pality ol Samo Domingo Nuxaa. The make up
of the tearn varies, but usually consisis of rep-
resentatives  from AMEXTRA, governnient
[orestry offices, local municipalities, and sev-
eral other consultants. [ represent Floresta.
Over the pasl two years and many visits, we
had buailt up quitc a leeling of camaraderie.

Floresta parinered with the Mcexican agency,
AMEXTRA, 1o bring this tearm. (ogether and
to ensure that Floresta’s agroforestry pro-
gram in. Oaxaca would be well thought cut
and appropriate. Floresta has considcrable
experience In the Dominican Republic, but
the mountains of Mexico are completely dif-
ferent ecologically, economically, and caltar-
ally. 1t is a big mistake to assume that the
identical solution can work everywhere.

Working with the people of El Oro, wt
studied the local problems from both the
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community and tcchnical perspectives. We
wortked to incorporate the community itsell
into the data collection and the investiga-
tion. For cxample, the Mixtec people tend
to be cautious around outsiders. They also
tend to be very communal, and every step
along the way they voted as to whether or
not they wished to continue working with
us. So far we have passed all the votes
unauimously, but stories ol other develop-
ment workers who had not been so lortu-
nate always made me uneasy. Now we are
working on implementing solutions and
with promoters from Ll Oro, sharing these
ideas with other communities.

Firewood and charcoal are the biggest sources
of income for most of the villages. For example,
L once obscrved and interviewed live lamily
members, ranging in age from the mid-60s o
6, making charcoal. 1t was the primary source
of mcome for the family. They had crops, too,
but in years when there was drought, they
were forced to rely more on charcoal. They
were able to sell 25-kilogram bags of ¢harcoal
for 14 pesos a bag, or less than two dollars
cach. They made 30 bags of charcoal at a time
and they did it about threc times a year.
Roughly calculated, this family of five subsisted
on about 160 dollars per year.

The problem faced by the family is one of pov-
erty, and tragically, the solution that they have

chosen, the only solution they can choose, iy
leading toward their own ultimate demise angd
the destruction of the mountains aroungd
them. That is, an important cause ol defores-
tation in the tropics is the subsistence farmer
who must continually move to find fertile soi]
and who sclls wood for fucl. Deforestation is g
product of desperation and hunger, rather
than of greed. Farmers are faced daily with the
necd to cut trees for their immediate survival.
It quickly becomes a vicious cycle, as the tree-
less hillsides crode at an alarming rate and the
topsoil pollutes rivers and streams. Without
vegetation, the hills no longer hold water and
quickly become unproductive. Rutal families
are often left with no alternative but migra-
tion to overcrowded citics. Any solution to
deforestation must address their needs first.

Tn the Mixleca, Floresta has helped the com-
munity ol El Oro (o establish nine agroforesiry
dentonstration larms, a commmunity tree nurscry,
and an Agroloresiry Developmeni Committee. Tt
is also eslablishing connections between the local
church and churches in the United States. A saw-
mill and community-based relorestation and forest
management plan is being implemented. This will
replace the concessions thatl currently are being
sold to large logging companies. Together with the
Mixtec people, who already realize the precari-
ous nature ol the situation, Floresta is helping to
diversify and improve the rural economy.

possibilities, and insights.” When both the practitioner and the participants contribute 10
sustainable solutions, the stewardship role is satisfied.
Second, in the bridging role, networking skills create conditions that enable diverse

stakeholders to interact and solve common problems or address common issues.
Change agents must be able to find common ground so that different constitucncies
can work together. Networking requires the capability to tap mwltiple sources of infor-
maltion and perspeclive, ollen located in very dilferent constituencies. Action becomes
possible through these networks.

But bridging also implics making linkages among individual, group, GSCO, and
sacial levels of thought. Ideas are powerful fuel in intermational grassrools develop-
menl projects. Breakthrough thinking by individuals to see things in new ways can
provide the impetus for change at the group, GSCO, social, and global levels. This was
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visit to understand and devclop solutions to poverty in Alrica. The change agent in
international GSCO sellings must play a variety of roles and use many skills. Clearly,
stewardship and bridging roles are important in facilitating GSCO accomplishment.
Other roles and skills will likely emerge over timc. Change agents, lor example, arc
finding it increasingly important 1o develop “imaginal litcracy” skills—the ability to
sec the possibilities, rather than the constraints, and the ability to develop sustainable
solutions by going outside the hoxes to creatc new ideas.”

SUMMARY

This chapter has examined the practice of international organization development in
three areas. In organizations outside the United States, traditional approaches to QD
need to be adapted to fit the cultural and economic development context in which
they are applied. This adaptation approach recognizes that OD practices may he
culture-bound: What works in one culture may be inappropriate in another. The cal-
tural contexts ol dilferent geographical regions were cxamined in terms of five valies:
context orieniation, power distance, uncertainty avoidance, achievement orientation,
and individualism. This approach also recognizes that not all OD interventions may be
appropriate. The prevailing economic situation may strongly favor business-oriented
over process-oricnted interventions. The process of OD under different cultural and
economic conditions was also described, althongh the descriptions are tentative. As OD
matures, its methods will become more ditterentiated and adaptable.

OD activities to improve international, global, multinational, and transnational
sirategic orientations increasingly are in demand. Each ol these strategies responds
to specilic cnvironmental, technological, and economic conditions, Tnlerventions in
worldwide organizations require a strategic and organ izational perspective on change

to align people, stroctures, and systems.

Finally, the OD process in global social change organizations was discussed. This
relatively new application of OD promotes the establishment of a global civiliza-
tion. Strong ideological positions regarding the fair and just distribution of wealth,
resources, and power [nel this movement. By strengthening local organizations,

building horizontal linkages with other like-min

ded GSCOs, and developing vertical

linkages with policy-making organizalions, a change agent can help the GSCO become
more cifective and alter its external context. To suppott roles of stewardship and
bridging, change agents need communication, negotiation, and networking skills.
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