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Abstract 

Using two independent large databases of 5,991 organizations in 21 countries, this study 
explored (a) the influence of national values on human resource (HR) information system 
practices (type of HR information system and information system communication design) 
adopted by organizations; and (b) the contribution of the level of fit between national values 
and these HR information system practices to two key organizational performance indicators: 
absenteeism and turnover.  Results showed that national values explained HR information 
system practices and supported the hypothesized interactive effects of national values and HR 
information system practices on absenteeism and turnover. The results have strong 
implications for organizations concerned with how to maximize the fit between particular 
cultures and HR information system practices as a basis to enhance organizational 
performance indicators.  

Introduction 

In an era striving for excellence, human resource management (HRM) has become a crucial 
source of competitiveness.  An important development in improving the effectiveness of HR in 
organizations is the incorporation of information technology systems for the purposes of 
collecting, organizing, and disseminating HR-related information to users and decision makers 
(Lin, 1998).  However, at this point, the factors that contribute to the successful implementation 
and use of information technology systems in the human resource area remain to be identified and 
examined (cf. Leidner & Kayworth, 2005; Kossek et al., 1994).  

 
In today’s increasingly global economy, one important factor that may affect the 

implementation of information technology in HRM is national culture (see review by Leidner & 
Kayworth, 2006).  There is a clear need for more research on the effect of national (societal) 
values on HR-related information technology systems and on individual reactions to such systems 
in different cultures. 

 
To address this need, we conducted a comprehensive study across 21 nations and 5991 

organizations that focused on two complementary questions.  First, we investigated how societal 
values affected two characteristics of HR-related information systems: (a)  whether the HR 
information system was independent of HR versus integrated with a wider management system 
(e.g., ERP approach); and (b) whether communication regarding the HR information system was 
used in a one-way direction from the organization to the employee(s), versus in an interactive way 
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that enabled users to make personal selections (e.g., in benefits) in a computerized system.  
 
Second, we examined how the level of fit between societal values and these two 

characteristics of the HRIS contributed to the two organizational outcomes of absenteeism and 
turnover.  

 
In the following paragraphs we will briefly discuss the role of information technology in HR 

systems, the nature of societal culture, and the rationale for our hypotheses relating societal 
culture and HRIS. 

 
Human Resource Information System (HRIS) 
The Human Resource Information System (HRIS), also called HR Technology or HR 

modules, refers to the systems and processes at the intersection between human resource 
management (HRM) and information technology.  The HRIS is a software or online solution for 
data entry, data tracking, and data information needs of Human Resources, payroll, management, 
and accounting functions within a business.  An effective HRIS provides information on nearly 
everything the company needs to track and analyze about employees, former employees, and 
applicants (Kossek et al, 1994). 

 
Decisions by an organizations concerning whether and how to implement a successful HRIS 

is naturally contingent on organizational support factors (Lin, 1998). These factors include top 
management support (Wong et al, 1994), support of information system staff (Kinnei and Arthurs, 
1993), involvement and support of human resource staff (Pitman, 1994), computer knowledge on 
the part of human resource staff, and HRIS training (Kossek et al, 1994).  

 
However, equally important for decisions associated with the successful implementation of 

HRIS are environmental factors, among which societal culture may play a major role (Leidner & 
Kayworth, 2006).  As we discuss below, societal culture can determine the type of HRIS an 
organization chooses to implement, the involvement level of the users with the system, and the 
effect of fit/misfit between the societal culture and the characteristics of the HRIS on 
performance-related reactions such as absenteeism and turnover.  

  
National Values and HRIS 
Numerous studies have established the impact of cultural values on managerial behavior and 

actions.  Within the theoretical framework offered by Hofstede (1991) and Project GLOBE (e.g., 
House et al., 1999), societal values, often described as national values, have a strong impact on 
organizations that can override other organizational (e.g., size, sector) and environmental (e.g., 
market) influences.  A particular organization is nested in a particular national culture and is 
inevitably influenced by it.  Studies provide some support for this influence (e.g. Lee & Barnett, 
1997).  In their thorough review of information systems, Leidner and Kayworth (2006) argued that 
variation across cultural values may lead to different approaches to the development of information 
systems.  Drawing on this evidence, we expect that societal values influence the likelihood that 
organizations will adopt advanced HRIS, and the characteristics of these systems, if they do adopt 
them.  

 
In this study, we rely on four widely-studied cultural values at the national level: power 

distance, future orientation, individualism/collectivism, and uncertainty avoidance (Hofstede, 
1991; House et al., 1999).  Empirical studies have shown that these national values predict 
organizational processes and managerial practices (Communal & Senior, 1999; Hofstede & 
Peterson, 2000).  We will first discuss how societal values are expected to affect the type of HRIS 



 

 

and HRIS Communications Design organizations implement in nations differing on such values.  
We will then discuss how the level of fit between societal values and these HRIS practices 
contribute to the performance-related outcomes of absenteeism and turnover.  

 
Power distance is the degree to which members of a collective expect power to be distributed 

equally (House et al., 2002; 2004).  In high power distance societies, hierarchy is rigidly adhered 
to and privileges are distributed unequally.  In such societies, higher-level members are expected 
to preserve their relative advantage in status and power.  Thus, with respect to such societies, it is 
reasonable to expect that organizations will typically design HRIS in which employees have little 
access to information and in which the communication provided to the employees by the 
organization is non-interactive in nature.  In contrast, in societies low in power distance, one can 
expect that organizations will be more inclined to establish advanced HRIS characterized by 
integration of the HRIS into a wider management information system (e.g., ERP), in which a large 
number of employees have access to the information.  Moreover, these organizations are also more 
likely to design the HRIS as an interactive system, which allows the user employees to perform 
complex activities directly on the computer, such as selecting particular fringe benefits, and being 
approved/disapproved by the computer program (cf. Aycan, 2005). This suggests that:  

 
H1: Organizations are more likely to design an advanced HRIS (in which the 

system is integrated into a wider management information system and is interactive in 
nature) in low power distance societies than in high power distance societies. 

 
Future orientation is the degree to which individuals engage in future-oriented behaviors 

such as planning, investing in the future, and delaying gratification (House et al., 2002).  Future 
orientation in HRM means investment and development to prepare the workforce to meet future 
organizational needs.  This suggests that organizations embedded in future-oriented societies are 
more likely, relative to organizations embedded in present- or less future-oriented societies, to 
adopt advanced HRIS.  

  
H2:  Organizations are more likely to adopt an advanced HRIS (in which the system 

is integrated into a wider management information system and is interactive in nature) if 
they are embedded in future-oriented societies rather than in present- or less future-
oriented societies.  

 
Individualism/collectivism refers to the degree to which societies value individual rights and 

opportunities versus group success and individual loyalty to the group.  In collectivistic societies 
individuals are expected to subordinate themselves to the group’s goals and success.  Therefore, 
organizations in collectivist societies are likely to avoid individual-based systems because of their 
potentially adverse effect on group, unit, or organizational solidarity and morale (e.g., Kovach, 
1995; Vallance, 1999).  However, organizations embedded in collectivistic societies are likely to 
design and implement HRIS for purposes that would generally benefit all employees, such as 
human resource planning or identification of needs for training and development.  Chow, Deng 
and Ho (2000), in a study comparing American and Chinese managers, found that Chinese 
respondents were more likely to share knowledge, since this was consistent with their collectivistic 
value system. 

 
H3: Organizations in collectivistic societies are more likely to establish an 

advanced HRIS (in which the system is integrated into a wider management information 
system and is interactive in nature), than are organizations in individualistic societies. 

 



 

 

Uncertainty avoidance is defined as the extent to which a society, organization, or group 
relies on social norms, rules, and procedures to alleviate the unpredictability of future events 
(House et al., 2002; 2004).  Organizations embedded in societies characterized by high uncertainty 
avoidance are more likely, relative to organizations embedded in societies low in uncertainty 
avoidance, to reduce the use of HRIS, because of a loss of control.  Png, Tan and Wee (2001), in a 
multinational survey of 153 businesses, found that uncertainty avoidance affected information 
systems adoption. Businesses in high uncertainty avoidance countries were less likely to adopt 
information technology infrastructure.  

  
H4:  Organizations in low uncertainty avoidance societies are more likely to 

establish an advanced HRIS (in which the system is integrated into a wider management 
information system and is interactive in nature) than will organizations in high 
uncertainty avoidance societies.  

 
National Values, HRIS, and Organizational Outcomes 
Understanding the expected level of fit (consistency) between societal values and the HRIS in 

organizations is important as a basis for understanding the effects of such systems on 
organizational performance (cf. Leidner & Kayworth, 2006).  Overall, we expect that if 
organizations adopt HRIS according to the culture they are embedded in, the results will be higher 
performance indicators, such as less turnover and absenteeism.  Conversely, if organizations adopt 
HRIS that deviate from the dominant societal culture, the results will be decreases in these 
performance indicators.  

 
To support our arguments, we borrowed from the literature on fit that emphasizes the 

important effect of compatibility between national (societal) culture and organizational human 
resource practices on organizational performance (see, e.g., Aycan, 2005; Kanungo & Jaeger, 
1990; Mendonca and Kanungo, 1994).  However, while empirical studies have shown that national 
values predict organizational processes and managerial practices (e.g., Communal & Senior 1999; 
Hofstede & Peterson, 2000), there is also evidence to suggest that managerial decisions and 
operations, including HR practices, may reflect strategic goals and interests, that deviate at times 
from the norms established by the national culture (e.g., House et al, 2004).  Drawing from the 
literature on fit, it follows that when employees are exposed to HR activities that do not fit the 
national culture, they will tend to respond negatively (Aycan, 2005; Aycan et al., 2000).  When the 
negative reactions are combined across all employees, they are expected to contribute to negative 
aggregate outcomes for the organization, such as high levels of absenteeism and turnover.  On the 
other hand, when employees are exposed to HR activities that fit the national culture, they will 
respond positively, which will lead to positive aggregate organizational outcomes (Aycan, 2005).  

  
Drawing on these assumptions, we propose that consistency versus inconsistency between the 

national values and the HRIS the organization adopts will contribute to the organizational 
outcomes of absenteeism and turnover.  Our hypotheses, which follow, are based on the earlier 
discussion on the expected consistency between national culture and organizational HRIS.  More 
specifically, our earlier reasoning concerning the fit between societies low in power distance and 
HR information systems, leads us to the following hypothesis:  

   
H5:  In low power distance societies; future-oriented societies; collectivistic 

societies; and low uncertainty avoidance societies, organizations are likely to have 
lower rates of turnover and absenteeism if they adopt an advanced HRIS (in which the 
system is integrated into a wider management information system and is interactive in 
nature) than if they do not.   



 

 

Method 

Sample 
The sample consisted of 5,991 organizations from 21 countries: Australia, Austria, Canada, 

Denmark, Germany, Greece, Hungary, Ireland, Israel, Italy, Finland, The Netherlands, New 
Zealand, Philippines, Portugal, Slovenia, Sweden, Switzerland, Turkey, USA, UK. 

 
Data Sources 
Data for the study were obtained from two independent sources:  
1. The CRANET (Cranfield Network on Comparative Human Resource Management) 2004 

database of international HRM. Data for the project are collected annually at organizations with 
200 employees or more worldwide.  The data collection tool is a standardized postal 
questionnaire, addressed to the most senior HR/personnel specialist in each organization.  
Questions seek factual answers (numbers or percentages) or a yes/no response to factual questions 
(e.g., Do you use…?).  The criteria for selecting organizations for the present study were: (1) full 
and clean data on training; and (2) participation of the respective country in the GLOBE project 
(see below). 

 
2. The GLOBE (Global Leadership and Organizational Behavior Effectiveness) 2004 

database.  GLOBE is a multi-phase multi-method project, in which investigators spanning the 
world examine inter-relationships between societal culture, organizational culture, and 
organizational leadership.  The GLOBE Project was founded in 1993.  Today, scholars from 61 
countries, representing all major regions of the world, are engaged in this long-term programmatic 
series of cross-cultural leadership studies.   

 
Variables and Measurement 

The following measures were obtained from the 2004 CRANET database: 
Indices of HRIS 

1. Type of HRIS:  This measure describes the type of computerized HR system in the 
organization on a 1 to 3 scale, with 1 = do not have computerized HR; 2 = independent; and 3  = 
integrated with wider management system 

2. IS Communication Design of HR Information System. This measure describes the degree to 
which the computerized HR system is designed to disseminate information interactively.  The 
measurement uses a 1 to 5 scale, with 1 = one-way communication to the entire group of 
employees (for example, publishing information for the use of all the employees); 2 = one-way 
communication to a specific individual (for example benefits and schedule); 3 = two-way 
communication with simple update by the employee on his/her records (for example bank record); 
4 = two-way communication with  complex transaction in which the employee is able to select 
items such as preferred benefits which can be approved/disapprove by the computerized system; 
and 5 = more complex two-way communication system 

 

The following measures were obtained from the GLOBE database (House et al., 2004): 
Cultural Practical Values 

1. Power distance;2. Future orientation; 3.Uncertainty avoidance; 4. Individualism. 
   These data reflected the national values of the participating countries.  The values used in 

the present study reflected reported practices (“as is”) and they tell us about the current 
perceptions of each culture (as opposed to feelings about cultural aspirations).  Aspiration values 
refer to the society's ideal values, while practical values measure the society’s actual engagement 
in a particular value.  In the professional literature, while measuring the effects of societal culture, 
it is common to use practical values and not aspiration values (for example, Brodbeck, Hanges, 



 

 

Dickson, Gupta and Dorfman, 2004).  
Scores for the four cultural values ranged between 1 (lowest) and 7 (highest). 
 
Organizational background 
Data on four organizational background variables were taken from the CRANET database. 
1. Technology level.  This measure provides categorical information on whether the 

organization is high tech (the categories are 1 = low, 2 = middle, and 3 = high tech).  
2. Organizational Size. This variable indicated the total number of employees in a given 

organization.  Because of the non-normal distribution of this variable, we divided the distribution 
into three categories based on percentage: small (scored 1, 33.4%), medium (scored 2, 33.2%), 
and large (scored 3, 33.4%). 

3. Sector. This item indicated whether the organization belongs to the private (1) or the public 
(2) sector. 

4. Level of globalization. This item indicated whether the organization operates locally (1) or 
in the global arena (2). 

 

Results 

Economic strength 
Gross National Index (GNI) was used as a control variable. GNI comprises the total value of 

goods and services produced in a country, together with its income received from other countries 
minus payments made to other countries.   

 
Analytic Strategy 
Analysis was performed in two phases.  In phase one, we examined the effects of national 

values on HR information systems, above and beyond the organization background variables and 
the economic indicator of GNI.  To accomplish this, we used multilevel analysis (hierarchical 
linear modeling, HLM) to model the structure of the data (Bryk & Raudenbush, 1992).  Because of 
the range differences of the variables, we converted the scores using standard Z scores. 

 
In phase two, we explored the interactive effects of societal cultures and HR information 

strategies on organizational performance outcomes.  Again, we used multilevel analysis in which 
organizational characteristics and GNI are the covariates, HR information systems are level-one 
predictors and cultural values are level-two predictors   

Phase one 
In order to test hypotheses H1-H4, we examine the relationship between national values 

(country-level variables) and HRIS measures, controlling for the organizational-level variables.  
These associations were analyzed by the maximum likelihood method of HLM, to estimate the 
values of the regression coefficients, and the intercept and slope variance1

The results indicate that our hypotheses pertaining to societal values and HRIS (H1 through 
H4) were generally supported: power distance was negatively related to IS communication design 
(β = -.10**); future orientation was positively related to the type of HRIS (β = .06*) and to IS 

.  In the analysis, all 
independent variables (organizational background characteristics, GNI and national values) were 
entered into the same equation, with background variables and GNI entered first into the equation 
as controls.  The purpose was to detect the unique effect of national values, above and beyond the 
effects of organizational characteristics and economic strength.  

 

                                                
1  This general estimation procedure produces estimates for the population parameters that maximize the 
probability of observing the data that are actually observed, given the model (Hox, 2002). 



 

 

communication design (β = .15**); collectivism was positively related to the type of HRIS (β = 
.15**); and uncertainty avoidance was negatively related to the type of HRIS (β = -.07*).  
However, uncertainty avoidance and collectivism were not found to be significantly related to IS 
communication design, and power distance was not found to be significantly related to the type of 
HRIS.  

  
Phase two 
In the second phase of the analysis, organizational performance variables were included.  The 

purpose was to investigate the combined (joint) effect of national values and HRIS variables on 
organizational performance. To test hypothesis 5, we conducted a series of multi-level regression 
analyses using HLM.  The HRIS variables and organizational performance outcomes were 
measured at level 1 (organizational level), and culture values was measured at level 2 (national 
level).   

 
The results provided general support to our hypotheses pertaining to the interactions between 

the national values and the HRIS indicators, such that the interactions were significant with regard 
to turnover and/or absenteeism in 5 interactions.  More specifically, we found significant effect 
between future-orientation and HRIS communication design on absenteeism (β = -.05*) such that 
in societies characterized by high future-orientation, organizations tended to have lower 
absenteeism rates if they adopted advanced complex HRIS. We also found significant effect 
between collectivism and type of HRIS on absenteeism (β = -.07**) indicates that in collectivistic 
societies, organizations that adopted a more advanced type of HRIS reported lower level of 
absenteeism. In regard to uncertainty avoidance, we found significant effect between uncertainty 
avoidance and HRIS communication design on absenteeism and turnover (β = -.06* and -.04* 
respectively), and between uncertainty avoidance and type of HRIS on absenteeism (β = -.06*), 
meaning that in societies characterized by low uncertainty avoidance, organizations that implement 
advanced HRIS tended to show lower absenteeism and turnover than did organizations that did not 
implement such systems. 

 
In addition, we found several main effects for both national variables and HRIS variables on 

organizational performance. Uncertainty avoidance was negatively related to turnover (β = -.08**); 
collectivism was negatively related to absenteeism (β = -.04*); and future orientation was 
negatively related to absenteeism and turnover (β = -06** to both).  With regard to HRIS variables, 
type of HRIS was negatively related to absenteeism (β =.-05*).  

Conclusions 

The present study has focused on the important issue of the relationship between societal 
culture and the use of information technology in the HR area.  We focused on two complementary 
issues: (a) the influence of national values on the implementation practices of information 
technology in the HR area (i.e., degree of integration of HRIS into a wider management 
information system and the degree to which the HRIS was interactive in nature); and (b) the 
contribution of the level of fit between national values and these HR information technology 
practices on two key organizational outcomes: absenteeism and turnover.  The results generally 
supported our hypotheses by indicating that national cultures affect the information technology 
practices in the HR area and that absenteeism and turnover tend to be affected by the level of fit 
between the societal culture and the HR-related information technology practices.  The higher the 
fit, the lower the absenteeism and turnover. 

  
 A methodological strength of the present study is the independence of its data sources.  While 



 

 

the organizational-level data on information technology practices has been obtained from the 
CRANET study, the country-level data on cultural values have been obtained from the GLOBE 
study.  The consistent theory-based relationships found in the study, occurring in datasets from 
different sources, clearly strengthen the conclusions that can be drawn.  Another strength of the 
study is the multi-level analysis that was conducted.  Relatively few studies have examined the 
interaction between variables at the organizational level and national level, taking into account the 
nested structure of the data (in the current study, organizations within countries; e.g., Brown, 
2005). 

 
 The results pertaining to cultural values support culture-based theories such as those originally 

advanced by Hofstede (1991) and later developed by the GLOBE study (House et al., 2002), 
namely that management is influenced not only by organizational culture, but also by the culture of 
the larger society surrounding the organization (Schein, 2000).  In a later publication, Hofstede 
(2000) discussed the complex relationships between national and organizational culture.  He raised 
the question of whether management can establish a strong organizational culture that reflects 
values different from those of the larger national culture and that compete with societal 
socialization practices.  He further argued that even strong organizational cultures of multi-national 
organizations will be subject to local reinterpretations of their “standard” values when their 
practices are transferred abroad.  Thus, even seemingly identical practices in multi-national 
organizations can produce different nuances in different countries. Understanding the influence of 
national cultures is therefore of great importance for understanding organizational cultures. 

International and managerial implication 

The study results provide important theoretical and practical implications.  Theoretically, the 
results enhance our understanding of the effect of national values on information technology 
practices in HR, and on organizational outcomes.  Practically, because of increases in globalization 
and in the pervasiveness of international business operations, corporations are likely to benefit 
from research findings on the adaptation of information technology practices under different 
environmental conditions, and their effects on performance-related outcomes.  Thus, the results of 
this study can enable managers who are responsible for global operations or who are in 
organizations competing in the global market, to decide more effectively which information 
technologies practices to implement in different societal cultures.  The study clearly indicates that 
understanding the fit between HR-related information technology practices and societal values is 
an important basis in implementing effective information technology practices (cf. Leidner & 
Kayworth, 2006).   

 
The knowledge derived from the present study about cultural effects is applicable to studies 

concerning cross-cultural organizational processes, such as globalization, outsourcing, and 
expatriate behavior.  Studies of information technology practices across societal cultures (e.g., 
Snape, Thompson, Yam & Redman, 1998) need to consider the separate and the interactive 
contributions of organizational and national factors.  Kim (1999) stated that globalization implies 
accepting that cultural diversity in management composition and style contributes to the 
competitive advantage of the firm. The results of the present study suggest that globalization also 
implies acceptance of both national and organizational diversity.  Ultimately, recognition and 
acceptance of such values should contribute to the successful operation of multi-national firms. 
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