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This comparative study of NPOs in the U. S. and South Korea uses social exchange and labor donation
theories along with Hofstede's cultural values to identify differences in preferences for human resource
practices in these two countries. Results indicate that South Korean nonprofit employees showed greater
preference for HR practices related to work design than U.S. nonprofit employees, while U.S. nonprofit
employees showed greater preferences for HR practices designed to manage employee attitudes and
behaviors. The findings of this study provide important information for the design of HR practices in
nonprofits involved in global expansion and/or operations in multinational settings.
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INTRODUCTION

Many nonprofit organizations (NPOs) have made a deliberate decision to expand their footprint
globally (Casey, 2018; Evans, Pucik, & Bjorkman, 2010). This decision is made for reasons such as serving
in an advocacy role for human rights and democracy, addressing societal needs, and safeguarding against
abusive governmental powers (Choi & Yang, 2011). The nonprofit involvement and collaboration can take
place across borders through mergers with similar organizations, replicating work, or extending
membership globally (Casey, 2018).

Growth in global activity by NPOs has increased the need for comparative research studies. Such
studies provide information about how to operate in multiple countries. This research is similar to the
research conducted with for-profit organizations that have an international footprint (Bartram, Cavanagh,
& Hoye, 2017; Casey, 2016). Results from the research provide guidance for companies seeking to
understand how attributes such as organizational structure and organizational processes translate across
borders (Tenhiala et al., 2016). In the for-profit sector, there also is a growing body of comparative research
that examines human resource practices. Comparative research of the human resource practices of NPOs,
however, is limited and needs more attention (Andreassi et al., 2014; Tenhiala et al., 2016).

Cross-border research has shown that HR practices are deeply impacted by the political, social, and
economic environment in which organizations operate (Casey, 2018; Lepak & Gowan, 2015; Tenhidla et
al., 2016). Findings from this research enables managers to better understand the importance of adapting
HR practices to host country environments. Adopting what works or what is required in the home country
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may not work in a different country, primarily due to differences in cultural values (Aycan et al., 2000;
Esterby-Smith, Malina & Yuan, 1995; Fried, Peretz, & Kaminka, 2012; Papalexandirs & Panayotopoulou,
2004; Peretz & Fried, 2009). Cultural values are part of the social environment and are of particular
importance to address when studying HR practices in global organizations. Failure to consider the
relationship between cultural values and human resource practices is an identified cause of organizational
failure in international ventures (Papalexandirs & Panayotopoulou, 2004). NPOs tend to be more labor-
intensive than capital intensive due to the nature of the services provided and the fields in which they
operate (Anheier, 2014). Consequently, HR practices may play an even more critical role in the recruitment,
retention and maintenance of employees in NPOs and the ultimate success of the NPO than they do in for-
profit firms, especially those for-profit firms that are less labor intensive.

This study explores the impact of cultural values on employee preferences for HR practices in nonprofit
organizations in two countries, thus helping to address the HR practice, cross-cultural knowledge gap in
the NPO literature. The results of this research can help inform decisions about how to effectively design
HR practices to ensure that NPOs can achieve their unique missions when moving into a new country. In
fact, Bartram, Cavanagh, and Hoye (2017) note this focus as a need in the NPO literature.

We are specifically interested in understanding the similarities and differences in preferences for HR
practices of employees working in U.S. nonprofits and employees working in South Korean nonprofits.
The cultural variations between the two countries are well established (Hofstede, 1980). Additionally, over
the past few decades, the development of NPOs in Korea has surpassed that of other countries (Choi &
Yang, 2011), suggesting an even greater need and opportunity to study HR preferences in South Korea to
heighten the success of the growing number of NPOs. Further, domestic research has shown that employees
who work in nonprofits often choose to do so for different reasons than the reasons employees choose to
work in for-profit organizations (Parry et al., 2005). Employees are often drawn to work at an NPO because
its mission matches their values. Whether this same connection holds across borders is unknown.

THEORETICAL FRAMEWORK AND HYPOTHESES

HR practices impact organizational effectiveness and success in the nonprofit sector just as they do in
the for-profit sector (Akingbola, 2006; Barbeito & Bowman, 1998; Parry et al., 2005; Ridder &
McCandless, 2010). However, Ridder and McCandless (2010) note that NPOs have different needs,
motivations, values, missions and goals that impact the architecture of HR management than for-profit
firms. Brown and Yoshika (2003) and Brandel (2001) found that nonprofits rely on the mission of the
organization to attract resources, including human capital, and to guide decision-making. Mission
attachment and alignment give a competitive advantage to the organization and serve as a strong recruitment
and motivational tool for nonprofit employees. Employees who are attracted to the organization’s
mission/value alignment often decide to join the organization because doing so provides them with an
opportunity to actualize their personal values through their work. Parry et al. (2005) provides additional
validation for the link between social objective/values and the reason for employees’ attraction, motivation
and commitment to nonprofit goals. However, even though the importance of this alignment is well
documented, retaining employees with just that focus alone can be challenging because employees may
decide to leave the organization if compensation or benefits are limited (Brown & Yoshika, 2003).

We draw from social exchange theory and labor donation theory to examine nonprofit HR practices in
a cross-cultural context, incorporating Hofstede’s (1980) work on cultural dimensions. Hofstede’s studies
identify significant cultural differences between the U.S. and South Korea. These differences provide the
opportunity to examine cultural dimensions relative to preferences for HR practices in nonprofits located
in two dissimilar countries.

Social Exchange Theory

Social exchange in an organization refers to those voluntary actions, also referred to as returns, on the
part of the employee that are influenced by and result from the organization’s treatment of its employees.
These returns might include engagement, motivation, loyalty, and similar behaviors (Blau, 1964; Gould-
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Williams & Davies, 2005). In other words, social exchange is about “interpersonal interactions from an
exchange perspective in which social costs and benefits are ‘traded’ in for relationships governed by
normative rules and agreements” (Di Domenico, Trachey & Haugh, 2009, p. 890).

Gould-Williams and Davies (2005) used a sample of public sector employees to test the effects of
exchange relationships between managers and workers. They found that trust in management resulted in
employee commitment, motivation and a low turnover rate. The voluntary reciprocal obligation evolved
from the relationship built between the organization and its employees. Further, HR practices serve as
signals to employees of the organization’s concern for them and affect the ability to build relationships
(Akingbola, 2012; Andreassi et al., 2014). Akingbola (2013) added that the norm of reciprocity is at the
core of social exchange theory. NPO employees who work for the organization because of its
mission/values alignment are expected to expect less (e.g., compensation) and give more (e.g. time) to
support the work of the NPO. Cropazano and Mitchell (2005) note that value alignment enhances social
exchange between an organization and its employees.

Labor Donation Theory

Similarly, labor donation theory in the context of NPOs suggests that nonprofit employees willingly
trade lower wages for higher social benefits (Preston, 1989). In other words, nonprofit workers provide
donations in the form of accepting lower wages because of various social benefits that nonprofits may
provide to their employees (Preston, 1989). Hallock (2002) explains this theory by noting that organizations
providing greater value to society can find workers willing to accept lower wages.

Therefore, based on social exchange theory and labor donation theory, the reason people choose lower-
paid nonprofit jobs over higher-paid for-profit jobs can be explained as follows. First, employees join a
nonprofit organization because of the social benefits provided more than for financial benefits. Second,
nonprofit employee employment, engagement, and motivation result from the alignment of the employee’s
mission and values with those of the nonprofit. The employee desires to affect the public good and to obtain
the social benefits that the organization provides because those social benefits are of value to the employee.
Overall, employees are attracted to, or motivated more by, NPOs whose mission aligns with their personal
values and goals because they have more opportunities to actualize their value in nonprofit work than they
would in for-profit work (Brandel, 2001).

In support of the above concept, Cropazano and Mitchell (2005) note that value alignment enhances
social exchange between an organization and its employees, and leads to an expectation of more
engagement from the employees. Similarly, and as already noted, scholars have found that many nonprofit
employees decide to join an organization because it gives them the opportunity to actualize their value in
their nonprofit work (Brandel, 2001; Brown & Yoshioka, 2003); that is, they find value alignment which
leads to greater engagement. Kim (2005) notes that in nonprofits, there is a greater connection to the mission
and higher commitment than in for-profit and public organizations.

Other scholars have emphasized that nonprofit employees are less sensitive to monetary benefits, which
are not their primary motivators, and nonmonetary benefits may be emphasized more in the nonprofit sector
(Akingbola, 2013; Brown & Yoshika, 2003; Devaro & Brookshire, 2007, Parry et al., 2005, Roomkin &
Weisbrod, 1999; Schepers et al., 2005). Motivators for employees in NPOs might include paid leave,
vacation, and family leave. These are provided in lieu of other financial benefits due to financial constraints
and concern with the public reputation of the nonprofit that could occur if more donated or grant funds are
spent on employees versus on the work of the NPO (Day, 2005). In NPOs, enhanced leave arrangements,
more flexible working arrangements, more control over the job and autonomy in decision-making have
been found to attract and motivate more qualified employees (Akingbola, 2013; Day, 2005; Hallock, 2002;
Kalleberg et al., 2006; Parry et al., 2005; Townsend, McDonald & Cathcart, 2017).

Thus, much of the research on HR practices in nonprofits has been on nonmonetary
compensation/benefits, flexible working environments, and autonomy in decision making as attractors and
motivators. However, absent comparative research, we do not know if these preferences as motivators hold
across geographical borders.
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Hofstede’s Cultural Dimensions

Researchers acknowledge that national culture is an especially important factor to consider when
examining HR practices globally (Papalexandirs & Panayotopoulou, 2004; Tenhiéla et al, 2016). Research
on the influence of cultural values on HR practices has examined the relationship of HR practices to
organizational performance, employee preferences for HR practices, and manager preferences for HR
practices (Aycan et al., 2000; Fried et al., 2012; Papalexandirs & Panayotopoulou, 2004; Peretz & Field,
2009). Papalexandirs and Panayotopoulou (2004) found a significant relationship between cultural
variations and HR practices such as recruitment methods, selection process, and rewards and benefits, with
the strongest relationship between cultural variations and training issues, and other strong relationships
between performance and reward management and autonomy in decision making. Peretz and Field (2009)
found that national culture does matter in the implementation of HR practices such that when the
organization adopts culturally considerate HR practices, positive organizational performance outcomes are
expected. Similarly, Fried, Peretz and Kaminka (2012) found that national culture more than organizational
or professional culture had the strongest effect on HR practice preferences.

Hofstede’s work (1980) on cultural dimensions has been employed extensively in research, including
HR research (e.g., Brewster & Mayrhofer, 2012; Stone & Stone-Romero, 2007), to assist managers in
understanding how to design programs for attracting and motivating employees from different countries
and cultures. While other approaches to understanding cultural differences have been developed, Hofstede’s
work continues to evolve and is the most often referenced work on this topic.

In his cultural dimensions theory, Hofstede (1980) explains how cultural values from different countries
affect common behaviors within shared value groups. From his observations of IBM employees around the
globe, Hofstede identified five cultural dimensions: power distance, individualism, uncertainty avoidance,
masculinity, and long-term orientation (Hofstede, 2001). Hofstede and Minkov later expanded the list of
dimensions by adding indulgence (Hofstede, Hofstede, & Minkov, 2010). Table 1 provides a brief
description of each of these six dimensions.

TABLE 1
HOFSTEDE’S CULTURAL DIMENSIONS

Dimension Description

Individualism/Collectivism Degree to which individual interests prevail over group interests (e.g.,
“I” vs. “we”)

Uncertainty Avoidance Extent to which individuals have a tolerance for ambiguity

Power Distance Extent to which less powerful organizational members accept unequal
distribution of power

Masculinity/Femininity Degree to which the culture is more or less oriented toward the

masculine traits
Long-term Orientation/ Short-  Degree to which culture is focused on future-oriented behaviors vs.
term Orientation present or nearer-term behaviors
Indulgence/ Restraint Extent to which tendency is to enjoy life and have fun vs. less
emphasis on happiness and personal control

Hofstede, 2011

Hofstede’s (2001) research demonstrates the cultural differences between the U. S. and South Korea.
As shown in Table 2, the U.S. is significantly more individualistic than South Korea. The U.S.
individualistic culture stresses personal achievements and individual rights (Hofstede, 2001). South Korea
is more collectivistic, which suggests that Korean employees are more likely than U.S. employees to have
pride, loyalty and cohesiveness in their organizations, and emphasize “we” rather than “I” in society
(Hofstede, 2001).
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TABLE 2
SCORES FOR THE HOFSTEDE CULTURAL VALUES

Country Long-term | Individualism Power Masculinity | Uncertainty | Indulgent*
(vs. Short- (vs. Distance (vs. Avoidance (vs.

term) Collectivism) Femininity) Constraint)
US.A. 26 91 40 62 46 68
S. KOREA 100 18 60 39 85 29

* (“Hofstede Insight,” n.d.)

South Korea scored much higher on uncertainty avoidance than the U.S., suggesting that the South
Korean society tends to prefer more stable and predictable ways of living rather than change and adventure.
Relative to this cultural dimension, South Koreans are viewed as a group of people with higher stress,
emotionality, anxiety, and neuroticism, all of which suggests they desire clear and structured rules, laws,
and codes to bring order to their lives and to help manage stress and anxiety (Hofstede, 2011). On the power
distance dimension, South Korea scores higher than the U.S., indicating that South Koreans accept and
expect more unequal power distribution in society and organizations, and are used to a hierarchical structure
(Hofstede, 2011).

Reasons for Choosing Current NPO and Motivation for Working in NPO

We propose that there are country differences in the reasons employees choose to work for a NPO and
their motivation for staying in the nonprofit sector. As noted and following from social exchange and labor
donation theories, nonprofit employees join an NPO because of the organization’s mission and values, and
the mission and values serve as motivators and drive employee commitment to the organization even when
wages and other benefits are low. However, drawing from work by Hofstede (2011), we propose that while
participants from both countries will indicate that mission/vision/values is a strong reason for choosing their
current NPO and a motivation for working in NPOs in general, there may be a difference in other reasons
related to choice of current NPO and motivation for working in a NPO. Specifically, individuals from long-
term oriented cultures may be more likely to see the NPO as a stepping-stone that provides more security
for their future since long-term oriented cultures value high career planning, adaptability and optimism
(Gunkel, Schlagel, Langella, Peluchette & Reshetnyak, 2013). Thus, we hypothesize that:

Hl1a: Employees in South Korean nonprofits will be more likely to have chosen to work in a nonprofit for
career advancement than will employees in U.S. based nonprofits.

H1b: Employees in South Korean nonprofits will be more likely motivated to work in a nonprofit for
training and career advancement than employees in U.S. based nonprofits.

NPO Employee Preferences for HR Practices

Lepak and Gowan (2015) provide a framework for effective HR management. We draw from that
framework to identify HR practices to examine related to work design (i.e., autonomy, flexible working
arrangements, and job rotation) and practices that are used for managing employee attitudes and behaviors
(i.e., compensation, working relationship with supervisor, evaluations). These HR practices have been
identified as those that may differ across countries, and they represent HR practices identified in the NPO
literature as reasons employees might choose to work for NPOs.

We examine these practices within the context of cultural values. The two groupings of practices
coincide with the categorization of HR practices noted by Tenhiéld et al. (2016), that described HR practices
that deal with technical aspects (i.e., work design) and with interpersonal relationships (i.e., managing
employee attitudes and behaviors).
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Work Design

Individualism, power distance, and uncertainty avoidance affect individual preference for autonomy in
decision-making. That is, individuals from cultures that value individual work over group work will prefer
work arrangements that enable them to make decisions related to their job more than will individuals from
more collectivistic cultures. Additionally, employees from cultures that emphasize greater power distance
and more certainty will be less positively disposed toward having greater autonomy in decision-making in
their work (e.g., Erez and Earley, 1993; Gowan, 2004; Kirkman and Shapiro, 1997). Thus, since the U.S.
is more individualistic, is lower in power distance, and requires less certainty than South Korea, we
hypothesize that:

H2: Employees in U.S. based nonprofits will have a stronger preference for autonomy than will employees
in South Korean nonprofits.

As noted previously, providing a flexible work environment is one way that nonprofits compensate for
lower salaries; however, whether this holds true across geographic borders is uncertain. In the for-profit
sector, research has shown that the higher the cultural values of collectivism, power distance, and
uncertainty avoidance, the less people prefer to have flexible working hours and places (Fried et al., 2012).
South Koreans are viewed as requiring more clarified and structured rules, laws and codes to bring life into
order and to manage stress and anxiety (Hofstede, 2011). Thus, we hypothesize that:

H3: Employees in U.S. based nonprofits will have a stronger preference for flexible working arrangements
than will employees in South Korean nonprofits.

Individuals needing more structure, stability, and predictable ways of living (Hofstede, 2011) are less
comfortable working in an environment that requires change, such as participating in job rotation. On the
other hand, individuals comfortable with uncertainty tend to appreciate change and development, and tend
to be more flexible and accepting of novelty (Aycan, 2005). Job rotations can create positive outcomes,
such as reducing boredom and fatigue while increasing skill sets in different areas, and may encourage
generalization (Campion, Cheraskin & Stevens, 1994). We hypothesize that because employees in the U.S.
are more comfortable with uncertainty and are likely to see job rotation as good for career advancement:

H4: Employees in U.S. based nonprofits will have a stronger preference for job rotation than will
employees in South Korean nonprofits.

Managing Employee Attitudes and Behaviors

In the for-profit sector, Fried et al. (2012) found that employees from national cultures with higher
collectivism, power distance, and uncertainty avoidance prefer compensation based on group performance
rather than on individual performance. Aycan (2005) notes that individualistic and performance-oriented
cultures tend to provide more individual rewards compared to collectivistic ones. Although these
relationships have not been studied in the nonprofit sector, we suspect the same relationship will hold based
on Fried et al.’s (2012) work. Individuals from more individualistic cultures and those who have less need
for power distance and are more comfortable with ambiguity are expected to prefer more individual-based
compensation structures (e.g., Schuler & Rogovsky, 1998). Such structures reward individual rather than
group behavior, and are higher-risk for the individual because it is the individual’s performance alone that
determines the outcome. More collectivistic individuals and individuals higher on uncertainty avoidance
and power distance would not find this type of reward system to be as motivating and would likely prefer
a reward structure focused on the group more than on the individual. Therefore,

H3a: Employees in U.S. based nonprofits will have a stronger preference for individual-based
compensation than will employees in South Korean nonprofits.
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HS5b: Employees in South Korea based nonprofits will have a stronger preference for compensation based
on group performance.

As previously noted and explained by labor donation theory, in the U. S. nonmonetary compensation
is more valued by nonprofit employees. However, the long-term oriented culture of South Korea is
associated with thrift and future-oriented behaviors, such as planning and investing (Hofstede 2011).
Further, when there is high need for certainty, time is seen as money and security is important as a motivator
(“Hofstede Insights”, n.d.). Therefore, we hypothesize that:

H5c: Employees in South Korean based nonmprofits will have a stronger preference for monetary
compensation over nonmonetary compensation than will employees in U.S. nonprofits.

Gowan (2004) suggests that individuals with a need for higher power distance will see a more directive
boss and hierarchical organization structure more positively than will individuals with a lower need for
power distance. In South Korea, hierarchies are expected and respect for one’s superior is important
(“Hofstede Insights”, n.d.). One way to show respect is to afford greater power distance in the superior-
subordinate relationship (Aycan, 2005). Employees in a lower power distance culture would show more
preference for a closer working relationship with their supervisors and peers than would be found in a high
power distance culture. Based on this information, we hypothesize

H6: Employees in U.S. based nonprofits will have a stronger preference for a closer working relationship
with their supervisor than will employees in South Korean nonprofits.

Power distance and uncertainty avoidance are important cultural dimensions that influence perceptions
of evaluation processes (Fried et al., 2012). Generally, one would expect that individuals from high power
distance cultures would prefer evaluations by supervisors because of the appreciation of hierarchy, while
those from lower power distance cultures prefer self-evaluations. On the other hand, coming from a higher
uncertainty avoidance culture would lead to a greater preference for self-evaluations, but less preference
for evaluations done by one’s supervisor (Fried et al., 2012). Furthermore, collectivistic and high power
distance cultures also impact employees’ perceptions of the purpose of evaluation. According to Fried et
al., (2012), higher power distance cultures would be less likely to prefer evaluations for development, merit,
promotion and termination purposes, and higher collectivistic cultures tend to prefer evaluations for
feedback more than for development and termination purposes. Thus, we hypothesize that:

H7a: Employees in South Korean nonprofits will have a stronger preference for evaluations from peers
and self-evaluations than will employees in U.S. based nonprofits

H7b: Employees in U.S. based nonprofits will have stronger preferences for evaluations from supervisors
than will employees in South Korean nonprofits.

H7c: Employees in U.S. based nonprofits will have a stronger preference for evaluations to be used for
development, merit, promotion, and termination than will employees in South Korean nonprofits.

H7d: Employees in South Korean nonprofits will have a stronger preference for evaluations used for
Jfeedback than will employees in U.S. based nonprofits.

METHODOLOGY
This comparative study was designed to examine the preferences for HR practices in NPOs in two

different cross-cultural contexts. Data were collected through a combination of convenience and snowball
sampling techniques.
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Sample

The participants were current nonprofit employees in South Korea and in the United States. In total,
154 nonprofit employees responded to the survey. A network of nonprofit professionals known to one of
the authors was the original contact group; these original participants extended invitations to their co-
workers and friends in the nonprofit sector to participate in the survey. A total of 67 Korean respondents
participated in the survey, comprising 22 males and 44 females, with an average age of 32.94 years (SD =
6.556).

A total of 87 U.S. participants were recruited in the same way through the help of a local nonprofit
network and personal connections. The U.S. sample comprised 40 males and 46 females with an average
age of 42.52 years (SD = 11.442). The U.S. samples were homogeneous in terms of ethnicity (only one
identified as non-white). Inspection of the data revealed that U.S. participants are older than South Korean
participants (¢ = 6.068, p < .05). However, age was controlled in the statistical analyses. Previous research
has identified generational differences in the workplace in terms of preferences for HR practices (Becton,
Walker, & Jones-Farmer, 2014; Cogin, 2012; Korn, 2010; Lyons & Kuron, 2014).

Participants were recruited from similar-sized nonprofit organizations in South Korea and the United
States so that the findings could be generalized across the sample. The survey was administered through
the internet, a methodology that provided a more accessible and convenient way for collecting data from
respondents across the two countries (Adams, 2010).

Since the study participants are from two countries that speak different languages, an appropriate
method to translate the HR practice preferences questionnaire and demographic questionnaire for the
Korean population was required. Specifically, the translation and back-translation procedure described by
Brislin (1980) was applied. In this procedure, a bilingual translator who is a communication professor at a
university first translated all English survey items into Korean. After translating the survey into Korean,
the survey items were back translated into English by another co-author and the back-translated surveys
were compared with the original surveys. In this way, the translation process and the accuracy of translation
could be evaluated. This translation and back-translation procedure helps researchers to overcome the
challenges that often appear in cross-cultural studies.

Study Variables

To examine differences in preferences for HR practices across national cultures, we adapted items from
the assessment tool developed by Fried et al. (2012) for their multinational HRM research. The
questionnaire contains a list of HR practices that are considered to be important for making comparisons in
a cross-cultural setting and asks respondents to indicate their level of preference for each practice. The
questionnaire consisted of 10 items, with some items having multiple parts. All questions except those
about the reason for choosing the current NPO employer and motivation for joining a nonprofit were
answered on a Likert scale of 1 (not at all) to 7 (very much). Lower scores indicate lower levels of
preference, while higher scores indicate higher levels of preference.

Reason for Joining Current NPO and Motivation for Working in NPO

Respondents selected their reason for joining their current organization by choosing from the following:
organization’s mission and values, salary and compensation, benefits, professional development, potential
career development, global experience, or working environment and relationship with co-workers. Similar
choices were given to the participants to indicate their motivation for their work in a NPO.

Work Design

For the autonomy questions, respondents were asked if they would prefer to have autonomy in different
situations including in decision-making, their job description, and how their time at work is spent.
Preferences for flexible working environments were indicated by having participants respond to items about
different working arrangements, including working from home, shared work, compressed work weeks, and
flextime. Respondents also indicated the extent to which they preferred to participate in job rotation.
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Managing Employee Attitudes and Behaviors

Participants indicated their preferences for compensation based on individual performance and group
performance, and indicated if their preferences were more for monetary compensation (e.g., bonuses, pay
raises) or nonmonetary compensation (e.g., holidays, vacation time, sick leave). Respondents were also
asked about their preferences for having a relationship with their boss outside and inside the office. Also,
participants indicated their preferences about the agent of evaluation and purpose of evaluation, specifically
who their evaluators should be (e.g., supervisor, peer, subordinate, self) and their preferences regarding the
purpose (i.e., feedback, career development, merit raises, promotion, termination) of evaluations.

Country and Age
Country was coded as “0” for the U.S. participants and “1” for South Korean participants, and
respondents provided their age at the time of survey completion.

RESULTS

To test for significant differences in both reasons for joining the current organization and their
motivation for working in a nonprofit, we conducted multinomial logistic regression in which the dependent
variable was the reason or the motivator and the independent variable was the country identification,
controlling for age. Results are in Table 3.

To test the rest of the hypotheses, we conducted ANCOVAs in which the independent variable was the
country identification and the dependent variable was the strength of the preference for the HR practices
listed, while controlling for the age of the participants. ANCOVA results are in Tables 4 and 5. As
mentioned earlier, age was selected as a control variable in the ANCOVAs because many previous HR
studies have acknowledged generational differences in workplace attitudes (Becton, Walker, Jones-Farmer,
2014; Cogin, 2012; Korn, 2010; Lyons & Kuron, 2014). Also, the different sample size (U.S.=87 and South
Korea=67) did not affect the results as homogeneity of variance was not a problem in this study (Grace-
Martin, 2013).

Reasons for Choosing Current NPO

Results indicate that country [¢*(7)=14.427, Nagelkerke R*=202, p=.044] was statistically significant
for the reason for joining the current nonprofit organization, but age [y (7)=9.450, p =.222] was not. Thus,
only country makes a significant contribution to the model. However, examining parameter estimates, no
significant factor influenced the likelihood of choosing other responses over the choice of organization’s
mission and vision as the reason for joining the current organization. U.S. based employees had a higher
percentage of employees selecting the organization’s mission and vision as the most preferred reason for
joining the current organization (78.2% vs. 67.2%) (see Table 3).

As explained earlier in the paper, many nonprofit employees join the NPO sector because their personal
mission/vision/values align with those of the organization. A majority of employees in the study from both
countries chose to join their current nonprofit organizations because of the mission and vision of the
organization. However, though not statistically significant, comparing percentages of their answers in both
countries, a higher percentage (more than double) of South Korean nonprofit employees indicated the
importance of professional development as a reason compared to U.S respondents (U.S.= 3.4%, South
Korea=8.9%). In addition, a higher percentage of South Korean nonprofit employees indicated a reason to
join the current nonprofit organization was to have global working experiences compared to U.S.
respondents (U.S.=0%, South Korea=8.9%). These findings suggest that South Korean nonprofit employees
use the nonprofit experience as a stepping-stone to move up to the next level or to build other careers,
providing some support for hypothesis 1a. Interestingly, U.S. respondents chose the working environment
and relationship with co-workers and boss as a reason to join nonprofit organizations more than the South
Korean respondents (U.S.=9.2%, South Korea=3.0%). Further research is needed to confirm or disconfirm
these differences since none of the differences were found to be statistically significant.
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Motivation to Work for NPO

The results for the motivation to work at a NPO show that country [y*(5)=4.453, Nagelkerke R*=.099,
p=.486] was not statistically significant while age [ (5)=11.383, p=.044] was statistically significant (see
Table 3). Thus age makes a significant contribution to the model. For instance, the negative significant
coefficient for the category relationship with coworkers and boss (B=-.082, p=.044) indicates that younger
employees were more likely to choose that category as their motivation than were older employees,
regardless of country. Looking at the response percentages, the motivation for engaging in nonprofit work
is similar to the reason for joining the current nonprofit organization and that reason is the organizational
mission and values. Similar distributions were found between the two countries, although the percentage
for South Korea was slightly higher (56.7% vs. 55.2%), however, that difference was not statistically
significant.

Looking at all of the response percentages we found that the motivation for engaging in nonprofit work
is similar to the reasons for joining their current nonprofit organizations such that nonprofit employees’
motivation primarily lies in the organizational mission and value. Similar distributions were found between
the two countries. However, while not statistically significant, there was a difference in training and career
development as motivators for South Korean nonprofit employees more than for U.S. employees
(U.S.=3.4%, South Korea=7.5%), providing some support for Hypothesis 1b.

TABLE 3
REASONS FOR CHOOSING CURRENT NPO AND MOTIVATION FOR
WORKING IN A NONPROFIT

Nonprofit Employees Choices U.S.A. S. Korea  Both Countries

Organization’s mission and vision 78.2% 67.2% 73.4%

Salary and compensation 0% 3.0% 1.3%
Reasons for Benefits 0% 1.5% 0.6%
Choosing Professional Development 3.4% 8.9% 5.8%
Current NPO Potential career development 3.4% 3.0% 3.2%

Global Working experience 0% 8.9% 3.9%

Working environment and relationship 9.2% 3.0% 6.5%

Other 5.7% 4.5% 5.2%

Money and other compensation 3.4% 3.0% 3.2%
Motivations of  Balance of work and home life 18.4% 19.4% 18.8%
Nonprofit Organization’s mission and value 55.2% 56.7% 55.8%
Works Training and career development 3.4% 7.5% 52%

Relationship (with co-workers and boss) 11.5% 10.4% 11.0%

Other 8.0% 3.0% 5.8%

Work Design
Autonomy

Hypothesis 2 predicted that U.S. based employees would have a stronger preference for autonomy than
would South Korean based employees. No significant difference was found for autonomy with regard to
making decisions in the job or how participants spent time at work (see Table 4). However, opposite our
prediction, South Korean employees did prefer more autonomy in their job descriptions compared to the
U.S. nonprofit employees [F(1,147)=5.000, p=.027]. H2 was not supported.

Flexible Work Environment

Hypothesis 3 predicted that U.S. based employees would have a stronger preference for a flexible work
environment than would South Korean employees. Significant differences were found for two of the four
types of flexible working arrangements studied but opposite the direction predicted: job sharing [F(1,
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148)=31.498, p<.001] and compressed work [F(1, 148)= 24.442, p<.001]. South Koreans preferred job
sharing and compressed workweek more than U.S. based nonprofit employees. No statistical significance
was found between the two countries for home/teleworking arrangement or flexible time. H3 was not
supported.

Job Rotation

Results indicate that there was a significant difference in mean preferences of job rotation
[F(1,148)=4.293, p=.040] between the countries while adjusting for age. However, opposite H4, the South
Korean nonprofit employees preferred job rotation more than the U.S. nonprofit employees.

TABLE 4
ANCOVA RESULTS FOR WORK DESIGN
Country n  Mean  SD F p n
In making decision U.S. 84 648 1256 3269 073 .022
in your job S.Korea 66 591 1.199
Autonomy In job description U.S. 84 557 1.555 5.000 .027 .033
S.Korea 66  5.97 1.228
How you spend time ~ U.S. 85 6.61 1.176 684 410 .005
for your job S.Korea 66  6.33 1.207
Home/Teleworking  U.S. 85 5.01 1.729 2968 087 .020
S.Korea 65 4.38 2.005
Flexible Job Share U.S. 85 238 1.832 31498 000 .175
Working S.Korea 66 4.33 1.731
Arrangement  Compressed Work U.S. 85 431 2.024 24442 000 .142
S.Korea 66  5.88 1.259
Flexible Time uU.Ss. 85 6.15 1.064 232 631 .002
S.Korea 65  6.35 975
Job Rotation ~ Job Rotation uUs. 85 375 2.143 4293 040 .028

S.Korea 66 4.73 1.853

Managing Employee Attitudes and Behaviors
Compensation

Hypothesis 5a predicted that U.S. based employees would have a stronger preference for individual-
based compensation than would employees in South Korea. There was a significant difference in mean
preference based on individual performance [F (1, 148)=25.190, p<.001] between the two countries (see
Table 5). U.S. based employees showed a stronger preference for individual based compensation than did
South Korean employees, providing support for H5a.

H5b predicted that South Korean based employees would have the stronger preference for group-based
compensation. H5b was supported. A significant difference in mean preference for compensation based on
group performance [F (1, 146)=22.521, p<.001] was found between the two countries, with South Korean
employees having the stronger preference for group-based compensation.

Hypothesis 5S¢ predicted that South Korean based employees would have the stronger preference for
monetary compensation over nonmonetary compensation. There was no significant differences found
between the two countries in regard to the type of compensation (monetary vs. non-monetary). H5¢ was
not supported.

Relationship With Supervisor

Hypothesis 6 predicted that U.S. based employees would have a stronger preference for a closer
working relationship with their boss than would South Korean based employees. This hypothesis was
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supported for inside the office relationships with the supervisor [F(1, 143)=7.177, p=.008] but not for
outside the office. H6 was partially supported.

TABLE 5
ANCOVA RESULTS FOR MANAGING EMPLOYEE ATTITUDES AND BEHAVIORS
Country N  Mean  SD F p 7
Based on Individual ~ U.S. 85 6.69 1.512  25.190 .000 .145
Performance S.Korea 66 526 1.611
Based on Group uU.Ss. 84 380 1.802 22521 .000 .134
Compensation Performance S.Korea 65 529 1.702
Monetary uU.S. 85 471 1.632 743 390  .005
Compensations S.Korea 66 4.24 1.832
Relationship Inside the Office U.S. 80 6.21 1.689  7.177 008 .048
with Supervisor S.Korea 66 559 1.123
Outside the Office u.Ss. 87 3.82 1.877  .000 987  .000
S.Korea 67 3.90 1.692
Supervisors uUS. 85 6.14 953 30.620 .000 (172
S.Korea 66 514 1.214
Agent of Peer UsS. 85 452 1.777 1868 174 012
Evaluation S.Korea 66 5.18 1.201
Subordinate US. 85 482 1.774 128 721 .001
S. Korea 66 501 1.478
Yourself U.S. 85 511 1.633 493 484 003
S.Korea 66 5.14 1.288
Feedback U.S. 84 6.13 1.128 7694 006 .050
S.Korea 66 558 1.241
Career Development  U.S. 8 571 1.518 22823 000 .134
Purpose of S.Korea 66 459 1840
evaluations Merit Raises US. 85 552 1.485 14290 .000 .088
S. Korea 66 4.68 1.675
Promotion U.S. 85 524 1.667 74714 000 335
S.Korea 66 267 1.995
Termination U.S. 84 417 2463 15186 .000 .094

S. Korea 66 5.74 1.027

Performance Evaluations

Hypothesis 7a predicted that South Korean employees would have the stronger preference for peer and
self-evaluations. This hypothesis was not supported. No statistical significance was found between
preferences of the two groups of employees for peer or self-evaluation.

H7b predicted that U. S. based employees would have a stronger preference for evaluations by
supervisors than would South Korean employees. This hypothesis was supported [F(1, 148)=30.847,
p<.001].

The results for H7a and H7b also indicated that there were significant differences based on age for
evaluations done by subordinates (F=4.536, p=.035, partial n? =.030) and by peers (F=5.046, p=.026, partial
1n*=.033). Younger nonprofit employees preferred to be evaluated by peers and subordinates more than did
older nonprofit employees, regardless of country.

H7c predicted that U.S. based employees would prefer evaluations to be used for development, merit,
promotion, and termination more than would South Korean employees. H7¢ was partially supported. U.S.
based employees preferred evaluations for career development [F(1, 148)=22.823, p<.001], merit raises
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[F(1, 148) =14.290, p<.001], and promotion [F(1, 148)=74.714, p<.001]. However, South Korean
employees showed a greater preference for evaluations to be used for terminations [F(1, 147)=15.186,
p<.001] than did U.S. based employees. Career development was also differentiated by age. Older
employees preferred to use evaluations for career development more than did younger employees (F=5.746,
p=.018, partial n=.134).

Last, H7d hypothesized that South Korean nonprofit employees would have a stronger preference for
evaluations used for feedback than U.S. based employees. The results were statistically significant but
opposite what was expected. U.S. based employees showed the greater preference [F(1,147)=7.697,
p=.006]. H7d was not supported.

DISCUSSION

Comparative research has been noted as a useful tool to advance understanding of NPOs (von
Schnurbein, Perez, & Gehringer, 2018). This research study provides a comparative analysis of HR practice
preferences of employees in NPOs in the U.S. and South Korea. The findings indicate that there are some
significant national differences in employee preferences related to work design and employee management
of attitudes and behaviors in NPOs. These findings provide evidence of the need to address such issues in
the NPO comparative literature, and point to implications for practice. Overall, the findings further confirm
that the results of for-profit comparative studies cannot be generalized to NPO comparative studies of HR
practices, even when cultural differences suggest they should be similar.

Reason for Choosing Current NPO and Motivation for Working in NPO

As shown in the statistical analyses, similar preferences were found between participants in the two
countries in their reasons for choosing their current nonprofit organizations and the motivation for their
nonprofit work, although the relationship with motivation for working was not statistically significant. As
explained earlier, many people choose to work in nonprofit organizations because the organizational
mission and vision aligns with their personal values (Brown & Yoshika, 2003). With this understanding,
nonprofit employees are less sensitive to monetary benefits, which are not their primary motivator (Devaro
& Brookshire, 2007, Parry et al., 2005; Roomkin & Weisbrod, 1999; Schepers et al., 2005). Labor donation
theory and social exchange theory discussed earlier in this paper support such HR practices in the sector.

Additionally, while not statistically significant, there were some interesting percentage differences that
merit further exploration in the reasons for choosing the current NPO and in the motivation for working in
a NPO. With regard to reasons for choosing the current NPO, a higher percentage of South Koreans (8.9%
vs. 3.4%) indicated that professional development was the reason they chose the NPO which may relate to
the long-term orientation of South Koreans. No U.S.-based employees selected global working experience
as a reason but 8.9% of South Koreans did. This difference may be an indicator that the U.S. respondents
did not perceive their NPO as being global while South Koreans were the opposite; however, further
research would need to explore this idea. Last, 9.2% of U.S.-based NPO employees indicated that the
working environment was a factor in their decision to choose their current NPO while only 3.1% of South
Koreans indicate that as a reason. This reason was the second most indicated reason by the U.S. sample but
was in a three-way tie with salary and compensation and professional and career development for second
from last choice for the South Koreans. Clearly the other factors were more important to the South Koreans
and less important to the U.S. sample. This outcome was somewhat surprising given that South Korea is a
collectivistic society with a focus on the in-group which could include on the job.

More than twice as many South Koreans than U.S. based employees (7.5% vs. 3.4%) selected training
and career development as their motivation for working in a NPO. Except for the “other” category, this
reason was the only choice where there was much difference between the two countries. This result is
similar to the finding regarding professional development for reason for choosing current NPO. Also,
younger employees were more likely to indicate that relationship with coworkers and boss was a motivator
for working in a NPO. Workplace environment has more effect on the younger generation in their decisions
to stay at a job, and they prefer to have a friendly relationship with coworkers and boss (Carter, 2015).
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Work Design

Research on autonomy suggests that it is more likely to be appreciated in relatively higher
individualistic and low power distance cultures. In a study of for-profit organizations, Fried et al., (2012)
reported that both higher power distance and collectivistic cultures negatively influence the desire for
autonomy (Fried et al., 2012). Our results differ. Contrary to expectations and previous research, this study
found that there were no significant differences in preferences for having more decision making power on
the job and having more ability to determine how time was spent on the job between the U.S. and South
Korean employees. There was, however, a significant difference for preference for autonomy in the job
description with South Koreans indicating a greater preference for that autonomy than U.S. based
employees. This finding seems counterintuitive since South Korea is high on power distance, which is
associated with hierarchy, everyone having a defined place in the organization, and expectations employees
have of being told what to do.

The finding that South Koreans showed a preference for job sharing and a compressed work week may
be explained in terms of the collectivistic and future-oriented culture that makes South Korean employees
more likely to prefer a relatively high control of time (Peretz & Fried, 2009). Having control of time
provides more opportunity for prioritizing family relationships, and also fits with the lower score on
masculinity/higher femininity that suggests South Koreans are concerned with caring for others and with
quality of life (Hofstede, 2011).

Last, the finding that South Korean nonprofit employees showed a greater preference for job rotation
than did the U.S. based employees may be explained by the long-term oriented Korean culture. In this
culture, planning and investing for the future and career is highly valued. In addition, contemporary Korean
HR management trends indicate that many South Korean companies tend to prefer more generalists who
could perform a variety of roles for the company while providing flexibility internally (Yang & Horak,
2019; Yoon & Chae, 2012), abilities which come from participating in a job rotation experience.

Managing Employee Attitudes and Behaviors

According to Aycan (2005), collectivistic societies tend to implement group-based rewards more, while
individualistic societies implement individual-based rewards more. As South Korea is viewed as a
collectivistic society, it was logical that they preferred group-based compensation. The U.S. preference also
fits with the U.S. focus on individualism. Thus, it becomes important to ensure that compensation practices
are aligned with the employee preferences in order to ensure organizational goals are achieved.

Both U.S. and South Korean nonprofit employees indicated low preference for having a relationship
with their boss outside the office. However, U.S. nonprofit employees had a stronger preference for having
a close working relationship in the office, which is logical given the U.S. low power distance culture in
which friendship or fellowship between leader and subordinate is valued inside the office. However, for a
high power distance culture that values seniority and hierarchy like South Korea’s, this relationship is less
preferred.

With regard to evaluations, only one significant difference was found: evaluation done by supervisor.
U.S. nonprofit employees preferred this agent of evaluation for their evaluations more than did the South
Korean participants. This finding can be explained by the United States’ performance-oriented culture
(House et al., 1999). According to Fried and his colleagues (2012), higher performance-oriented cultures
tend to have higher employee preference for evaluations to be done by a supervisor. Further, Tenahiil4 et
al. (2016) suggest that in high power distance cultures, there is less likely to be two-way communication
between supervisor and employee leading to a lower likelihood that supervisor to employee feedback is
likely to occur.

This cultural aspect also explains why U.S. nonprofit employees preferred performance evaluations to
be conducted for feedback and promotion purposes, as performance orientation has a positive effect on
those purposes (Fried et al., 2012). On the other hand, a collectivistic culture is more likely to have less
preference for their evaluation to be used for career development. Interestingly, the younger participants
were, the more they preferred performance evaluation to be done by subordinates and peers. In addition,
older employees preferred to use performance evaluations for the purpose of their career development,
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perhaps because of their better psychological contract with the employer than younger employees have
(Schalk, 2004). On the other hand, younger employees may prefer their evaluations to be done by
subordinates and peers more than older employees because they value relationships in the workplace
(Bannon, Ford, & Meltzer, 2011).

LIMITATIONS

Although this research provides evidence of differences in preferences for HR practices across borders,
cultural awareness and information about the significance of national differences in nonprofit HR
preferences, there are some limitations. One limitation of this study is the sampling technique. Even though
convenience and snowball sampling techniques are economical, efficient, and effective for gathering data,
they allow less control for the researchers in gathering a sample. Samples might be biased as they possibly
share similar cultures, demographics, and traits (Atkins & Flint, 2001; Biernacki & Waldorf, 1981). The
samples were similar within the country, but there were difterences in age between the two countries. By
using age as a covariate, we were able to control for this difference. Another limitation is that cultural values
were not measured directly resulting in conclusions based on what is known about each country. Still, this
practice has been followed in numerous other comparative studies (e.g., Andreassi et al., 2014).

Future research should include assessment of other HR practices in addition to those included in this
study. There may be other practices where differences are even more pronounced or that are equally critical
to the ability to attract, motivate and retain employees. The focus should be on selecting high-performance
HR practices (e.g., Andreassi et al., 2014). Additional demographic information, such as nationality and
tenure in the organization would add deeper understanding of the differences in preference for HR practices
across borders. Last, conducting comparative research within multiple NPOs based in multiple countries
will lead to a stronger comparative study with greater understanding about the impact of cultural values on
preferences for HR practices by employees.

CONCLUSION

The findings in this paper can serve as a starting point for nonprofit scholars and practitioners to better
understand the preferences of HR practices of nonprofit employees in South Korea versus the United States.
The information provides further confirmation of the importance of considering different preferences across
borders for HR practices rather than adopting a one-size fits all approach. As noted earlier, few comparative
studies on HR practices exist in the literature for the nonprofit sector. However, researchers can build on
this introduction and the few others that exist to expand and explore cultural aspects of HR practice and
policy in the nonprofit sector.

Overall, and unexpected, the South Koreans preferred autonomy in their job design and preferred job
rotation more than U.S. based employees. These findings suggest that there are other factors than the
cultural values we used that impact preferences relative to work design. Further, the outcome that U.S.
based employees were more likely to have stronger preferences for HR practices designed to manage
employee attitudes and behaviors was more in keeping with what we expected to find. Managing employee
attitudes and behaviors is much more a part of the U.S. based culture where there is greater variability in
employer/employee relationships than there is in the more hierarchical-focused Korean culture. In the South
Korean culture, employee attitudes and behaviors are more likely to be well-scripted along defined roles.

With regard to future research, consideration should be given to the nature of the work of the NPOs in
each country. Specifically, Choi and Yang (2011) suggest that consideration should be given to the role of
nonprofits in Korea relative to national and local issues. Seeking comparable NPOs in the other country or
countries of interest would provide a stronger comparative analysis relative to preferences for HR practices.

These findings serve as a reminder to nonprofit HR managers in international nonprofit organizations
to consider cultural influences when developing HR policies for subsidiaries, affiliates, or
international/national offices around the world. Researchers indicate that although many multinational and
international companies have entered the Korean market, many have failed and withdrawn from the Korean
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market because they failed to adjust their global strategy to the Korean cultural context, which also includes
the Korean HR management (Puck, Kittler & Wright, 2008; Yang & Horak, 2019). Overall, HR managers
from international/global nonprofit organizations should carefully examine the host countries’ cultural
dimensions when developing HR policies for the management in the host countries. Doing so is critical for
organizational success as more expansion globally of NPOs is expected. NPOs have become necessary for
policymaking and service delivery in many countries, and those roles are only expected to increase (Casey,
2018).
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