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Assessment and Intervention Issues in

 International Organizational Consulting


Cultural competence in international organizational consulting involves more than practicing social etiquette that encourages participation in assessment and intervention activities ( Sue, 1978; Sue & Zane, 1987; Sue, Arredondo, & McDavis, 1992; Holcomb-McCoy & Myers, 1999).  While genuine, appropriate behavior is considered germane to effectiveness in every consulting venture (APA13, 2000), working with international clients and multicultural workgroups brings the U.S. consultant’s credibility and relevance under intensified scrutiny (Paşa, Kabasakal, & Bodur, 2001; Hofstede, Neuijen, Ohavy, & Sanders, 1990).  

The challenge for the organizational consulting psychologist is to temper interventions with consideration of the client’s zeitgeist [spirit of times], ortgeist [spirit of the place], weltanschuung [outlook on the world], and erliebnistypus [experience balance].  Knowledge from culture orientation profiling, organizational culture analysis, and individual employee assessments sets the stage for effective, non-invasive consulting.

The compelling, vital need for concentrated attention to cultural competence is illustrated in the September 11, 2001, suicide attacks on U.S. landmarks that killed thousands of civilians and hundreds of  military personnel.  This example of extreme consequences when people fail to comprehend cultures that vary from their own assumptions of good and bad behavior, right and wrong lifestyles is a sharp reminder for all U.S. psychologists – scientists, academicians, and practitioners of every specialization – of the importance of their international work and our professional commitment to “strive to help the public in developing informed judgments and choices concerning human behavior (APA, 2001, p. 6).  Consulting psychologists are in the business of “increasing knowledge of behavior and people’s understanding of themselves and others and to the use of such knowledge to improve the condition of individuals, organizations, and society” (APA, 2001, p. 6).

Psychologists are asked to  “prevent or minimize harm to others through acts of commission or omission in their professional behavior . . .[and instructed that] When conflicts occur among psychologists’ obligations or concerns, they [are to] attempt to resolve these conflicts and to perform their roles in a responsible fashion that avoids or minimizes harm.” (APA, 2001, p.6)  In light of these professional obligations, cultural competency for international organizational consultants becomes more than polite, good manners and assumes dimensions of diplomacy with a backbone of specialized knowledge in psychology, psychometrics, and organizational consulting theory and methods.

BASIC CULTURAL CONSIDERATION 

Valid cross-culture exchange in international organizational consulting hinges on minimizing overt and unconscious bias.  Intervention modes as well as many standardized tests typically used by U.S. consulting psychologists in formal assessment work potentially contaminate diagnostic processes and consulting outcomes (Dana, 2001a). In Western / Euro-American cultures the organizational psychologist interprets information about behavior, performance, and competence of individuals, work groups, or organizations by working with normative tables that provide comparison exemplars in order to benchmark performance against known excellent, average, or poor performances, and to establish standards and parameters for acceptable behavior (Barclay, 1991).  Absence of culturally appropriate exemplars, role models, or culture-specific normative statistics can negate validity of assessment reports and intervention strategies.

Whether an international consultant is called upon for expert, assessment, or intervention work, cultural sensitivity and consideration prove critical in the management of the consultation project, as strongly as consideration / relationship behaviors did in the 1950’s Ohio State leadership studies.  This stream of organizational leadership research, adapted for indigenous organizational consulting by Japan’s respected Professor Mitsumi (1985), points out the necessity for managers and leaders to attend to both task and consideration aspects of organizational productivity (Blanchard & Hersey, 1977; Bass, 2002 in-process). Consideration issues effecting cultural competence are important in two major organizational consulting functions addressed here:  assessment and intervention.
Assessment problems discovered in transfer of Euro /American methods to other cultures are described as deeply embedded in U.S. psychological science and thinking.  Technical and procedural issues are compounded and masked by the dominance of American management theory in international associations during the final decades of the 20th century (Pasa, Kabasakal, & Bodur, 2001).  Promulgation of U.S. concepts resulted in an impression that a “good” manager in the U.S. would also be a good manager in other countries.  Chen (1996, p.165) cautioned “there are no one-size-fits-all international managers who can be effective across several cultures, especially among cultures with many cultural differences.” More subtle, but equally pervasive biases in Anglo (American) academic and scientific methods are cultural assumptions underlying quantitative techniques, as is illustrated by the proposed reformulation of the null hupothesis to assert “truth” as that there are cultural differences as opposed to the standard no-difference stipulation (Cuéllar, 2000; Dana, 2001b; Malgady, 2000; van de Vijuer 1996, Hambleton, 2002).

CURRENT NEED FOR ORGANIZATIONAL CONSULTING PSYCHOLOGISTS

With or without quick resolution of issues surrounding statistical methods, unbiased research hypotheses, and interpretation of ethical  proscriptions, greater numbers of consulting psychologists who were raised and trained in the U.S. are being called upon to provide organizational consultation to businesses, agencies, and industries in other countries; to companies operating in the U.S. that are owned by groups from non-U.S. countries; and, to organizations with multicultural work group constituencies (Hodgson & White, 2001).  Small and mid-sized businesses of every sort across the country increasingly rely on international suppliers and consumers. Countless U.S. service firms employ greater numbers of emigrants for jobs such as housekeeping, lawn and yard maintenance, taxi driving, restaurants, and repairs on durable goods and appliances.  The American Management Association reports that since the 1960s the percent of the US companies exposed to international competition increased from 7 to 80% (Greenberg, 1998).

CULTURAL COMPETENCE TRAINING


Dana (2001b) states that U.S. psychologists in all areas of professional practice rely on workshops, continuing education courses, and in-service training to gain cultural competence.  He adds that much of this training is didactic, superficial, or out of context, and calls for integration and integumentation of cultural training into doctoral programs, and for post degree continuing education courses that clarify how practitioners can apply new research findings.  Dana commends curricula that are multicultural rather than Euro-centric and the assessment courses that compare protocols from diverse cultural populations, examining conclusions drawn from both high inference procedures where little standardized interpretation is available and from low inference instruments where little interpretation is required.  

CULTURAL COMPETENCY CRITERIA


At least five different self-report instruments are being used to assess cultural competence of psychological service providers (Dana, 2001a).  In general, cultural competence is considered to comprise two functional clusters: attitudes and beliefs; and, knowledge and skills (Arredondo et al., 1996). Initially, questions associated with a comprehensive model of 31 multicultural competencies (Sue, Arredondo, McDavis, 1992) were used to describe three characteristics:  awareness of one’s own cultural values and biases, awareness of the client’s world view, and knowledge of credible, acceptable interventions.  


A national survey completed with the Multicultural Counseling Competence and Training Survey (MCCTS) reported responses of predominantly White American (90%) professional psychologists and counselors.  Self-perceived competence in working with African Americans, Hispanic Americans, Asian Americans, and American Indians/ Alaska Natives was reported to be 38%, 26%, 16%, and 8%, respectively (Dana, 2000). “Cultural competence begins with a service delivery style or social etiquette that is acceptable to clients. . .More specifically, each cultural / racial group has a distinct preference for certain behaviors and an emotional climate conveying a sense of being understood that includes how affect is expressed as well as the pace, kind and extent of assessment services” (Dana, 2001b,  p. 461-462).

Standards for competence (Dana, 2001b; Dana, Behn & Gonwa, 1992) that were developed by the Western Interstate Commission for Higher Education (WICHE) for the California Cultural Competence Task Force (Dana, 2001b) and included in the subsequent California plan are: a) access -- i.e., language accessibility, linguistically appropriate written information, and responsiveness of the specialty service provider; b) quality of care -- competent evaluation, diagnosis, intervention; and c) quality management -- utilization, evaluation of outcomes, continuous improvement plans.  Although not directed to organizational consulting per se, I contend that these same factors are equally applicable to competent practice of international consulting psychology.

CONSULTANT BIAS


Dana (2001b) urges assessment practitioners and consultants to examine and understand their own cultural identities, to engage in explicit training to develop cultural knowledge and skills, and to make opportunities for in-vivo experiences in other cultural communities.  A further recommendation is to work toward obtaining fluency in a relevant language, something that psychologists trained outside the U.S. typically acquire in early education and schooling. Jaris Draguns (2001), recipient of the APA award for Distinguished Contributions to the Advancement of International Psychology, writes that “ the development of a truly international psychology is obstructed at this point by the massive disregard of contributions that are published in languages other than English” (p. 1019), and proposes 11 suggestions to overcome linguistic isolation of psychologists who disseminate their ideas and findings in languages other than English.

The significance of the consultant’s self is an established variable in studies of client-perceived efficacy and utilization of psychological services (Combs & Gonzalez, 1997; Purkey, 1970). Acknowledging the potential for the self inadvertently to cause harm through acts of omission or commission, whether from ignorance or arrogant assumption, the international organizational consultant takes time to hone the self-as-instrument (Combs, Miser & Whitaker, 1999; Covey, 1989; Combs & Snygg, 1959). 

International Consulting Literature  

Growing numbers of consultants, perhaps eager to be identified with an age of maturing internationalism in corporate business, invoke the word “international” as often as possible in resumes listing clients and work experiences. Providing psychological services in the U.S. to a firm with a corporate headquarters in Munich, or with branch operations in places such as Zurich, Beijing or Sydney, however, does not vet cultural competence in the design and delivery of organizational interventions anywhere/everywhere in the global economic-village outside U.S. boundaries. Consulting psychologists who take seriously the professional injunction to do-no-harm (APA, 1992, 2001) are proactive, not only in compliance with guidelines being established for the practice of consulting psychology (CP) Guidelines for Doctoral and Postdoctoral Training in Consulting Psychology/Organizational (APA13, 2000) and the Ethical Principles  of Psychologists and Code of Conduct (APA, 1992) but also with cultural competencies.  

Those who choose to work transnationally benefit from becoming informed about psychology and psychological services across a spectrum of cultures.  The goal is not an exhaustive knowledge of all practices in all cultures and subcultures, but rather familiarity with primary social variables and diversities.   It is beyond the scope of this chapter to provide a thorough review of information currently available on ethnic and national characteristics.  Representative of accumulating data applicable to international organizational consulting is a comparison of managers from twelve areas of the world (Bass, Burger, Doctor & Barrett, 1979).  The twelve geographic areas included in this pioneering research that was, and remains, of practical use for consultants are: the U.S., Britain, the Netherlands, Belgium,  Germany/Austria, Scandinavia, France, Italy, Iberia, Latin America, India, and Japan.    A recent, widely acclaimed extension of international data, known as Project Globe, is presented by House, Hanges, Ruiz-Qunitanilla, Dorfman, Javidan, Dickson, and Gupta:  “Cultural Influences On Leadership And Organizations” (1999).  

INTERNATIONAL KNOWLEDGE-BASE

Information about efficacy of international consulting projects is accumulating.  The following articles are indicative of recent reports in the Consulting Psychology Journal:  “An American Guide to Working with Chinese Managers: Enhancing Effectiveness Through Cultural Understanding”, (Chen, 1996); “Change Management and Consulting in Chinese Organizations,” (Davis, 1997); “Approaching Diversity: Training in the Year 2000”, (Plummer, 1998); “Cross-Cultural Consultation in a South African Cancer Setting”, (Mullin &  Cooper, 1998); “Quiet Chaos: An Organizational consultation in Mandela’s South Africa,” (Kaminstein, Smith & Miller, 2000); “Consulting on Culture: A New Bottom Line”, (Fisher & Alford, 2000).  


The International Psychology Reporter (APA52, 2001) provides brief cross-cultural perspectives.  In Vol.5, No.3 / 4, eleven countries are profiled in terms of cultural background and current psychological activity: China, Israeli, Switzerland, France, South Africa, Azerbaijan, Chile, Cyprus, Oman, South Korea, and Norway.  Perloff (APA52, 2001, p.34) is quoted as stating: “It is difficult to understand the Korean management system clearly without understanding the importance of its family system…One of the unique aspects of Korean management is management by family.” Likely, consultants with experience in consulting to family businesses would be better prepared for assignments in South Korea.  Other brief reports also contain information useful for consultants who work in the region, e.g.,  Oman has changed from rural and traditional to modern without accompanying intellectual or technology advances (APA52, p.31); in Cyprus seminars are needed to help the public appreciate psychology better and organizational psychology is not included in the list of topics taught in colleges (APA52, p.30); Azerbaijan lists applied psychology – personnel selection and military psychology – among their valued studies (APA52, p.27).


Other sources for articles about international consulting include the International Psychologist (IP), newsletter of the International Council of Psychologists;  Journal of Cross-Cultural Psychology; Advances in Global Leadership; the Academy of Management Review (AMR); the Journal of Social Issues (JSI); and Applied Psychology: An International Review (AP:IR). ).  The AP:IR attempts to reduce bias in theoretical models by publishing lead articles with complementary pieces from a range of countries, such as Fred Fiedler’s “Cognitive Resources and Leadership Performance” (Fiedler, 1995) and seven commentaries: USA (2); Germany (2); France (1); Japan (1); and India (1).

ASSESSMENT AND INTERVENTION SECTIONS


The next section in this chapter reviews advances in adapting psychological measures as assessment instruments for international applications; progress on formulation of etic (universal) assessment dimensions; and, the use of calibration consultation as an approach with potential to reduce cultural bias in organizational assessments.  Calibration is defined as refining the accuracy of an instrument by comparison with a known standard, which is often the elusive, critical variable in cross-cultural work.


The final section of the chapter presents a consulting process that includes cultural components; and, proposes the utility of adapting U.S. models and procedures associated with organizational culture, conflict, and decision making for use in projects conducted with non-U.S. cultures.  Modifying a U.S. emic conceptualization so that it becomes appropriate for use in multicultural situations, or in a different culture is psychologically complex and sensitive work.  Ancient efforts to achieve this level of cross-cultural sensitivity are most obvious in Egyptian syncretism. Traditional humanform gods were given the animal heads of the gods from merged cults:  Ra, the Sun god, the executive-king-administrator role model, was merged with falcon headed Horus, god of the Lower Nile.

According to the inner logic of Eastern Confucian philosophy, growth (development) of the human conceptualizing process includes both a deepening process and a broadening process (Tu, 1984; Gielen, 1989).  In this sense, exporting of Anglo organizational conceptual models and standard U.S. intervention techniques needs to be closely examined and prepared for use in the other culture.  In the Confucian philosophy, the broadening process leads from the self to an expanding universe of relationships: to the family, the community, the country, the world, and ultimately, the universe. In international organizational consulting the broadening process expands from emic, or a culturally specific universe of assumptions, hypotheses, and prescriptive recommendations, along a continuum that includes multicultural adaptations, and progresses into more etic, or culture general conceptualizations  (Dana, 2001a).  

The Eastern deepening process focuses on conceptual transformation that is based, in part, upon the integration of body, mind, heart and spirit, as demonstrated by attaining virtues such as jen (human-heartedness), li (propriety), i (righteousness), chung (loyalty), hsin (trustworthiness) and chung jang (the doctrine of the golden mean) (Gielen, 1989, p.61).  For organizational consultants, the deepening process begins by being conscious of value systems active in the client workplace, and of where clients fit along a continuum of culture orientation: Anglo / Euro-American, assimilated, bicultural, marginal, transitional, traditional [culture orientation that is not Euro-American] (Dana, 2000a, p.120).  In the intervention section of this chapter, the culture-calibration / action-research model (Figure 1) introduces both breadth and depth to international consulting.

INTERNATIONAL ASSESSMENT ISSUES


This section reviews progress in adaptations of U.S. emic assessment-instruments for international application; developments in the validation and recognition of etic universal assessment dimensions; and, the use of calibration consultation as an approach with potential to reduce cultural bias.  In psychological consulting, calibration refers to assessment procedures associated with action research methods (French & Bell, 1973) and preparation of heuristic criterion which can be practical targets for performance improvements, can be used with interventions intended to facilitate adjustment within a desired range, and can verify outcome efficacy (O’Roark, 1995).  In international organizational consulting, calibration assessment promotes cultural competency by assuming up front that organizational intervention strategy and tactics need to build around a central focal image of desired range and efficacy that is determined by assessment of extant social and organizational culture.

PSYCHOLOGICAL TESTING AND ASSESSMENT


A strong argument is made that  “optimal knowledge is obtained from a sophisticated integration of information derived from a multimethod assessment battery” (Meyer, et al, 2001, p. 155).  They draw a distinction between psychological testing and psychological assessment. Psychological testing is described as a “relatively straightforward” process of administering a particular scale to obtain a specific score.  Psychological assessment is defined as administering a variety of tests, using data obtained from multiple assessment methods, and interpreting the data in the framework of history, presage, observations, and the client’s reasons for requesting consultation, as well as social, economic and cultural conditions.  Meyer, et al. (2001) conclude that “The ultimate factor, given that tests do not think for themselves, is found to lie in the judgment of the psychologist-assessor” (p.153).  


This meta-analysis is encouraging for international consultants since it documents strong positive evidence for the validity of psychological tests and formal assessment procedures.  Yes, it is worth the effort and time required to adapt and apply the assessment tools of our trade for international and multicultural work.  Moreover, Kim (2001) serves as a concrete example of the benefits from outsider-insider collaborations in his MIT dissertation research into the Succession Rules for CEO in Large Japanese Institutions and Agency.  Kim reports the advantages of being a cultural outsider who can take a comparative perspective by using a U.S. succession model to contrast with the results of qualitative and quantitative insider data (Japanese emic) about succession rules.

ENVIRONMENTAL PRESSURE


Cultural competency relies on assessment competency.  The international organizational consultant builds cultural competency by engaging in an honest assessment of self biases (Dana, 2001b) and conducting a systematic, methodical assessment of environmental pressures (Barclay, 1991; Murray, 1943).  Barclay describes environmental pressure as the total of environmental and cultural factors which shape and mold behavior in a given setting.  Murray (1938) developed the Thematic Apperception Test (TAT) as a projective measure of environmental press on individual thinking and behaving.  Tell-Me-A-Story (TEMAS) (Constantino, G., Malgady, R. G., & Rogler, L.H., 1988) is a non-Anglo emic (assessment tool) that has grown out of the TAT.  TEMAS, primarily used with Spanish speaking children, is also adapted for use with adult populations.  

Projective Tests

Projective assessments use ambiguous images many of which include no cultural content, such as the Rorschach Ink Blots (Rorschach, 1921), The Hand Test (Wagner, 1962), the Holtzman Inkblot Technique  (Holtzman, 1972).  Since few U.S. organizational consultants  work with projective techniques, little is published about advantages and disadvantages of using ambiguous images to overcome language and cultural barriers.  A major objection to assessment with projective instruments is that most are high inference (relying heavily on interpretation/judgment by the assessor) as opposed to low-inference assessment tools such as objective self report questionnaires and surveys (Dana, 2001b).  

Projective assessment techniques were used pivotally in an organizational consultation with a telephone cables production plant (Dubey & Agrawal, 2001).  B.L. Dubey of Punjab University and Anil Agrawal, CEO of the cables production company report success with an organizational development program in Chandigarth, India, that began with an employee assessment battery to determine training interventions.  The Somatic Inkblot Series (SIS) (Cassell, 1980, 1994), a projective measure, was administered along with other tests, i.e., the Myers-Briggs Type Indicator (MBTI)(Myers & McCaulley, 1989).  A pre and post project climate survey showed improvement in employee satisfaction ratings in eleven categories. Notable changes include:  Training and Development, 1999 =25%, 2000=83%; Aware of Organizational Goals and Objectives, 1999= 23%, 2000 = 66 %; Growth Prospect, 1999=31%, 2000=74%; Remuneration, 1999=12%, 2000=40% (p. 133).

OBJECTIVE MEASURES


The traditional process of adapting educational and psychological tests for use in a second language involved back translation, a translating of items previously translated into a target language back into the source language.  The process emphasizes the literal translation of each word, giving little attention to the constructs being measured and “is often less adequate than constructing a new item based on an equivalent cross-cultural conceptual definition of the. . . dimension being measured “ (Spielberger, Moscoso, & Brunner, 2002 in-process, ms.p. 7) .  


Several cycles of translating and back translation are found necessary before an adequate adaptation can be developed for items with words that cannot be translated from the source language without changing the grammatical construction (Spielberger & Sharma, 1973).   Idiomatic expressions pose the problem of translating both concept and feeling connotations rather than a literal exchange of  words.  At times there are no words in a target language with the equivalent meaning of key words in the source language.  Cross-cultural equivalence of theoretical concepts that are being assessed is now considered essential for accurate data collection (Spielberger, Moscoso, & Brunner, 2002).

ESSENTIAL CROSS-CULTURAL EQUIVALENCE


Construct equivalence is one of three essential considerations when developing a cross-cultural adaptation of any type of test, survey, or questionnaire and consultants need to choose situations, vocabulary, and expressions that can be adapted easily across language groups and cultures (Hambleton, 2002).  The other two considerations in adapting an instrument are the state-trait distinction (Anastasi, 1988, Spielberger, 1966; Lonner,1990) and item intensity-specificity (Anastasi, 1988; Spielberger, Gorsuch, & Lushene, 1970).  The importance of the state-trait distinction (a transitory condition as contrasted with a relatively stable characteristic) is reinforced by discovery during test translations that in Spanish there are two forms of the verb “to be”, ser and estar (Spielberger & Diaz-Guerrero, 1982).  Ser denotes a permanent characteristic of a person or situation and estar means a temporary condition.  The Hindi language also has two verbs, raha hun and rahta hun, that refer to, respectively, a current and variable state and a more lasting and permanent trait condition.  

The need to convey an appropriate feeling level connotation of words becomes quickly apparent in translation of questionnaires and surveys from one language to another.  Certain words carry intense or minimal emotional charges, as noted in measures of angry feelings that can range from mild irritation to rage or fury (Spielberger, Moscoso, & Brunner, 2002).  The better test will use idioms and words proven to be cultural equivalents, and be one where the scoring process takes into consideration technical and methodological problems and other factors that influence the interpretation of test results. (Hambleton, 2002).

WIDELY USED U.S. TESTS


Few psychological tests used in organizational consultation have widespread use comparable to that of the Minnesota Multiphasic Personality Inventory-2, a clinical measure of psychopathology. Butcher, Coelho, & Tsai (2002) have discussed the successful adaptation of the MMPI-2 for 22 languages. Even so, major problems and issues related to internationally accepted clinical diagnostic classifications remain unresolved.  Dana (2001a) cautions clinical assessors that “test bias occurs whenever a standard test used for… diagnosis has not been demonstrated to have conceptual, linguistic, and metric equivalence for cultural or racial populations not represented adequately in the [U.S.] normative data”(p.109).

Fewer conceptual and interpretative issues surround measures of  three basic emotions: anxiety, anger, and curiosity (Spielberger, Ritterband, Sydeman,Reheiser, & Unger, 1995).  These are personality factor variables that activate the autonomic nervous system and  have relevance for organizational productivity and workplace cultures, especially in times of intensified social anxiety or workplace stress (O’Roark, 2000). The characteristics appear to be etic, i.e., universally experienced (Spielberger, Moscoso, & Brunner, 2002) and are relatively uncluttered with cultural complexities.  Spielberger’s (1983) State-Trait Anxiety Inventory (STAI) reports perhaps the greatest number of validated adaptations. The test is available in 50 languages and dialects for cross cultural research (Spielberger, Sydeman, Owen, & Marsh, 1999).  

U.S. LEADERSHIP PROGRAMS AND ASSESSMENT OF NON-NATIONALS

A comparison of assessment scores from US managers and internationals working in the US (n= 652 and 65 respectively) from a standard assessment battery used in leadership training (O’Roark & Capobianco, 1992) showed common patterns and significant differences in pairwise analysis. The internationals’ (European countries n=13: Austria, Belgium, France, England; Canada =30; South America n=9: Argentina, Brazil, Chile, Bolivia, Peru; Caribbean n=13: Barbados, Bermuda, Jamaica, Puerto Rico) responses on California Personality Inventory (CPI) (English language) (Gough, 1995) followed a pattern similar to that of the U.S. nationals, with averages somewhat below those obtained by U.S. managers. 

Significant differences (p. >.01) on eleven of 20 CPI scales were found: dominance, capacity for status, responsibility, wellbeing, tolerance, achievement by conformance, achievement by independence, intellectual efficiency, and psychological mindeness. These internationals also reported Myers-Briggs Type Indicator (Myers & McCaulley, 1989) Thinking preferences with 20% greater frequency; and reported higher average scores on FIRO-B (Shutz, 1977) scales expressed inclusion and expressed control.   

International participants and U.S. participants also shared common highs and lows on the CPI: High – Dominance, Achievement by conformance, and Achievement by Independence; Low – Feminine-Masculine (reflecting stronger masculine scores), Flexibility, and Intellectual Effeciency.  Greatest variability in scores was found on the Social Presence scale.    

 Capobianco (2001) reports results from additional data (1996-2001) from 56 international participants (men=45; women=11) that produced a pattern of CPI scores comparable to the earlier international group.  One difference noticed in the CPI profile of the recent group of internationals is that Independence moved up to become the second highest scale. The policy of this leadership training program is to review assessment results with internationals who demonstrate comfort with the English language and to stress a caveat that their scores on U.S. English language instruments may not provide a valid picture of their personality structure. A valid assessment picture of characteristics for the international would come from their responses to questionnaires adapted to their first language. 

UNIVERSAL CHARACTERISTICS: ETICS

A logical approach for the international consultant seeking to determine best-fit assessment procedures and organizational interventions might begin with determination of broad cultural characteristics, such as the tight vs loose cultures described by Triandis (1987). This very general information can alert a consultants how to modify project expectations and delivery style.  For example, when working in a nation with a tight culture, social norms are strongly implemented.  Loose culture countries are more relaxed about norms and often include groups with diverse interaction expectations. Triandis (1987) describes tight cultures as being those in which self-identity is absorbed by group identity.  

The tight-loose distinction incorporates collectivism vs individualism, a variable frequently mentioned when discussing contrasts between Eastern and Western cultures (Chen, 1996).   Chen noted that the word “individualism” has a negative connotation in Chinese (illustrative of emotional qualities that are bonded to words).  He concluded that what gets in the way of American expatriates being effective in assessment and selection of management personnel in a host country is their failure to consider five major cultural parameters proposed by Hofstede (1980, 1993). 

Hofstede (1980) initially proposed four dimensions of variability that discriminated between national origins of employees:  Individualism vs Collectivisim; Power Distance; Uncertainty Avoidance; and, Masculinity-Femininity.  Among Hofstede’s early findings were three cultural distinctions: U.S. nationals, Western Europeans, Canadians, Australians, and New Zealanders were the lowest scorers on “power distance,” indicating a preference not to have great status differences between levels in the organizational hierarchy; Japanese employees and U.S. workers were highest on the masculinity scale, indicating ambitiousness and desire for success; and U.S. employees were highest on individualism, indicating value for independence and autonomy. 

His later study (Hofstede, 1993) used five scales: power distance; individualism; masculinity; uncertainty avoidance; and long-term orientation, also called: Confucian Work Dynamism (Pasal, Kabaskal, and Bodur, 2001; Bond, 1988; Schwartz, 1994).  China, Hong Kong, and Russia were high on power distance, with Russia being very high, while the U.S. was low on this dimension.  The U.S. again was very high on individualism, China and Hong Kong were very low, and samples from Japan and Russian scored average on the scale.  Findings from the masculinity scale showed the U.S., Hong Kong, and Japan to be high with Japan very high; China and Russia were average. 

 Uncertainty avoidance obtained very high scores from Japan and Russia, average scores from China, low from the U.S., and very low from Hong Kong. Long-term orientation received very high scores from China and Hong Kong, high scores from Japan, and very low scores from the U.S. and Russia (Hofstede, 1993, p. 91).  Three additional etics appear in studies conducted with cultures in Asia, the Middle East, and Africa. Paternalism (Schwartz, 1994); abstractive versus associative thinking (Chen, 1996),  and developing country versus developed country (Adler & Boyacigiller, 1995; Kanungo & Mendonca, 1996).

Discovering the Meanings Behind concepts


Hui and Triandis (1985) concluded that semantic differential scales have particular utility in international consulting.  The process can be used to discover the meanings attached to concepts, words, or persons.  Factor analysis shows that an evaluation scale accounts for 50 to 75% of variances in meaning (Osgood, Suci, Tannenbaum, 1957).  Polarized rating items used to assess the evaluation scale include, for example,  good…bad; wise…foolish; clean…dirty; true…false.  Usually three differential scales are assessed:  evaluation, potency, and activity.  At least three polarized rating items are included for each scale allowing a 5 or 7 point range between opposite ends of paired words.


Consider the following example: 

Leadership  (concept of interest)

Bad…………..1…….2……..3…….4…..…5……6….…7x…….Good

Dirty………….…1…….2…….3……..4…….5x……6…….7…….Clean

Harmonious……..1…….2x……..3……4……..5…….6……7…..Dissonant  

The “harmonious/dissonant” scale is reverse scored.   Total points derived from the “x” marks on the polarized word sets (all part of the evaluation scale) are calculated as follows: 7 + 5 + 6 =  18 points (scale range = 3 to 27).  The mean score here, 6, indicates a positive view of leadership.

Word pairs for the potency scale might be: hard…soft; light…heavy; strong…weak.  Paired dichotomies for assessing the activity scale are, i.e., active…passive; fast…slow;  moving…still.  Six other factor scales are seldom assessed: stability, tautness, novelty, receptivity, aggressiveness, and unassigned.  Selection of word pairs in the target language will prove critical in conducting a semantic differential assessment for determining cross-cultural equivalence of the meanings of concepts.

ASSESSMENT-INTERVENTION QUESTIONS

A third technique appropriate for inclusion in a culture calibration process is an assessment-intervention set of questions developed by Dana  (1997, p. 123). Question 1.  Is there an etic (universal) instrument that measures the variable(s) of  interest? If NO: Question 2.  What is the culture orientation of the client(s)?

 Anglo….….assimilated………….bicultural……..…marginal……..…transitional…..……traditional 

 1………...……2……………………3…………..…….4………….….…5………………………6

 Euro-American culture orientation……………………………………………………not Euro American

If Traditional:Question 3.  Is an [organizational culture] diagnosis necessary?If YES: Question 4.  Is an emic, indigenous questionnaire available?If NO:  Question 5.   What norms will be used?      [How can norms be validated locally?]Question 6. Is cross-culture integration stress present in the organization?If YES: Question 7.  Is diagnosis necessary? (Dana, 1997, p. 123).
An additional question for the US international organizational consultant: Is an emic stress   assessment instrument available?  Is a US questionnaire adapted, adaptable? For example: Among many stress assessment tools described in US literature, the Job Stress Survey (JSS) (Spielberger & Vagg, 1999; O’Roark, 2002 in process), is one that has been translated into several languages.  It is easily modified to accommodate organizational, industry, or national cultures and can facilitate both individual and organizational diagnosis.  Two factors imbedded within the thirty survey items sort stressors into those associated with work pressures [structure, flow, deadlines] and lack of support [supervision, coworkers, policies].  

The JSS also provides information on stressors in terms of their frequency of occurrence in the workplace and of the severity of impact of the stressor on the worker. Internal norms can be generated around ratings provided by those responding to the survey and in comparison with norms established in several cultures, such as Japan, Spain, Mexico, and the Netherlands.  Stress assessment results can assist the consultant in making particularized, i.e., informed, recommendations for intervention.

CALIBRATION CONSULTATION

Widely cautioned against using U.S. emics as a baseline of comparisons, international consultants calibrate cultural dimensions generally accepted as etic.  The international consultant can frame broad characteristics from first hand observations, library research, and using information available from the U.S. Diplomatic Service. Locally relevant emic assessment materials are collected, along with other pertinent organizational background information. When possible, the consultant collects semantic differential information about the meanings associated with concepts relevant to the project.  Calibration consultation as a full cycle action research process is shown in Figure 1:  International Organizational Consultation Process (IOCP). 

[insert figure 1 about here]

INTERNATIONAL INTERVENTION ISSUES


Warfare and disaster relief are extreme examples of U.S. international intervention.  The exporting of U.S. management and production techniques falls somewhere in the middle range of these extremes.  James Michner chronicles religious missionary interventions in several of his epic novels, especially Hawaii, reissued in 1994, and Alaska.  Margaret Meade (1969) reported cultural disintegration and tragic human consequences after well-intentioned missionaries and World War II naval personnel intervened in Pacific islanders’ traditional belief systems.  

CULTURE ASSESSMENT AS FIRST ORDER CALIBRATION BUSINESS

Burdick and Lederer portrayed  a positive side of American contributions abroad in The Ugly American. In this 1954 novel, a U.S. diplomat on duty in the far east offered what consultants would call a management engineering intervention, but after months of observing the stooped backs of women who swept their doorways daily with short handled brooms.  Only after he build mutual regard and gained an understanding relationship with his host country did he presume to intervene.  He ordered U.S. brooms with long handles that were then made available to the local women.  The women quickly discovered that they had fewer backaches when sweeping with the longer handled brooms.

Guanxi: establishing and using relationships

 The difference between missionary conversions from traditional belief systems, post WW II aftermaths, and the interventions recorded in The Ugly American can be summed up by a Chinese word, guanxi, short for guanxixue.  It’s about the “instrumental quality of one’s relationships and the ability of one to use them” (Davis, 1997, p. 110) and getting to know and understand clients before trying to do business or make changes in their behaviors, organizations, or value systems. Davis (1997) describes guanxi in terms of a Chinese folk saying:  “If you know someone in the kitchen, it’s easier to eat; if you know someone in the court, it’s easier to become an official”(p. 110).  Davis reports that cultivating and nurturing good guanxi motivates many business practices in China and other eastern and middle eastern countries.   

Guanxi-relationship building is shown in Figure 1, IOCP step 2, but more likely begins   even before Step 1.  Some form of contact precedes the request for service from a client.  This request is as important to consulting outcomes as it is in the success of clinical and counseling helping services (Combs, Miser, & Whitaker, 1999). With each presenting problem or initial service request, baseline calibration (culture assessment and guanxi-relationship building) is already in-process.  Steps 1 and 2 in IOCP overlap and are ideally complete before a project contract is finalized.  Using intelligence, i.e., information,  from culture assessment and relationship building, step 3, the international consultant adapts conceptual models, prepares structured interviews, and tailors data collection materials. Data collection, step 4, initiates the primary organizational consultation and is the first phase of the U.S. action research process. 

USING A SYSTEMATIC, SCIENTIFIC METHOD: THE IOCP

IOCP enlarges upon a U.S. consulting method known as action research (French and Bell, 1973; Lippitt & Lippitt, 1978).  The action research intervention model can be traced to two independent sources: Kurt Lewin and John Collier, both working to improve inter-racial and cross-cultural relations.   Kurt Lewin (1952), a pioneer social psychologist, applied action research to his work in intergroup relations and to eradicate prejudice. John Collier, a commissioner of U.S. Indian Affairs from 1933 to 1945, was assigned  to diagnose problems and recommend programs to improve race relations.  He found ethnic relations to be a difficult challenge that required a joint effort by scientists (social psychologists), administrators, and the groups being served.  Collier called the form of research he developed to investigate practical problems: “action research” and applied his strategy systematically to gather data for determining proposals for solutions that were relevant and feasible (French & Bell, 1973).

In IOCP, as in action research, selection of interventions and objectives, step 5, becomes a joint effort between consultant(s) and client(s), as well as are conclusions about project progress and/or redirection.  Joint determination of a client organization’s needs, critical problems and solution-interventions serves as a safeguard against imposing U.S. concepts and practices in inappropriate situations. Preparation for international interventions (step 6) requires special attention to consultant aids, such as adaptation of handout materials to the first language of the clients and of culture-correct slides, overheads and activities.

Three levels of interventions (Figure 1: 7, 8, & 9) that consultants offer to organizational clients are individual services, group services; and corporate services (APA13, 2000).  Services listed under each heading are representative only, and activities will not be appropriate in every culture.  Every consulting contract does not include interventions at each organizational level.  Interventions are evaluated at the end of the intervention and/or at the conclusion of all contracted services (step 10).  

When the overall consultation is evaluated, results from the earlier organizational data collections are compared with post project data to calibrate progress.  Based on pre-post data analysis and qualitative evaluations (self reported comments, interviews, third party observations), recommendations for the future are prepared for the client.  

aNALYZING Organizational Culture

International consultants will also confront issues rooted in a specific organization’s culture that are unique beyond environment and social influences.  Organizational culture, in contrast with the broader identity groups such as family, community, regional, and national cultures, is reflective of the values and assumptions shared by employees of a particular organization about what is right, what is good, and what is important (Pasa, Kabasakal, & Bodur, 2001).  Defined as a select set of variables experienced by persons associated with an organization, workplace cultures provide compelling individual and group member orientations (Pasa, Kabasakal, & Bodur, 2001; Hofstede et al., 1990; House, et.al., 1999; Schein, 1992).  

Contrasts between corporate structures (i.e., centralization/decentralization; decision making and decision implementation processes; specialization; and, formalization)  and underlying values and attitudes in organizations result in differences in companies and groups in the same part of the world, confirming the existence of significant differences in organizational cultures (Tayeb, 1994; Schein, 1992). Schein (1992) concludes that distinctive organizational cultures arise wherever values, beliefs, and behaviors are perpetuated by the organization’s structure and shared by its members.    He emphasizes that taken-for-granted assumptions are typically held by persons in organizations with stable membership and a history of shared learning. Schein describes culture as a pattern of assumptions invented or discovered by a group as it learns how to cope with the problems of external adaptation and internal integration.  These strategies worked well enough that they are considered the correct way to perceive, think, feel in relation to those problems.  

Organizational Culture: INFLUENCE BY TASKS AND FOUNDERS 

 In studies conducted outside of the U.S., businesses have been found to develop similar organizational cultures if they have similar task environments (Tayeb, 1988) and when there is a comparable level of industrialization (Kanungo & Jaeger, 1990).  Also similar to U.S. research findings (Levinson, 1994), organizational culture in non-U.S. cultures was found to vary according to the values of founders or strong leaders (Hofstede et al., 1990).  

U.S. psychologists entering international organizational consulting have an advantage due to their long standing history of assessing organizational cultures in the U.S. (Hughes & Flowers, 1976; Killman & Saxton, 1983; Kilmann, 1987; Quinn, Faeman, Thompson, & McGrath, 1990; Quinn, 1992; Schneider, 1995; Dennison, 1996).  Theoretical approaches to surveying organizational cultures range from developmental, to behavioral, to typographic.  While these are respectable starting points, all need adapting and validation if they are to become useful and relevant for international consulting.    

DEVELOPMENTAL MODEL: ORGANIZATIONAL CULTURE AND VALUES

Hughes and Flowers (1976) built a developmental model of organizational culture based on an assumption that humans are open-system types of organisms.  The model hypothesizes an emerging process marked by the progressive subordination of earlier value systems to higher order value systems (Graves, 1970). Seven sets of collective value systems that comprised the Hugh and Flowers model are called: tribalistic, egocentric, conformist, manipulative, materialism, sociocentric, and existential.  

Tribalistic-values cultures are collaborations that came into being without awareness, thought or purpose and continue through shared beliefs, myths, traditions, or superstitions.  Egocentric-values organizational cultures are associated with an awareness of life and death, accompanied by active survival efforts.  Power ethics and competitive behaviors prevail.  In a conformist values cultures, self-discipline, self-sacrifice, and authority figures dominate.  Manipulative-values cultures emphasize education and science, and independence from predetermined fate. The materialism culture is characterized by efficiency, calculated risks, and a drive to get more of the wealth.  In a sociocentric culture, the first concern is with relationships and getting along  becomes more important than getting ahead.  The existential-values organization focuses on restoring the world so that life can continue.  Values are associated with the work process, potentials for growth, creativity, and quality of life. 

ORGANIZATIONAL CULTURE TYPEOLOGY MODELS

Quinn (1992) defines four types of organizational cultures based on an organizations information processing methods: market, clan, adhocracy, and hierarchy. Market cultures emphasize efficiency, productivity, aggressiveness, and initiative.  Clan cultures stress relationships, broadmindedness, cooperation, fairness, forgiveness, and social equality.  Adhocracy companies are open to transformation and growth, and promote adaptability, autonomy, creativity, and experimentation.  The hierarchy culture is noted for an emphasis on stability and execution of regulations.  This culture values cautiousness, economy, formality, logic, and orderliness. 

Schneider (1995) proposes a typology derived from his research into the literature on organizational culture, organizational effectiveness, and individual psychodynamics (p.3).  He defines culture as “the way we do things around here in order to succeed” (p.6) and concludes it is important because it limits an organization’s strategy, it provides consistency (order and structure), determines conditions for internal effectiveness, and sets patterns for internal relationships. The four types of core cultures contrasted in Schneider’s Organizational Culture Survey (OCS) are called collaboration, control, cultivation, and competence.  

Organizational CULTURE AND Change Analysis

 A questionnaire designed to identify where organizational change is needed in functional and behavioral dimensions is the Dennison Organizational Culture Survey (DOCS) (Dennison, 1995, Dennison & Neale, 1996).  Dennison argues that the first step in a process designed to create cultural change and organizational transformation is diagnosing the current culture.  In order to translate a culture profile into change-action, a set of suggestions, called Levers for Change, are prepared for characteristics associated with corporate effectiveness: mission, consistency, involvement, and adaptability.   DOCS  gathers multi-rater information about corporate management functions that influence business performance:  Mission =  strategic direction and intent, goals and objectives, and vision.  Consistency = core values, agreement, and coordination and integration.  Involvement = empowerment, team orientation, and capability development. Adaptability = organizational learning, customer focus, creating change.

PRIORITY NEEDS: CONFLICT MODELS   

Encounters with conflict are inevitable whenever differences come face to face and typically begin with a degree of surprise (O’Roark, 2000; Horney, 1945). Engaging in international consulting escalates exposure to surprising differences, and to strong conflicts of values, assumptions, opinions, norms, goals, priorities, and even information. With the specific injunction in the psychological code of conduct (APA, 2001, p.6) that “when conflicts occur among psychologists obligations or concerns, they are to attempt to resolve these conflicts and to perform their roles in a responsible fashion that avoids or minimizes harm,” consulting psychologists need to rely heavily upon conceptual theories and intervention procedures associated with scientifically supported definitions of the nature of conflict, conflict management, and conflict resolution.  Again, the international consultant is endowed with a vast consulting literature on complexities surrounding intrapersonal, interpersonal and organizational conflict (Blake & Mouton, 1976), as well as emic techniques for intervening in first party[my conflict], second party[another’s conflict] and third party conflict [outsider mediation of other’s conflicts] situations. 

The first conflict issues are interpersonal and are resolved in the context of the consultant’s beliefs, values, and philosophy about being a psychologist.  U.S. psychologist and international specialist Brewster (1994) calls for psychologists to “reexamine…[conflict] theories and assumptions if psycholog[ists are] to contribute to understanding …[aimed at] reducing lethal conflict and promoting peace.  Current and recent events remind us that potentialities for escalating hatred and destructive conflict between ‘us’ and ‘them’ may be more deeply rooted and require more compensatory attention than the liberal ideologies shared by many psychologists and social scientists have assumed”(p.326).  [i.e., oversimplifications in caring organization concepts, and forgiveness vs justice and repatriation].

Further dramatizing the conflict issues and value choices facing a consultant who engages in international  work, Kelman (1994) of Yale expresses an opinion that “an independent state is not entitled to international legitimacy unless it guarantees for the protection of minority rights” (p. 326). Does the  US consulting psychologist accept work in countries that do not guarantee protection for human rights?  Does the US consulting psychologist travel to countries that refuse visa admissions to certain other countries, such as Indonesia’s refusal to admit Portugese citizens?  The answer relies on the informed judgment of each professional.  

When the consultant resolves personal conflicts and issues associated with international assignments, there will be conflict situations in-process within the organizations where the consultant provides services.  Adding to a not new, but rapidly growing body of literature on international conflict issues, Worchel and Coutant (1994) provide data from organizational studies suggesting that conflict between groups is necessary for groups to establish their identity and independence, but is avoided when focus is on performance and individual freedom.  They state that intra group conflict is not tolerated in early stages of identity formation, but is acceptable and at times encouraged at later stages of organizational life when productivity is emphasized.  

Heuristic assessment tools that lend them selves to adaptation by international consultants describe trait, behavioral, and developmental phases of the conflict phenomenon and human behavior under conflict conditions (Lewin 1951; Blake & Mouton, 1964; Satir, 1967;  Deutsch, 1969; Hall, 1973;  Thomas & Kilman, 1974/1989; Capobianco, Davis, & Kraus, 1997).  Conflict management styles were simply addressed earlier by descriptions of the tough battler, the objective thinker, the friendly helper, a model attributed to National Training Laboratories instructor Richard Wallen in the late 1960s.  Since then, conflict styles have been assessed and described in more formal and detailed models, frequently based on Managerial Grid profiles developed by Blake & Mouton (1964). 

A multi-dimensional approach to analyzing conflict management behavior is found in the Conflict Management Survey (Hall, 1973), which assesses four levels of organizational conflict management.  Personal, interpersonal, group, and intergroup conflicts are associated with Blake and Mouton’s managerial grid types (9/1 win-lose; 1/9 yield-lose; 1/1 lose-leave; 5/5 compromise; 9/9 synergistic).  Glaser and Glaser (1996) credit Blanchard and Hersey as well as Blake and Mouton when describing five negotiating styles assessed in their survey: Defeat (win at any cost); collaborate (creatively problem solve); accommodate (build friendly relationships); withdraw (take whatever you can get); and compromise (split the difference).

Illustrative of a behavioral-developmental approach to conflict management is the Conflict Dynamics Profile (Capobianco, Davis, & Kraus, 1999).  The survey provides information about how an individual’s self-perceptions differ from the observations of others across three stages of a conflict experience.  Items obtain reports about behaviors when a conflict is jut beginning, when it is fully underway, and after it is over.  Behaviors are classified as active-constructive, passive-constructive, active-destructive, and passive-destructive.  This conflict model is similar to a continuum of anger styles described by Day (1980, p.286) in her workbook on A working approach to human relations in organizations, and attributed to Catherine Bond.  Anger is also found to be integrally associated with conflict in recent studies of so called psychological vital signs, emotional states and personality traits (Spielberger, C.D., Ritterband, L.M., Sydeman, S.J., Reheiser, E.C., & Unger, K.K., 1995; O’Roark, 2000).

DECISION MAKING, LEADERSHIP, DISASTER MANAGEMENT


Issues that continue to be frequently addressed during international applied psychology conventions, thus, suggesting psychological services being requested, are decision making, leadership, and disaster management, organizational culture change, technology and gender.  Heller (1996) has been involved in cross-cultural studies about decisions in organizations for more than 20 years.  Underachievement by mid level managers has shown to be associated with too little involvement in decision making, and decision-making processes are found intertwined with leadership approaches.  Bass (1995) reports that transformational leadership is an etic phenomena.  The studies indicate that providing employees with inspirational motivation, intellectual stimulation, and personal attention, coupled with being a strong role model with a strong vision of the future, is universally successful.


Safety and disaster management are continuing topics of interest.  Decision making has been studied in conjunction with major disasters such as the explosion and subsequent fire on board the North Sea oil production platform Piper Alpha which caused 168 deaths in 1988 (Flin, 2001).  The naturalistic decision making (NDM), based on research from aviation, medicine, and the energy sector, suggests that at times of disaster best decisions depend on situation awareness, intuitive decision making [relying on automatic, learned response patterns], and current team mental models.


Organizational culture change, technology impacts, and gender topics continue as issues of emphasis and discussion, reflecting the more active areas in the field of applied organizational psychology (European Congress of Psychology, 2001).
CONCLUSION AND IMPLICATIONS FOR ORGANIZATIONAL CONSULTANTS

[insert Fig. 2 about here]

Figure 2 represents considerations of the international organizational consultant that influence selection of both assessment and intervention activities.  The preliminary culture calibration and analysis of the organizational culture will provide guidelines for the conduct of the consulting work.  The business or purpose of organization, distinguished in terms of primary outputs -- industry, service, government, not-for-profit, and international--, is plotted in terms of the activity zones of the consultant’s work -- expert resource, organizational level interventions, work group interventions, individual interventions, and intergroup interventions.  These situation awareness variables are further refined in terms of etic variables:  power  distance, individualism-collectivism, masculine-feminine, uncertainty avoidance, and long term orientation [Confucian Dynamism].

Cultural competence of international organizational consultants involves consideration of perquisite issues: the consultant’s own cultural identity and biases; discovery of the client-culture’s preferences for certain behaviors and emotional climates; and relevance of U.S. ethical codes, literature, research and consulting standards to a particular consulting venture.  Assessment issues discussed include the importance of multimethod approaches and the interpretative function of the consultant; considerations when selecting and adaptation U.S. tests and questionnaires, the need for cross-cultural equivalence of concepts and a way to determine the meaning of a concepts in another culture; and, the benefits of including a preliminary culture-calibration phase in an International Organizational Consulting Process (IOCP).  Suggestions for collection of preliminary calibration of baseline information include assessing macro culture characteristics in terms of etics such as Hofstede’s five universal variables (1993); the meaning of key concepts via semantic differentials (Hui & Triandis, 1985); and, of culture orientation(s) and cross-cultural integration stress via Dana’s (1997) seven questions.

Intervention issues surrounding international organizational consulting discussed here in context of the IOCP model, highlight the importance of building, maintaining, and using relationships (guanxi); of applying an action-research strategy that aids in the cultivation of cultural competence and in consultation effectiveness. Two types of interventions that are likely to be critical zones in international organizational development are presented:  organizational culture diagnosis and conflict management / resolution models.   Adaptations of tactical approaches to be culturally appropriate for interventions at any of the three levels described in guidelines for consulting psychologists is advisable. 

  A practical tactical methodology is the contextual modular approach (Macnab, 1991) developed in Australia.  Macnab’s “contextual modular…[approach] aims to ensure that the person is seen and heard in context, and that [intervention] takes constant account of past, present and possible contexts “(p.13).  After becoming acquainted with issues in international organizational consulting, and as a consultant steps out to practice international organizational assessment or intervention, three questions are uppermost in the consultant’s mind: What is the full nature of the client’s request / problem?  What help or intervention will be appropriate? What specific protocols and procedures are necessary to prepare that intervention . 
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Figure 1.   International Organizational Consulting Process: A ten step strategy for international organizational consulting incorporating calibration consultation, action research, levels of intervention services, and evaluations.

Figure 2.  Calibration Contexts.  Variables effecting intervention tactics:  Type of Organization: Production, Service, Government, Non-Profit, International conglomerate (EuroAmerican or Traditional). Type of Consulting Work: Expert Resource, Organization, Group, Individual  intervention; Intergroup relations.  Culture Variables:  Power Distance; Individualism-Collectivism; Masculine- Feminine; Uncertainty  Avoidance; Long Term Orientation
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