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Abstract

Increasing issues of climate change and society, in general, have increased the importance of
sustainability and that is why governments, organizations, and people are focusing on it more
than ever. Similarly, international companies are intending to implement sustainability
initiatives in different countries they operate but the differences in national culture in a country
can affect their decision-making process. For instance, unfavorable national cultural values in
a sustainability context result in weak sustainability orientation of the public and employees and
it negatively affects all the stages of the decision-making process when a company is
implementing sustainability initiatives. As a result, even if a company intends to solve a bigger
sustainability-related problem they have to limit its ambition because of the unfavorable culture
of a country. Whereas favorable cultural values result in strong orientation as it positively
affects the decision-making process. Therefore, even if a company is not ambitious, the strong
sustainability orientation of the public and its employees will push the company to be more
ambitious. However, unfavorable cultural values can be overcome by increasing awareness and
education about the importance of sustainability and how it can improve people's lives. This
increase in awareness will result in a strong sustainability orientation despite belonging to
unfavorable cultural values. Therefore, if a company is struggling with the implementation of
sustainability initiatives it should increase awareness among its customers and its employees.
Moreover, the companies need to include people who demonstrate strong sustainability
orientation in the decision-making so the decisions they make can help a company achieve its

sustainability objective.

Keywords: National culture, Sustainability orientation, Implementing sustainability initiative,

Company decision-making.
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1. INTRODUCTION

This portion of the paper serves as the introduction chapter and presents the reader with a brief
background, problems discussion, and identified themes of the study. Furthermore, the purpose,

research question, and delimitations of the thesis are set forth.

1.1 Background

Sustainability has become an important issue in today’s world and that same impact is seen in
companies where the internal and external pressure to reach certain levels of sustainability is
increasing every year. Different actors are constantly pushing towards sustainable solutions,
from people who are more aware than ever before about sustainability to regulatory bodies that
are introducing new laws and standards to ensure a sustainable future (OECD, 2010). As a
result, an increasing number of companies are recognizing the importance of sustainability and
they aim to include sustainability initiatives as a part of their business activities (Rafi, 2021).
The approach to include sustainability initiatives may differ from company to company. Some
companies take sustainability initiatives as a part of their Corporate Social Responsibility (CSR)
for example, Johnson & Johnson aims to have all its energy needs from renewable sources by
2025 (Johnson & Johnson, 2022). On the contrary, some companies have sustainability at the
core of their strategy as their whole business idea revolves around solving a sustainability-
related issue. An example of this is Too Good To Go (TGTG), as their business idea revolves
around solving the issue of food waste (TGTG, 2022). Walmart, IKEA, and H&M have moved
towards more sustainable retailing, reducing waste, increasing resource productivity,
optimizing material usage, and addressing local labor conditions with suppliers from emerging
markets (IMD, 2022). The above examples highlight that companies are aiming to include
sustainability in their business activities one way or another. It is also important to highlight
that the sustainability initiatives that the companies implement are not only limited to the

environmental aspects but also include social aspects (Bansal, 2005).

In general, sustainability can be defined as the use of the biosphere by present generations while
maintaining its potential yield (benefit) for future generations; and/or non—declining trends of

economic growth and development that might be impaired by natural resource depletion and



environmental degradation (OECD, 2003). In economics, it can be defined as a Triple Bottom
Line (TLP) concept, this concept proposes that the companies should not only be focused on
financial outcomes but should also focus on social and environmental outcomes (Elkington,
1998). Sustainability has become a crucial part of businesses as investors, consumers, and
employees are getting more concerned about their social and environmental responsibility
because of the increase in awareness (OECD, 2018). This shows that direct and indirect actors
involved in businesses are acknowledging the importance of social and environmental
sustainability. Although currently there is no common understanding and practice on how to
evaluate the performance of companies in different social and environmental areas which could

be the reason why companies' approach towards sustainability differs (ibid).

1.2 Problem discussion

Hofstede (1980) provides us with a model to understand the national culture and its five
different dimensions that are power distance, uncertainty avoidance,
individualism/collectivism, masculinity/femininity, and time orientation. Other researchers
such as Ringov and Zollo (2007) and Tata and Prasad (2015) have used these five dimensions
to understand the impact of national culture on the implementation of sustainability initiatives.
Tata and Prasad (2015), Park et al. (2007), and Ringov and Zollo (2007) explain the differences
in national cultural values and sustainability orientation among countries and the significance
of these differences in the implementation of sustainability initiatives by a company. Therefore,
with the help of these studies, we know what kind of national cultural values are favorable to
implement sustainability initiatives and what kind of national cultural values can be more
challenging to implement sustainability initiatives. That is why the implementation of
sustainability initiatives across different countries can be challenging for a company because of
differences in the national culture and sustainability orientation (Cohen and Nelson, 1994). Park
et al. (2017) also argue that regions differ in terms of national and socio-cultural factors
regarding sustainability and these factors influence the implementation of sustainability
initiatives in the region. The previous is similar to what Ringov and Zollo (2007) found
regarding the differences among nations and their capabilities to adapt and implement initiatives
in countries with different cultural values. Empirical evidence also suggests that socio-cultural

values can have a significant impact on people's willingness to pursue sustainable practices



(Cohen and Nelson, 1994). Therefore, companies need to be aware of these differences as it
impacts the implementation and evaluation of sustainable initiatives across countries (Tata and
Parsad, 2015). Moreover, despite literature focusing more on cultural factors, there are studies
suggesting that other factors of the national environment on which the company has no control
such as economic, political, and technological factors can affect the implementation of
sustainable initiatives in the country (Carew-Reid et al. 2013). This difference in the national
culture between the regions also affects a company’s decision-making regarding the
implementation of sustainability initiatives because they might not be able to implement

sustainability initiatives across different regions in the same way (Epstein and Buhovac, 2010).

Moreover, from Sullivan and Nonaka (1988) and Schneider and De Meyer (1991), we know
that there is a relationship between cultural values and decision-making. We also know about
the decision-making process and the steps involved in that process from identifying a problem
to evaluating the effectiveness of the decision (Schoenfeld, 2011). Buckley et al. (2018) explain
that due to the benefits of internationalization, companies do enter countries with different
cultural values, but company decision-making is affected by internal and external factors of the
environment and that is why decision-makers have to consider these factors to make an effective
decision. Among the factors that influence the decision-making of a company, national culture
is found to be a significant one that can influence the decision-making process of a company

(Schneider and De Meyer, 1991).

Tata and Prasad (2015) mainly focus on the impact of national culture and sustainability
orientation on organizational sustainability initiatives and Parboteeah et al. (2012) argue that a
deeper understanding of why and how cultural values affect companies' sustainability
development is needed. Besides, Chow and Chen (2012) in the study on Corporate Sustainable
Development (CSD) encourage future studies to include the company decision-making in the
literature on national culture and corporate sustainable development to provide proper
managerial implications of how differences in cultural values can be managed to achieve goals
of corporate sustainable development. This suggests that it's important to study how companies
are affected by these national differences when performing sustainably and how they make
decisions to cope with these differences to achieve the objective of their sustainability initiatives

(ibid). Similarly, Perry (2012) highlights that we know how national culture affects company



decision-making to some extent, but we don't know much about how national culture affects
the decisions companies make for their Corporate Sustainable Development. Moreover, Podrug
(2011) studied the influence of national culture and decision-making style, but the study was
focused on how the manager or decision-makers are influenced by their cultural values, which
is an internal perspective. It is highlighted that it will be very interesting to study how the
national culture of the public is influencing the decision-making of the organizations, which is
an external perspective (ibid). Another study by O'neill and Spash (2000) examined the
relationship of cultural values with people's environmental decisions, and they recommend that
future studies should focus on this topic in an organizational context and consider social aspects

of sustainability along with environmental.

The gap and recommendation from the above-mentioned authors motivated us to study how
national culture influences a company's decision-making in a sustainability-related context. To
study this gap effectively first we need to understand the relationship between the cultural
values of the public and the sustainability initiatives of the organization. Thereafter we need to
understand the relationship between national culture and company decision-making. Therefore,
the identified themes for our study are national culture, sustainability initiatives, and decision-
making. As highlighted earlier, existing literature mainly focuses on the relationship between
national culture and sustainability initiatives, but we are adding decision making to this equation
thus developing a deeper understanding of decision making is very important. Besides,
decision-making is a broad concept as it can be looked at in different contexts and it is affected
by multiple factors as mentioned by Bucketly et al. (2018) hence it is important to develop a

holistic understanding of decision making before we develop our theoretical framework.

Moreover, it is important to conduct this study as it will provide a great practical implication to
companies who are working with implementing sustainability initiatives. Besides, the study will
contribute not only to the literature on national culture and sustainability initiatives but also to
the literature on decision-making by explaining how companies make decisions to deal with
these national cultural differences when they implement sustainability initiatives in multiple
countries. As mentioned above, previous research has focused only on either national culture

and decision-making or national culture and sustainability initiatives but there is not much

10



literature available that conceptualizes both concepts together. This also highlights why

studying this topic from the perspective we identified is important.

1.3 Purpose

The purpose of the research is to explore the relationship between national culture and company

decision-making process in a sustainability context.

1.4 Research Question

How does national culture impact a company's decision-making process when implementing

sustainability initiatives?

1.5 Delimitations

Company decision-making can be affected by multiple external factors (Buckley et al., 2018).
However, the focus of this study is to examine the impact of national culture on company
decisions making therefore the study does not include factors other than the national culture
that can influence a company decision making such as technological, political, and economic
factors. Moreover, the context in which we are studying the relationship is focused on
sustainability therefore this study does not include companies that don't implement

sustainability initiatives.

2. THEORY

This chapter of the thesis aims to first provide the reader with an overview of earlier literature
on national culture and sustainability initiatives. Then it provides a broad understanding of
decision-making including different contexts and factors that can influence decision-making.
Thereafter it provides an overview of earlier literature on national culture and decision-

making. Lastly, it presents the author's own conceptualized framework.
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2.1 National culture and sustainability initiatives

National culture can be defined as a collective mental programming of a society or group of
people Morden (1995) in which there is a common understanding of the way to proceed or act
when facing certain situations and these acts or ways people react may depend on how that
society has defined their own national culture. National culture is the norms, behaviors, beliefs,
and customs shared by a group of people. One study often mentioned when analyzing national
culture is the research made by Geert Hofstede in 1980 and 1990 the study provided a model
that consisted of five dimensions of national culture. This model is often used by other
researchers when studying the field of national culture. The Hofstede model presents five
different dimensions through which national culture can be examined. The dimensions are (1)
“power distance” or the degree to which less powerful members of the group accept the
inequality in the power distribution; (2) “individualism vs collectivism” which is how the group
framework is expected to take care of themselves versus the collective; (3) “masculinity vs
femininity” which is related with the preference of the society towards achievement versus
preferences on cooperation, it is also known as “tough vs tender” dimension; (4) uncertainty
avoidance” that expresses the level of comfort of the groups when facing uncertainty; (5) finally
we have “short vs long term orientation” and as the name suggests, it shows the preferences of

the society towards short term goals or long term objectives (ibid).

Researchers have used the above model of national culture to study its relationship with
sustainability initiatives. Elkington (1998) describes sustainability initiatives taken by
companies as an inspiration taken from the concept of Triple Bottom Line (TLP), this concept
proposes that the companies should not only be focused on financial outcomes but should also
focus on social and environmental outcomes. This Triple Bottom Line framework allows
companies that implement sustainability initiatives to evaluate their performance in a broader
perspective meaning that in addition to financial performance, social and environmental
performance is also taken into consideration to create greater brand value (Slaper and Hall,
2011). Bradbury (2003) explains sustainability in corporate terms, as an organization that can
sustain financial, human—social, and environmental resources over the long term. Bansal and
Roth (2000) explain the motivation behind companies to implement sustainability initiatives,

they found that the competitiveness of today’s world and increased public awareness are the
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two of the main factors that motivate companies to act sustainably and gain competitive
advantage by working toward a better society. Other studies predicted the relationship between
the type of sustainability initiatives a company takes with the type of business they do, Epstein
and Buhovac (2014) found that companies are more likely to base their sustainability objective
on the type of business that they do, for example, transport companies are more likely to
implement environmentally focused initiatives as their business activities are related to the
environment.

When it comes to implementing sustainability initiatives in a country, the national culture plays
a significant role in determining the success of implementation (Cohen and Nelson, 1994). This
makes the literature on national culture and sustainability initiatives very interesting. Vachon
(2010) examined the linkage between national culture and corporate sustainability development
in 55 countries and found that a nation with a high degree of individualism and uncertainty is
favorable to implementing sustainability-related initiatives. Tata and Prasad (2015) contributed
to the previous literature by identifying instruments such as sustainability beliefs and
perceptions that moderate the relation between sustainability implementation and national
cultural values. The study found that national culture influences sustainability beliefs and
perceptions, which as a result influence the quantity and scope of sustainability initiatives (ibid).
Values such as long-term orientation, low power distance, high femininity, collectivism, and
low degree of uncertainty avoidance results in beliefs and perceptions about the benefits of
sustainability initiative. As a result, the quality and the scope of the organization's sustainability
initiatives are better. On the other hand, values such as short-term orientation, high power
distance, masculinity, individualism, and a high degree of uncertainty avoidance results in
beliefs and perceptions about the inconvenience of sustainability initiatives. As a result, the
quality and the scope of the organization's sustainability initiative are limited. (Ibid) Moreover,
Park et al. (2007) also studied different dimensions of cultural beliefs and values and their
impact on a nation's sustainability performance such as high versus low-risk avoidance,
collectivism versus individualism, high versus low power distance, and masculine versus
feminine. The results showed that cultures with high risk-avoidance, high collectivism, low
power distance, and more feminine will display higher levels of sustainability performance
(Park et. al, 2007). Moreover, Ringov and Zollo (2007) also investigated the effect of different

national cultures on the sustainable performance of companies around the world. The results
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showed that masculinity and power distance have a significant negative impact on company
sustainable performance and individualism and uncertainty avoidance have no significant effect
on the sustainable performance of companies (Ringov and Zollo, 2007). With the help of these
studies, we can identify values that are favorable for the implementation of sustainability

initiatives and values which are unfavorable for the implementation of sustainability initiatives.

2.2 Decision-making

Since our study is trying to understand how the decision-making process in companies works
around sustainability issues, having a broad understanding of decision-making processes is
critical. First, we will expose decision-making in general, how it works, and how it is part of
our daily life. Then we will focus on decision-making in business, how it differs from other
decision-making processes and its importance in the success of companies. Not only company
decision-making is important for us but also decision-making in an international context, or
how multinational companies make decisions. After understanding in a broader context and

specifically to business we will focus on national culture and its impact on decision-making.

The term decision-making is defined as a process that includes selecting a course of action from
a set of different alternatives (Awujo, 1989). In line with the above, selection is one of the most
important processes involved in consciousness and decision-making and is considered a vital
activity throughout day-to-day life. Each decision-making process ends with a final choice and
the output is whether an action or an idea (Shahsavarani, 2014). All activities and actions of
humankind in all aspects of life are a result of decision-making (ibid). Additionally, decision-
making is an action that can be taken by individuals, groups, or organizations where they reach
conclusions about what future actions to pursue, given a set of objectives and limits on available
resources (Schoemaker and Russo, 2014). When making a decision, there is an ongoing risk of
losing something in return for the chance of attaining other things. However, the closer the
decision authority is to the origin of the problem, the better decision he/she/it can take

(Shahsavarani, 2014).
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2.3 Company decision-making

There are specific definitions when talking about decision-making within the business
environment. According to Chikwe (2018), decision-making is the work that a manager
performs to arrive at conclusion and judgment. For any type of organization, decision-making
is one of the most significant management functions, and it is the starting point of any
managerial function with a particular objective (Chikwe, 2018). When entities become large
and highly structured, they must manage increasingly complex decision processes to achieve
approximate rationality (Schoemaker and Russo, 2014). Since the decision-making process can
become more complicated over time, organizations often rely on the knowledge, experience,
and critical thinking of the managers for making the most effective and efficient decisions for
the company (ibid). Moreover, as a business grows, strategic decisions are more likely to

encounter internal political and organizational constraints to a much larger extent as compared

to before (ibid).

Some models help to understand the decision-making processes. The pioneer in establishing a
model for decision-making was the Economist Herbert Simon, who presented a model of
decision-making in 1947, which consisted of four phases: intelligence, design, choice, and
implementation. Later, this model was upgraded by Schoenfeld (2011), who considered the
concept of the “rational model” and where the four phases were extended into six steps from
identifying a problem to evaluating decision effectiveness. The rationality in decision-making
has been noted by several authors. It is recognized by Lunenburg (2010) that organizational
decision-making is assumed to be rational. However, rationality is more common when
decision-making is less related to personal issues because it could become irrational when
decision-making is considered emotional (Shahsavarani, 2014). The six steps model as
described by Schoenfeld (2011) and many other researchers, is the model most used by
management in their decision-making process (Lunenburg, 2010). This model is explained as a
process that starts with identifying the problem and understanding the situation. Related to this
first step, some experts, like Kepner and Tregoe (2005) believe that is the most important stage.
As a second step, solutions to the problems are generated, which are then carefully evaluated

(step three). Once the alternatives are reviewed, the best alternative is chosen (step four), which
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is implemented (step five) and finally evaluated and verified whether it produces the desired

results (Lunenburg, 2010).

2.4 Decision-making in international firms

The factors affecting the decision-making in an international company can be divided into two

main categories that are internal and external factors (Buckley et. al, 2018).

2.4.1 Internal factors

Internal factors are the factors that are in control of the company whereas external factors are
not in control of the company (Buckley et. al, 2018). The strategic objective of a company is
one of the primary internal factors which influence the decisions made by a company in terms
of its market expansion. The strategic objective of a company to go international can be market-
related, meaning that a company desires to access new, larger, faster-growing, or less heavily
contested markets. If this is the strategic objective of the company then decision-making will
focus on factors such as market size, growth rates, likely market share, competition, and barriers
to entry (ibid). Another objective to internationalize can be to access key resources. For
example, access to minerals, agriculture, or humans. In this case, decision-making will be
influenced by key market indicators such as the cost and quality of resources, access issues, and
the ability to effectively integrate the local resources into the company’s overall operations, this
ability to integrate is also referred to as the absorptive capacity of the firm (ibid). Throughout
the history of international business one of the major reasons for companies to internationalize
is its need to access overseas locations to tap into local knowledge and capabilities (Almeida,
1996). Firm capability is also an internal factor that influences the decision to internationalize.
For instance, firms with low international experience will want to internationalize in a region
similar to their own to reduce the liability of foreignness (Tallman and Fladmoe-Lindquist,
2002). On the other hand, the firm with more international experience would not hesitate to
internalize in a region far away and not too similar to their own. Decision-makers have to
consider their firm capability to cope with the liability of foreignness and then make decisions

on where to internationalize (ibid).
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2.4.2 External factors

On the other hand, the external factors that influence the decision-making of a company are
demand, cost considerations, strategic locational factors, country regulation, and socio-political
factors (Buckley et al., 2018). If the company is motivated by the demand factor, then the
decision-makers will primarily focus on local market sales and market attractiveness (Hursh et
al., 1988). Whereas if the company is motivated by cost factors, then their decision will be made
primarily on the low cost of labor and resources needed (ibid). Strategic locational factors are
other external factors that influence the decisions to internationalize. Every region has its
advantages and disadvantages. The criteria to make a decision are influenced by the local
investment infrastructure, the local operating environment, and the nature of the local industry
(Buckley et al., 2018). Besides, the regulatory environment also influences the company’s
decisions. To analyze the regulatory environment and make decisions to internationalize
accordingly the decision-makers have to evaluate the government’s decisions on economic
regulation and management and their impact on the choice of overseas market operation mode
(Afsharghasemi et al., 2013). Lastly, Socio-political factors also have vital importance in the
decision-making process because the adoption of a particular operating mode will also be
affected by social, cultural, and political factors of the country. For effective decisions, the
decision-makers also have to take the social and political factors of the country into account

(Afsharghasemi et al., 2013).

Above we highlighted different internal and external factors that influence the decisions of the
company to internationalize (Anderson et al., 1998). Although each internal and external factor
has its evaluation criteria as mentioned above (ibid). However, even if the decision on how and
where to internationalize is motivated by one of two factors the decision-makers have to
consider all of the other factors to be able to make the best decision for the company and reduce

the risk of failure (ibid).

2.4.3 Centralization and decentralization of decision-making

Another important aspect of decision-making for international companies is to decide on the
appropriate levels within the structure at which decisions are made. Meaning to what extent the

decision-making process is centralized or decentralized (Buckley et al., 2018). In a centralized
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organization, the decisions are mainly made at the senior level and are in a particular location
known as the headquarters of the company (Zabojnik, 2002). On the other hand, a decentralized
structure allows decisions to be made at the lower level of the organization and this structure
can provide international subsidiaries to have the autonomy of decisions without the interface
of the headquarters (Zabojnik, 2002). The company makes decisions on whether to have a
centralized or decentralized structure depending on the following factors. The company will
prefer a centralized decision structure that uses a high level of technology, has homogenous
product lines, large capital investment, a low level of product diversification, and high
interdependence between units. On the other hand, the company will prefer a decentralized
decision structure if they use a low or moderate level of technology, have heterogeneous product
lines, small capital investment, a high level of product diversification, and low interdependence
between units. Moreover, if the company has high experience in the international business, they
will opt for the centralization of decision-making whereas if they have low experience in the
international business they will opt for decentralized decision-making. (Buckley et al., 2018)
The reason behind this is centralized decision-making would allow the company to use the
experience of headquarters to make decisions for the international subsidiary that does not have
enough experience and knowledge about the business activities at an international level

(Tsitsiklis, 1984).

2.5 National culture and decision-making

National cultural values shape the beliefs and perceptions of the public, and these beliefs and
perceptions contribute to the behavior and decisions people make (Zou et al., 2009). Here again,
it's relevant to refer to Tata and Prasad's (2015) study on how national cultural values shape the
beliefs and perceptions of the people around sustainability. These beliefs and perceptions
influence public decisions related to sustainability. Nations with unfavorable cultural values
will most likely make decisions that are not favorable for a sustainable future (ibid). Eventually,
the behavior, perception, and decisions of the public influence the implementation of
sustainability initiatives by organizations. Moreover, Beekun and Westerman (2012) studied
how the United States and Norway have different national cultures and how it influences the
decisions people of these nations make. They found that Norway is a more collectivistic society

as compared to the United States therefore, the decisions and behavior of most Norwegians are
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more inclined towards a better society and public good. On the contrary, The US is relatively
more individualistic hence the public behavior and decision are more inclined towards the self-
benefits of the individuals rather than the society (ibid). Westerman et al. (2007) also studied
the relationship between national cultural values and decision-making and found that cultures
with high power distance and collectivism are more likely to make a decision based on their
peers or mentors. On the other hand, cultures with low power distance and individualism are
more likely to question their peers or mentors because they think that the decision they are

taking or recommend taking does not align with their personal values (ibid).

Some researchers such as Stiglitz (2000) have taken a different approach to understand the
national culture by including societal values and informal institutions. Informal institutions refer
to the intangible fabric and values which drive society. Researchers explain how the decision-
making of the people is affected by informal institutions. An example of this is that countries
like Pakistan and Zimbabwe are attributed as ‘survival’ and ‘tradition’ and that is why religion
and tradition have a great influence on the decision-making and the behavior of the people
(WVS, 2015). On the contrary, countries like Sweden and Norway are dominated by
‘secularrational’ and ‘self-expression’ values. That is why their decision and behavior rely less

on religion and tradition and hence are more individualistic (ibid).

Above we highlighted how national cultural values influence the behavior and the decision of
the public. It is also very important to analyze the national culture and the behavior of the public
in an organizational context because the difference in cultural values have a significant impact
on the decision a company makes. Murphy and Khan (2014) studied cultural dimensions and
restaurant seating and found that in South Asia family and group culture is very strong and
because of those fast-food chains like McDonald's intended to build larger size restaurants with
play areas for kids. Although this might not align with the fast-food chain business model
because the whole concept is to serve the food quickly rather than providing customers with a
dining experience (Jin et al. 2012). On the other hand, the same fast-food chains in Scandinavia
have relatively small size restaurants because family and group culture are not strong, and
people dine in with very small numbers of people most of the time (Murphy and Khan, 2014).
Allred and Swan (2004) also support the argument that cultural values are one of the primary

factors which motivate international companies to internalize a multi-domestic strategy. As
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cultural values are likely to differ in different regions and multi-domestic strategy allows the
company to take these differences into account when they internationalize in a different country

(Allred and Swan, 2004).

Another perspective of looking at national culture and decision-making is how national culture
can influence the decision-makers in the organizations. The decision-makers are influenced by
the national culture of the country they belong to (Schneider and De Meyer, 1991). For example,
Sallivan et al. (1988) found that Japanese managers are more likely to interpret strategic issues
as “threats” compared to American managers who tend to think of them as an “opportunity”.
The comparison shows us how the differences in culture among countries can impact the
decisions of managers. Recognizing the importance of cultural differences helps managers to
understand international partners and stakeholders, assisting the decision-making process and

improving their managerial skills (Cullen and Parboteeah, 2008).

The country's values and practices also influence the decision-making approach of its people.
A good example of this is the difference between Germany and America in terms of the
employee inclusion approach. Germany practices a culture of cooperative labor relations
management, whereas the United States uses an instrumental economic approach. As a result,
German managers are expected to consult with employees, union representatives, and
supervisory boards in the decision-making process. On the other hand, American managers
enjoy far more independence in decision-making. A similar debate is whether a diverse or
homogeneous decision-making team is better. Researchers such as Buckley et al. (2018) agree
that a diverse group with different cultural values will bring diverse experiences, backgrounds,
and approaches to the table and could be more helpful to solve complex issues. However, it's
likely that the most effective groups will not necessarily be the most diverse because in a diverse
group of decision-makers it is difficult to reach a consensus (Herrera and Herrera-Viedma,

1996).

2.6 Our conceptual framework

The research aims to study the impact of national culture on company decision-making when
implementing sustainability initiatives. That makes decision-making a dependent variable. As

the theory explained above on decision-making highlights how broad this topic of study is as



there are many factors and contexts in which decision-making can be analyzed. The authors
with the help of consultation from company representatives and the research supervisor
concluded that the best way to study company decision-making for this study is to use the
"Rational model of the decision-making process". Therefore, to effectively reach the purpose

of our research the authors had to develop their conceptual framework.

Earlier studies such as Tata and prasad (2015) and Park et al. (2017) highlighted how national
culture affects the sustainability orientation of the public which then impacts the quality and
scope of organizational sustainability initiatives. On the other hand, in the decision-making
literature, the rational model created by Schoenfeld (2011) explains different stages of the
decision-making process. Therefore, for the analysis of the data, we need to develop our
framework by combining these existing models and findings. We used the existing model
(Hofstede, 1980) on national culture and Schoenfeld (2011) on decision-making, and Tata &
Prasad (2015) on national culture, sustainability orientation, and sustainability initiatives. In our
framework decision-making is the dependent variable whereas national culture, sustainability
orientation, and sustainability initiative are the independent variables. To further simplify we
can divide these variables into two categories as shown below in Figure 1. The left side consists
of national-level variables that are national culture and sustainability orientation. whereas the
right side consists of company-level variables that are sustainability initiatives and decision-

making.

National Company
level level
National culture Sustainability initiatives
A 4
Sus!;amab.lhty Decision making
orientation

FIGURE 1- Conceptual framework
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2.6.1 Brief explanation of national-level variables

The national culture in our framework represents the five cultural dimensions identified by
(Hofstede, 1980). The five cultural dimensions are “power distance” which refers to the ability
of the public to accept or reject power distribution in an organization and society.
Individualism/collectivism is another dimension that represents if the culture is more
individualistic as in more focused on self-internet and accompanied or collectivistic meaning
their focus more on the interests and accomplishments of society. Masculinity- femininity is
another dimension, if a culture has a more masculine feature that means that they are more
materialistic and whereas femininity represents if the culture is more empathetic. Time
orientation in the national culture is divided into two categories: short and long term. Short-
term orientation refers to a culture focused on short-term goals and vice versa. Lastly,
uncertainty avoidance refers to the degree of tolerance of society towards risk, change, and

situational uncertainty. (ibid)

Sustainability orientation refers to the perception and beliefs of people about sustainability
which is influenced by national culture. Here we used the findings of Tata and Prasad (2015)
that identify what type of cultural values generate positive perception and beliefs about
sustainability (strong sustainability orientation) and what type of cultural values generate
negative perception and beliefs about sustainability (weak sustainability orientation). For
example, the study found that cultures associated with a long-term orientation, low uncertainty
avoidance, collectivism, femininity, and low power distance are likely to be favorable to

implementing sustainability initiatives and vice versa. (ibid)

2.6.2 Brief explanation of company-level variables

Sustainability initiatives refer to the initiatives taken by the organization to achieve
sustainability-related objectives. This includes both social and environmental aspects of
sustainability (Tata and Prasad, 2015). It could be a set of different initiatives or a single

initiative at a time. Besides, there could be multiple reasons for implementing such an initiative,
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for example, it could be as a part of the Corporate Social Responsibility (CSR), business model,

or other internal or external factors.

Lastly, the decision-making in our framework refers to the decision-making process "Rational
Model" that includes six steps as explained by Schoenfeld (2011). The first step is the
identification of the problem, in our case, it refers to the identification of a sustainability-related
problem that the company is trying to solve. The second step is generating the alternatives
meaning generating solutions to solve the problem. The third step is evaluating the
alternatives/solutions, and the fourth step is choosing the best alternative/solutions to solve the
problem identified in the first step. The fifth step is implementation, which in our case refers to
the sustainable solution(s) the company intends to implement. The final step is the evaluation
of the decision, and this refers to evaluating the effectiveness of implemented sustainability

initiative(s).

2.6.3 Summary of our conceptual framework

From the studies such as Tata and Prasad (2015), Park et. al (2017), and Ringov and Zollo
(2007) we know how the cultural dimension (Hofstede, 1980) can influence the sustainability
orientation of a nation which as a result affects the sustainability initiatives taken by the
organization. Through these studies, we know what cultural values are favorable for companies
to implement sustainability initiatives and what values can be challenging for the companies to
implement sustainability initiatives. However, our conceptual framework adds a decision-
making process to the argument and therefore will help us to analyze how these cultural
dimensions and sustainability orientations of a nation influence the decision-making process of
a company when they are implementing sustainability initiatives. By using our model, we intend
to find the relation between national culture and sustainability orientation of the country
(national level), thereafter the relationship between these national-level variables and company

level variables i.e. sustainability initiatives and decision-making.

3. METHODOLOGY

This chapter explains the research strategy and design used by the authors to conduct the

research and the reasons for choosing a specific method. Furthermore, the explanation of data
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collection and analysis methods is provided followed by a critical reflection, on the quality of

the research method of choice, and ethical considerations.

3.1 Research strategy

To approach our research question, we intend to perform qualitative research. Using the
qualitative method allowed us to explore different themes of our study using the experience of
all the respondents (Leavy, 2020). The qualitative method also allowed us to study the topic in
a particular context. Since the aim of our study was to explore how cultural values impact
decision-making in a sustainability-related context, therefore, using a qualitative approach was
a suitable choice (ibid). Besides, it helped us to have a deeper conversation with company
representatives and it also provided us with first-hand information. As a result, we got insights
into different cultures and their beliefs around sustainability and how the company decision-
making process is affected by the difference in the national cultures. This was possible because
the participants had experience and knowledge about how this process is performed in different
countries where the company operates thus, they could make a good comparison of national

cultural values among countries.

Moreover, qualitative research is an efficient research strategy as it is often a less expensive
method of research than quantitative research (Bell et al., 2019). It allows researchers to perform
valid research by including fewer participants (ibid). It was important for the study that
participants should have a particular profile and set of experiences. The criteria for the selection
of participants as explained in the generation of primary data below made it difficult for the
authors to include a large number of participants in the study. Therefore, using the qualitative
method was the best approach as it allowed us to have all the information, we needed by
including a small number of participants. Moreover, a qualitative approach also helped us to
build a good relationship with the interviewees as a result it improved the quality of the data

collected (Denzin and Lincoln, 2005).

3.2 Research approach — induction, deduction, and abduction

The research approach facilitates the use of the theoretical framework to reach the purpose of

the study (Alvesson and Skoldberg, 2009). In 1868 two different research approaches were

24



introduced, inductive is one of the two research approaches introduced which refers to the use
of exploratory and empirical research to introduce a new theory. Whereas the second approach
is known as deductive which refers to testing the existing established theory with the help of
empirical research and findings. In this case, all the information required to reach a consolation
is already presented in theory which researchers used to analyze the findings (Rodrigues, 2011).
However, later, a new research approach was introduced which can be described as a
combination of inductive and deductive approaches and it is known as abduction (Alvesson and
Skoldberg, 2009; Rodrigues, 2011). Abduction can be explained as “the process of forming an
explanatory hypothesis” (Rodrigues, 2011 p.137), where the main proposition is obvious, but
the additional propositions are probable (ibid). As the nature of our research was exploratory,

therefore using the abduction approach was a suitable option.

3.2.1 Abduction — Further Explained

The abduction approach characterizes itself by needing a more creative approach to research as
compared to the deductive or inductive approach. For us, it was necessary to get through the
limitations of deduction and induction methods. With the abduction method, it is possible to
present a plausible conclusion that is related to and compared with the empirical data collected
during the study providing new insight into the research (Kovacs and Spens, 2005). Through
this method, it is also possible to interpret previous similar phenomena within and arrive at a
new way or perspective i.e., our conceptual framework. This characteristic of the abductive
approach is particularly interesting for our study because existing frameworks and knowledge
from previous research about our topic did not provide us a perspective of how the decision-
making process is affected by the national culture in a sustainability-related context. Therefore,
by using this approach, it was possible to arrive at different and new conclusions. It is important
not to confuse the procedure of the deductive approach with the abductive one. The deductive
approach allows researchers to follow a predetermined perspective, while the abductive
approach moves from a pre-designed path to a new framework (Kovacs and Spens, 2005).
Abductive reasoning focuses on the search for a suitable theory for what the empirical
observations and information are providing and during this process, the information is collected
and at the same time theory is built (ibid). This process ends up as a back and forth between

theory and the empirical study, and this process of learning loop formulates the theory
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(Kennedy, 2018). The system of back and forth that the abductive approach uses was a great
tool for our study. As empirical data that we collected provided new insight that may affect the
theoretical framework previously determined and with the help of that we created a new

framework that goes around all themes presented in our study.

Through the abductive approach, we were able to shift the focus between theory and empirical
findings by going back and forth (Welch et al., 2011). Initially, looking into previous research
on national culture and sustainability initiatives was necessary as these previous studies not only
helped us to build the foundation of our theoretical framework but also gave us inspiration for
the interview guide. However, with the help of empirical findings, new relationships were
identified that were not prominent in the theory we used. For example, initially presented studies
only focused on the relationship of national culture, sustainability orientation of the people, and
sustainability initiatives by the organization. However, from the empirical findings, we were
able to determine how we can include decision-making into the equation. Also, through
empirical finding, we found that it's not just the cultural values of the public that affects the
decision-making process of a company. The cultural values of employees, managers, and the
decision-maker can also have a significant impact on the decision-making process of a

company.

3.3 Research design

We performed a multiple case study in which we planned to interview three different companies
that align with our study’s approach and intentions. We expected that by interviewing these
companies the data that will be collected will provide new insight from their perspective that
can help us to better understand how these companies work around the themes that we are
studying in our research. Our study was exploratory as we studied a new phenomenon that

relates to earlier literature.

Multiple case study enables the researchers to seek and look for differences within and among
cases, by comparing the empirical data that may come up from the study (Campbell and Ahrens,
1998). It also increases the probability of getting new results that were not found in previous
studies, allowing the researchers to find new connections among the studied cases and reach

new conclusions (ibid). Multiple case studies allow the researcher to use one interview guide
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across the cases that are being studied and compare the findings to reach conclusions (Yin,
2003). Therefore, multiple case studies were a suitable design for our study as this research
design made it easy for us to achieve the purpose of our research by being explorative and using

an abductive approach effectively.

3.3.1 Selection of cases

Company Type of industry Sustainability
initiatives
A Consulting firm Societal and
environmental
B Rail transport Environmental
C Information & Technology Societal and
environmental

TABLE 1 — Summary of cases

We studied three companies belonging to different types of industries. To collect data that is
relevant and helpful to answer our research question, we had criteria that had to be followed.
The two primary requirements of the criteria were that the company should have an international
presence and the company should be sustainability-focused, meaning that they implement
sustainability initiatives in different countries they operate in. Therefore, all the companies
included in our research were international companies and were focused on implementing
sustainability initiatives. The international nature of the company provides us insights into how
decisions are made differently in different regions where the company operates, and what role

national culture plays in that.

Company A is a multinational company that works within the consulting industry with a
presence in all five continents and over 700 office locations worldwide (Company A, 2022).
Company B is a multinational that also operates in five continents with over 300 sites, and its
business is related to rail transportation, manufacturing, and consulting (Company B, 2022).
Lastly, Company C works within the IT industry and has a presence only in the Nordic region.
Sweden and Finland are the countries where most of the business activities of the company are

performed (Company C, 2022).
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Although the companies we included in our study were international, the respondents were
based in a particular country currently focusing either on a responsible country or the region.
For instance, respondents from Company A and B were based in South America, Chile. Thus,
we mainly studied the decision-making process of the company in Chile, however, through their
experience and coordination with other regions they were able to provide additional information
on how the process is affected in other regions. Whereas the respondent from Company C was
based in Sweden but since the company had centralized decision making, we were able to gain
insights into how the cultural values of other countries affect their decision making. Due to the
limitations of the study, we were able to include one respondent from each company that is
based in a particular region. However, the international presence of the companies, their internal
communication, and the experience of respondents allowed us to minimize this limitation to

some extent.

3.4 Hermeneutics

In addition to the abductive approach as described earlier, the hermeneutic approach has been
used to conduct this research. It was very important to understand the different themes and sub-
themes that were discussed during the collection of empirical data. The hermeneutics approach
allowed us to better understand the challenges faced by the decision-makers because of the
national culture of the region they are operating in. The core of hermeneutics is understanding
each of the themes and its different subs parts (Bryman and Bell, 2015). Hence It was a constant
loop in accordance with the abductive research approach which allows one to go back and forth
between theory and empirical data (Feil and Olteanu, 2018). Moreover, hermeneutics can be
considered a part of the abductive approach, as in the abductive approach researchers use the
“best” explanation from different explanations or interpretations which allows the researcher to
think rationally and give importance to cognitive reasoning when the theory is being developed
(Bell et al., 2019). Similarly, hermeneutic (the study of interpretation) and the philosophical idea
of the ‘hermeneutic circle’ allows a continuous dialogue between the data and the researcher’s
pre-understanding this enables the researcher to keep an open mind even if the data is surprising
or new, rather than using the data it to confirm their pre-understandings (Alvesson and Kérreman,
2007). During the interviews even if we had a pre-understanding of a particular topic, we tried

to understand that topic from the respondent's view instead of using our pre-understanding to
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analyze the findings in a way that we thought before conducting the interview. For example,
using this approach we were able to change Tata & Prasad's (2015) instrument of sustainability
beliefs and perception to sustainability orientation based on what we learned from the

respondents.

3.5 Data generation

3.5.1 Primary data

Interviews

We conducted interviews to gather the primary data used in our study. The interview format
that we used was semi-structured as it will help us to remain within the domain of our research
while gaining insights into the interviewees’ opinions, decisions, and experiences (Blee et al.,
2022). Our research topic consisted of multiple themes which made the semi-structured
interview a suitable choice because it allowed us to keep an open mind about what we needed
to know so that new concepts and theories can emerge from the data (Bell et al., 2019). First
through a short phone call or zoom meeting we talked to respondents to see if they match our
criteria, explain what we intend to research, and give examples of what kind of question we
might as. Thereafter, we performed one detailed interview with the respondent, plus a follow-
up later to make sure they agree with our interpretation of the data. The main interview was
conducted for each case through the online meeting platform "Zoom". It made it easier for us

to interview the respondents without being in the same location.

Besides, we specified the order of questions based on the theoretical driven themes i.e.,
sustainability initiative, national culture, and company decision-making. The interview guide
consisted of twelve questions as presented in the appendix. In the first theme of sustainability
initiatives, we asked general questions about the respondent and the company as well as specific
questions on the company's sustainability objective and how the company works with
sustainability. In the second theme i.e., national culture, we used Hofstede's (1980) five
dimensions model and try to find out what the respondents think of the region's national cultural
values. For a third of the decision-making, we asked about how decisions on sustainability are

made within the company and how variables such as national culture and sustainability
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orientation affect the company's decision-making process. Moreover, the questions were open-
ended, as the most effective way to conduct such an interview is to have open-ended questions
(Adams, 2015). Open-ended questions allow the respondents to give more detailed answers

and it also makes it easier to ask additional questions based on the answers (ibid).

Selection of respondents

As far as the selection of respondents is concerned, we created a specific profile that had to be
matched. The requirements for selection were as follows. Firstly, the respondents should have
interest, knowledge, and experience in working with sustainability in different countries.
Secondly, the respondent should be responsible for decision-making regarding sustainability.
Lastly, the respondent should have knowledge or experience of how decisions regarding

sustainability are made in other countries where the company operates.

Type of Job title Years of Language Duration
industry experience (Min)
Consulting Sustainability Consultant 5 Years Spanish 58
firm
Rail transport | Sustainability Consultant 4 Years Spanish 52
Information & | Business developer & 2 Years English 55
Technology | Sustainability consultant

TABLE 2 — Summary of respondents and interview

The above table is a brief demonstration of the respondents we interviewed. The experience
shown in the above table is the experience they have in the particular position and company.

Previous positions and companies they worked with are not taken into consideration in the table.

All the respondents fulfilled our criteria, as they have worked in companies that implement
sustainability initiatives in multiple countries, are included in the decision-making, and have
experience or knowledge of decision-making in other countries where the company operates.
Also, it's important to mention that we were not able to provide the name of the company or the

respondent because of the reasons explained in the quality of research and research ethics.
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3.5.2 Secondary data

Besides the primary data gathered during the study, we also had to use secondary data to make
the findings and analysis valid. Secondary data included information and data collected by a
third party before the study was conducted (Pederson et al., 2020). Using different sources of
evidence is of significant use and provides a framework for the investigation of the relationships
(Eisenhardt, 1989). The use of secondary data increases the validity of the gathered primary
data and provides additional insights which might be excluded or issued from the interviews.
Therefore, the main purpose of using secondary data in our study was for triangulation purposes

(ibid).

The secondary data we used was mainly a combination of two types of reports. We used
sustainability reports from the companies and these reports not only helped us with more
information about the company and how they plan to work within sustainable initiatives but
also increased the credibility of the findings during the interviews. Moreover, we also used other
organizations' reports to get information and data about the national cultural values of the
regions in which the companies we study were based. These additional reports also increased
the trustworthiness of the findings as there was a consensus between the respondents and the
reports about the national cultural values of the regions. Besides with the help of secondary data
we were to be able to better analyze our empirical data since it provided us with more
information about the differences between countries in terms of national culture and companies

in terms of sustainability initiatives.

3.6 Theoretical literature

The main theoretical themes that we included are sustainability initiatives, national culture, and
decision-making. We used existing research on these themes to increase our understanding of
these topics. The literature that we included in our interview guide and analysis was on national
culture and sustainability initiatives mainly from Tata and Prasad (2015). This study used the
dimensions of national culture presented in the model developed by Hofstede (1980). For the
topic of a company’s decision-making, the main source of literature we used was "Rational
Model of decision making" by Schoenfeld (2011) which explains the whole process of decision-

making including six steps. Identifying a problem is the first step and evaluating decision
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effectiveness is the final step. Moreover, to bring together company decision-making and the
national environment we used insights from Buckley et. al (2018) which explains how the
decision-making process of a company is influenced by national culture and other factors of the

external business environment.
3.6.1 Selection of theory

The selection of studies we used is based on their contribution to our research topic and our
interview guide. The broad scope of our research topic allowed us to include existing literature
on different themes such as national culture, sustainability initiatives, and decision-making.
Different dimensions of national culture introduced by Hofstede (1980) provided us with a
model to analyze the national culture of the countries included in our study. Besides, Tata &
Prasad (2015) provided us insights into the national culture, sustainability orientation, and
sustainability initiatives. Lastly, to develop a deeper understanding of the company decision-
making process we used a decision-making model by Schoenfeld (2011) as it was closest to

how companies we interview make decisions regarding sustainability.

3.7 Analysis and interpretation of data

Analysis of quantitative data requires an order to be followed. However, for our analysis, this
was not the case as we used the qualitative method by studying multiple cases (Yin, 2015). With
the help of abductive and hermeneutic research approaches, we were able to move back and forth
between theory and primary data. Our data analysis was primarily based on the thematic analysis
method, and it facilitated the analysis and interpretation of the data we gathered for the interviews
(Braun and Clarke, 2006). This method of data analysis allowed us to identify themes and
patterns in the data that are related to the research question (Braun and Clarke, 2006; Saunders,
Lewis, and Thornhill, 2016). For our study, this approach was appropriate as it allowed us to
explore and understand how national culture affects the decision-making process in an
organization when they are implementing sustainability. This method of analysis also allowed
us to compare the national cultural values of different countries and the decision-making process

of different companies.
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After each interview, there was a discussion between both the authors of this study which helped
us to reflect on the main finding and reduce the distance of the information. This process was
easy to do for the final interview however, for the first two interviews we used a translator to
make the interview understandable to other author because the first two interviews were
conducted in Spanish as the respondents were more comfortable with the language. Conducting
interviews for Company A and B in Spanish resulted in a better quality of data.
The initial discussion after each interview was important because we were able to reflect on the
procedure and discuss if anything could have influenced the data we obtained. Thereafter, we
transcribed each interview to have unbiased interpretations (Bryman and Bell, 2015).
Transcription also facilitated us for validation of the data which we did by following up with the
respondents that they agree with the answers or if there is anything that they think we should

include or leave out from the results.

Once that was done, we followed the thematic analysis method. After the transcriptions and
getting the consensus of the respondents we re-read the transcriptions multiple times, then we
wrote a summary where parts were highlighted that were related to our research question. The
transcribed data was thoroughly studied repeatedly to identify the unique contexts, as well as
common themes and patterns shared which helped us modify our theoretical framework. Once
common themes and patterns were identified we combined themes with similar meanings
(Saunders, Lewis, and Thornhill, 2016) and dropped other information which identified as
irrelevant. These decisions were made by exchanging views between the authors. The initial
framework developed through the inspiration of Hofstede (1980), Tata and Prasad (2015), and
Schoenfeld (2011) played an important role in the interpretation of data, as the evaluation of the
themes was mainly based on the different components of the framework we developed. Thereby,
a comparison of the relationship between the themes was performed. Lastly, as suggested by Yin
(2015), the best way to analyze multiple cases is to use a cross-case analysis as this method
makes findings strong and easier to understand. The authors followed this recommendation and
a cross-case analysis was performed allowing us to make conclusions regarding the impact of

national culture on decision-making when companies are implementing sustainability initiatives.
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3.8 Method Criticism

The Qualitative method characterizes itself for allowing the researcher to have a more subjective
view of the data collected by performing an analysis of the conversation with the interviewees,
over a more statistical study (Bell et al., 2019). Nevertheless, there are inconvenient issues that
come along with the qualitative method, for example, qualitative research does not allow us to
generalize our findings and conclusions (ibid). Besides, Qualitative interviewing is less
naturalistic. It disrupts the natural flow of events even if it's conducted in the most informal
format as a result, qualitative interviewing is less naturalistic as compared to other methods of
qualitative research such as participant observation. Another drawback of interviewing in
qualitative research is that the language used, and the answers given by the responses can be
influenced by their awareness of being studied. (ibid) Therefore, the respondent might sensor
or restrict the information provided to the interviewer. Lastly, qualitative interviews mainly rely
on verbal accounts and behavior and less on social interaction and behavior (Jamshed, 2014).
Moreover, the most common criticism of the semi-structured format of interviews is problems
related to the consistency of the results. Different participants may swerve into topics not
directly addressed in the interviewer’s initial questions, some topics may be missed, and it is
more difficult to compare results (Byrne et al., 2012). Besides, comparability is likely to be

limited because sequencing and wording might be unique in each interview (Newton, 2010).

Although the study does not use secondary data for analysis to a large extent as it is more
focused on qualitative interviews. However, we used company reports to double-check the
respondent’s answers and to have a deeper understanding of the company and how they work
with sustainability. So, company reports were a major source of secondary data. A drawback of
using the company reposts is that it could demonstrate biases toward the company because most
of the time it is written by employees working for the company to make the company look better
in the eyes of stakeholders and the public (Daub, 2007). Moreover, a drawback of the earlier
literature we used was that it did not necessarily answer our research question. We also don't
know how the data was collected in earlier studies. Therefore, we had no control over what was

contained in the data set, which can limit the analysis (Vartanian, 2010).
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3.9 Quality/Trustworthiness of study

As mentioned in the earlier part a drawback of conducting qualitative research is that it can be
more time-consuming in terms of collecting the data, therefore researchers tend to have a limited
population sample as compared to quantitative research. Besides that, qualitative data is
influenced by the subjective interpretation of the researcher (Eriksson and Kovalainen, 2015).
However, Bell et., (2019) explained some methods which are credibility, transferability,
dependability, and confirmability. By following these evaluation methods, the researcher can
minimize the drawback of a qualitative approach. Besides, for analyzing the strength of
conducted qualitative research these methods are more appropriate as compared to the traditional

methods such as reliability and validity (ibid).

3.9.1 Credibility

The process of measuring the credibility of a study is considered similar to internal validity (Bell
et al., 2019). The sampling method is what determines the credibility of the research (Lincoln
and Guba, 1986). As we know, a qualitative approach often does not allow for the inclusion of
an extended population sample in the study (Eriksson and Kovalainen, 2015). To cope with that
we beforehand determined the criteria for the selection of participants. We selected the
respondents based on their experience with different countries and sustainability initiatives
besides their involvement in the company decision-making process. Although this still does not
allow us to generalize our findings it increases our understanding of how differences in national
cultural values influence a company's decision-making process when they are implementing

sustainability initiatives.

3.9.2 Transferability

The process of determining the transferability of the research is similar to determining the
external validity of the research (Bell et al., 2019). Transferability determines how relevant the
findings are in different contexts (Lincoln and Guba, 1986). To increase the transferability of the
research it is recommended to provide a thorough description of the context in which the study
was conducted so other researchers can understand the context and formulate their reasoning

accordingly. Therefore, we followed this approach by stating that this study is in a sustainability-
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related context. Although we conducted this research in a specific context "implementation of
sustainability-related initiatives", the case companies belonged to different industries such as
IT, consulting, and transportation. Selecting companies from different industries makes the

findings of the research reasonably transferable.

3.9.3 Dependability

Dependability is similar to reliability, which refers to measuring how consistent and reliable
findings and the research procedure of the case studies are (Bell et al., 2019). To make sure the
is dependable we used a consistent interview guide for each interview. As a result, the
consistency of our research was secured, which is an important element to achieve dependability
in your research (Leung, 2015). Other than that transparency of the empirical data is another
significant element to increase dependability (Bell et al., 2019), we acquired this by recording

and transcribing the interviews and confirming the data with the respondents.

3.9.4 Confirmability

Confirmability is also known as the objectivity of the research that represents that the researcher
has acted in good faith and made logical interpretations of the findings based on the data
collected rather than on bias (Bell et al., 2019; Eriksson & Kovalainen, 2016). Firstly, we did
not have a personal relationship with any of the respondents which makes it less probable to have
biased findings. Secondly, the questions we used in the interview guide were neutral as they
didn't force the respondents to answer in a way that could be preferred by the authors. Lastly, we
promised confidentiality to all the respondents and that we would not include the respondent or
the company name in our study so that they can be honest about the decision-making process of

the company without being worried that someone from their company will know what they said.

3.9.5 Ethics

Bell etal. (2019) gives us a broad understanding of how to manage ethics in qualitative research,
which helps us better understand how to treat the participants of the study and what kind of
actions to avoid. It also reminds us of the importance of keeping imposing ethical decisions

during the research. The ethical principles are presented to evaluate whether there is harm done
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to participants, whether there is a lack of informed consent, whether there is an invasion of
privacy, and whether deception is involved (Bell et al., 2019). The authors of the conducted
study have been responsible for the well-being of the respondents both physically and mentally.
Besides, the research did not impose any stressful environments or professional harm on the
respondents. In all interviews during the research, the consent of the participants was taken.
Besides, for our credibility, we informed the participants that the interview will be recorded
beforehand. However, for the sake of the protection of respondents, other employees, and the
company itself, we promised to keep all the information confidential. Some of the questions
related to how upper management or other employees of the company make decisions regarding
sustainability therefore it was very important to keep the information confidential. Lastly, the
purpose and development of the study have been shared with the participants, besides
preventing any deception that may arise and a copy of the research will be provided to each

participant for any possible rectification.

4. EMPIRICAL FINDINGS

This fourth chapter presents the empirical data from Company A, B, and C. The findings are
divided company-wise, for each company a brief description of respondents’ role is provided
and then data is subdivided according to the themes of sustainability initiatives, national
culture, and company decision-making. Followed by a summary of important findings displayed
using tables.

4.1 Company A

4.1.1 Role of respondent

The respondent from company A works as a head of sustainability consultancy in the company.
The respondent assists the company to be internally sustainable as well as provides consultancy
to the clients on how they can be more sustainable. Since company A is a consultancy firm
hence the respondent also participates in the decision-making process of the client's
sustainability-related projects. The respondent is also responsible for the evaluation of the

sustainability initiatives once they have been implemented.



4.1.2 Sustainability initiative

Company A is a consultancy company thus the type of sustainability initiatives they work with
depends on the clients. They work with sustainability both internally as well as externally.
Currently, they are working with multiple clients therefore they work with both social and

environmental aspects of sustainability.

“We work on different kinds of sustainability initiatives as we have multiple clients, and each

client has a different objective”.

Sustainability is a core value of the company however, there are other factors of motivation for
the company to be sustainable. Internally for Company A enhancing brand value, being
competitive, and following national regulations are the main sources of motivation. For the
clients, the factors of motivation can differ but we found that mostly it's because of competitive
advantage, brand value, and national regulatory standards. However, consumers are one of the
factors which is not consistent for every client because some clients are heavily motivated by
consumer pressure, and for others, it doesn't exist. This interesting finding motivated us to ask
the respondent more about the consumer pressure and we found that the extent of consumer
pressure for the company’s clients in the South America region is much lower compared to
other regions. For example, in Europe consumer pressure is one of the main factors which

pushes the clients to become more sustainable.

“It's a big thing for our clients in the European Market, and I would say the consumer pressure
is in no way as strong in this region (South America) but in my opinion, it is increasing with

time because of the increase in awareness.”

4.1.3 National culture

The main finding under this theme was if the national cultural values in the region are favorable
for implementing sustainability initiatives. We gathered that the national culture values are not
favorable where the respondent is based (South America). From the examples given by the
respondent, we found that the public in the region is short-term oriented, dislikes change, is

materialistic, and demonstrates high power distance, and these values make it challenging for
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the company to implement sustainable initiatives. However, the respondents argue that the

values around sustainability are improving with time.

“If I compare it to 10 years ago. We wouldn't even think of some sustainability initiatives back

then because the public would not be ready for that.”

With the development of the discussion, we could make connections with these values to
sustainability orientation. The respondent gives an example that if people are short-term focused
then they would not be willing to wait for a long time to realize the benefits of the sustainability
initiatives. Besides, if people are not encouraging change and are less concerned about the

environment and society, then they are more likely to have a weak sustainability orientation.

Moreover, because of the international presence of the company the respondent was aware of
how national culture values in other regions are different from this region and how it makes the
implementation of sustainability initiatives very different. We found that in the European region
the values around sustainability are extremely opposite compared to South America. For
instance, people are more long-term oriented, willing to change, more empathetic, and display

low differences in power.

“In the European market, the cultural values regarding sustainability are much more favorable
to implement sustainability initiatives. For example, people are more concerned about the

1

environment and they are willing to change their behavior.’
4.1.4 Decision-making

When asked about how the decisions are made and who is responsible we found that internally
decisions regarding sustainability matters are made by the team assigned to the projects which
mostly involve mid-level managers. Upper management and senior directors only get involved
once the decision is in the final stages. Externally for clients, respondents act more as an adviser
or consultants on what decision should be made but the ultimate power is with the clients most
of the time. Some clients require them to be more heavily involved in the decision-making

process and for others, they act as an advisor.
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Moreover, the international presence of the company allowed us to find if the decision-making
process regarding sustainability is different in the region where the respondent is based from
other regions where the company operates? If so, what role does national culture play in that?
Here we got the answers from two different perspectives, one is how employees and managers
themselves are affected by the culture they belong to and the other is how the cultural values of
the public affect the decision-making process. We found that in South America the decision-
making process is affected differently as compared to in Europe. From the respondent, we got
an idea that generally people in South America and Chile are short-term oriented therefore they
do not realize the long-term benefits you might offer to the clients, and most sustainability
initiatives require time so it is very hard for companies to implement long term focused

sustainability initiatives in this region.

Whereas in Europe the respondent’s colleagues find it much easier. Besides, most of the people
in the South American region do not like change and most sustainability initiatives require
change, for example, change in behavior or system. Moreover, power distance is also a problem
because people higher up the hierarchy are not as sustainability-focused as compared to younger
people. Relatively younger employees like the respondents come up with the ideas but approval
from those higher-up people is needed. Meaning the respondent and team are not independent
in the decisions and struggle to be able to act sustainably even if they wanted to because of the
weak sustainability orientation of the upper management. Another interesting point that the
respondent mentioned is that the economic condition of this region is not as strong as in Europe
and this makes people more individualistic because everyone is running the race of their own
and they don't care about more collective things such as the environment. Lastly, the public in
South America is more materialistic than emotional as a result they don't realize the effects of

their behavior as long as they achieve what they want.

Once we found that information about the relationship between the national cultural values and
decision-making we wanted to dig deeper into how these values affect the whole six-step
decision-making process. We found that these values impact different stages of the decision-

making process. For example, starting with the first stage of identifying a sustainability-related
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problem. Here if the public is short-term oriented then the company can not identify a bigger
problem which would take a long time for the people to realize that it's good. Consequently, the
company will take small steps and identify a sustainability-related problem that can be solved
in much less time. Similarly, the company will select a solution from the set of alternatives that

would be easier to convince the consumers and that doesn't require changing public behavior.

“We will take baby steps and identify a sustainability-related problem that can be solved in

much less time”

Moreover, the respondents also highlighted that the implementation stage is most challenging
because at this stage the company's initiative is in close contact with the customers in
comparison to other stages. The respondent told us that to make this step easier, the company
advertises the initiatives with additional benefits because customers might be more motivated
with other benefits (financial) as compared to the sustainability benefits of the initiative. Lastly,
we found that the company's evaluation criteria for Chile and South America are not the same
as the company has in Europe. The primary reason for the difference in evaluation criteria is
because the company realizes that in Chile it is much harder to achieve the sustainability

objective as compared to Europe.

From the internal perspective, we found that the national cultural values of the team member
also affects the whole decision-making process. We found that since in general the region is
associated with the short-term orientation, therefore sometimes the decision-makers and the
managers are in a hurry and they are more concerned about the time rather than the benefits of

the initiative.

“They want to just get done with the task as opposed to thoroughly thinking what the impact of

their decision will be”.

From the experience of the respondent, we found that currently, the team for sustainability-
related decision making has a strong orientation because of their knowledge about it. However,
previously the team consisted of upper management who were relatively much older as
compared to the respondent and it affected the decision-making process negatively. For

instance, the problem they identified was small so it could be easily solved instead of focusing
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on long-term benefits. Generation, selection, and evaluation of solutions were based more on
the financial aspect rather than sustainability. Implementation was done in a way to get the task
done quickly rather than focusing more on its long-term benefits. Lastly, evaluation criteria

were influenced more by financial outcomes rather than sustainability.

However, now their decision-making team has been transformed and consists of mid-level
managers who have a strong sustainability orientation. Consequently, they are doing much
better in the decision-making process regarding sustainability, but they still require approval
from upper management. This conversation led to additional challenges that the company now
faces during the decision-making. We found that power distance is a problem because people
higher up the hierarchy have less motivation to make the company sustainable therefore it
makes it harder for the decision-making team to implement sustainability initiatives. To cope
with this the company recently made a separate team that does not include people with an old-
fashioned mentality, thus respondents and the designated team is now responsible for coming
up with ideas about sustainability initiatives and deciding how to go about it. However, once
they are finalized, we still require the approval of the directors. Even though approval is needed,
we found that not involving upper management in other stages of decision-making helps the

team to be more creative about what kind of sustainability initiatives to implement.

“Once they are finalized, we still need the approval of directors, but in this case at least we can

be more creative”.

4.2 Company B

4.2.1 Role of the respondent

The respondent from company B is responsible to help the company with sustainability projects
in different regions. The respondent is a part of the decision-making team and works to achieve
sustainability goals in the short and long term. The respondent has worked in different regions
such as Europe but for the current project, the respondent is based in South America Chile and

is helping the Santiago State metro to be more environmentally sustainable.
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4.2.2 Sustainability initiative

Company B is an international rail transport manufacturing company that operates in different
countries and mostly they work in collaboration with the state government to launch the rail
transport and help them be sustainable. As a rail transport company, its focus is mainly on the
environmental side of sustainability. For the current project in Chile, the goal is to reduce carbon
emissions. The sustainability objective or goals for company B is regional as it depends on the
project and the country, they work in. Besides as far as motivation for the company to become
sustainable is concerned we found that corporate responsibility, regulatory standards, brand

value, and competitiveness are the main factors of motivation.

“It's mainly our corporate social responsibility but the regulations also push us to be more

environmentally sustainable”.

In the discussion about the extent of consumer pressure that pushes the company to become
more sustainable, we found that public pressure for the project is almost non-existent. However,
from experience, the respondents told us that for the company's projects in Europe public
pressure is one of the main factors which pushes the company to become more sustainable.
Besides, we wanted to know if the sustainability objective of the company is consistent in
different regions of the company. We found that it is not consistent. We found that the
sustainability objective in Chile is not as demanding as it was in the previous projects completed

in Europe.

4.2.3 National culture

The respondent had the experience of working on sustainability-related projects in Europe
before being moved to South America for this project. Therefore, we were interested in how the
respondents felt about the difference in national cultural values and which region had more

favorable national culture values for sustainability implementation. We found a similar

43



response as we did for Company A when asked if the region represents favorable cultural values

to implement sustainability initiatives.

“If I compare the cultural values regarding sustainability in this region from my previous
experience in another part of the world (Europe), I would say for sure the values here make it

difficult to implement sustainability-related initiatives”

With further development of this discussion, we gathered that the region where the respondent
is based now is associated with short-term orientation, low acceptance of change, a low degree
of empathy, and a higher difference in power. We also found that here in Chile the company
does not have a team dedicated to sustainability, so the respondent alone is responsible for
making decisions and has to consult or look for help from other departments for the
implementation of the sustainability initiatives. These people working in other departments also
represent the same values as the public and this makes implementing sustainability initiatives

more challenging.

“Although I am the one making the decision, they are the one helping with implementation, and
they are not as sustainability orientated as [ would expect in the first place. For example, they
are impatient with the task, and they worry more about finishing it rather than focusing on the

sustainability aspect of the initiative".

We also wanted to get insight into how the respondent relates these values to the sustainability
orientation of the public. We found that sustainability orientation is weak among the people
because the value they represent doesn't go in line with the implementation of sustainability
initiatives. The respondent argues that such initiatives for instance require a long time, feelings
for the environment, and willingness to change. These values do not go alongside the national

cultural values.

4.2.4 Decision-making

When asked about how the decisions are made and who is responsible, we found that the
respondent is the one responsible to make decisions because as of now the company doesn't

have a team for sustainability-related decision-making in this region, it's just the respondent
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who acts as a sustainability consultant. However, the respondents have had the experience of
working in other regions from previous projects, so we got an insight into the difference in the
decision-making process regarding sustainability and the role of national culture. We found that
the decision-making process regarding sustainability is different in this region as compared to

other regions because of the national cultural values.

“The cultural values of the public and the people I work with are very different from what I am
used to. So all this makes the decision-making process here quite different from other regions I

’

have worked in.’

From further development of the discussion, we found that people focus more on the problems
they have to face because of the work the company is doing instead of thinking that the company

is working to make the environment better.

“People don't realize that what we are doing is good for them, and that is why they don't accept
the inconvenience they have to face sometimes because of our testing or renovation which
causes the delay or temporary suspension of the subway. It feels like people want to keep things

how it is”.

Moreover, in the discussion on how national culture affects different steps of the decision-
making process. We found that the effects can be seen throughout all the stages of decision-
making. The respondent is aware that people in this region are not taking the whole project in
a way that the respondent was used to before. As a result, the company had to limit the
sustainability goal that they decided initially and as a result they would finish the project sooner.
Besides, when the respondents have to select a solution from the set of alternatives the solution
the company chooses is based on public acceptance. For example, if the respondent is facing a
situation in which one solution is long-term oriented with higher sustainability benefits and
higher inconvenience to the public and the other solution is short-term oriented with relatively
lower sustainability benefits and low inconvenience to the public, then the respondent has to go
with the latter option because the goes in line with what the public's values. Besides, the
company also tries to convince the public to bear with the inconvenience by giving discounts.
Lastly, the criteria of evaluation are also different in Chile as compared to Europe because the

headquarter is well aware that public values are not as favorable as in the other region (Europe).
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“For the evaluation as we know that it is harder to implement sustainable initiatives here so

the criteria of our evaluation are not as strict as it is in other parts of the world.”

When asked about which decision-making stage is most influenced by the difference in national
cultural values. The respondent highlighted that all steps including identification of a problem,
choosing a solution, implementation, and evaluation are affected by national cultural
differences. However, the most influential stage is implementation because in this stage the

public has to be included on a larger scale than in other steps.
“If I have to choose one it would be the implementation stage.”

Thereafter we moved on to the further discussion of how the cultural values of the people that
the respondent has to involve in the process affect the decisions the respondent makes. We
found that the respondent has to reduce the scope of the problem because people the respondent
has to rely on have weak sustainability orientation. Generation, selection, and evaluation of the
initiatives can not be entirely focused on sustainability because some people have different
objectives. The implementation stage is influenced by how quickly a solution can be
implemented as people are short-term oriented. Lastly, evaluation criteria are financially driven
rather than sustainably. Moreover, the additional challenge that the company faces in Chile as

compared to Europe is a lack of resources both human and material.

4.3 Company C

4.3.1 Role of the respondent

Company C is an IT-based firm and the respondent from company C works as a business
developer and sustainability consultant. The company doesn't have a team consisting of
different people to make decisions on sustainability-related activities. It's just the respondents
responsible for coming up with ideas about different sustainability initiatives. Thereafter the

respondent and the CEO decide which initiative to implement and how.
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4.3.2 Sustainability initiatives

The company has a holistic approach toward sustainability as they work with both the social
and environmental aspects. They aim to include sustainability throughout the value chain.
Therefore, the company includes sustainability in all of its activities, they provide internal
education on anti-corruption and whistleblowing policies. In terms of the environment, they
avoid taking flights for domestic travel. These examples highlighted that the company focuses
on sustainability with a very broad perspective. Moreover, being sustainable is one of the major
criteria for selecting suppliers. They are also transparent with their customers about their work
on sustainability. Sustainability is one of the core organizational values and the sustainability

objective of the company is global to have consistency in initiatives they take internationally.

“We take a holistic approach with sustainability, as we work both internally and externally with

sustainability and we also focus on social as well as the environmental side of sustainability.”

We also found that there are multiple factors of motivation to implement sustainability
initiatives for the company such as organizational value, brand value, and competitiveness.
Besides, we found that consumer pressure is one the most significant factors which push the

company to become more sustainable.

“There are quite a few things, first of all, we take it as our social responsibility, and in the back
of our mind, we know this will create a positive image in the mind of our consumer. Other than

that, the pressure and expectation from the public and customers is very influential.”
4.3.3 National culture

The company works in multiple countries, and we wanted to know if the national culture values
are different among the countries. We found the company operates only in the Nordic region
and the cultural values are very similar in this region, especially the values around sustainability.
We found that the values are very much favorable for sustainability implementation because
people are long term oriented, have low uncertainty avoidance, and are more inclined towards

feminity. Besides, the culture also displays a very low difference in power.
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“We could not ask for more, I feel the values of the people here in general very much align with
sustainability. For example, they have the ability to see the bigger picture, they appreciate

change, and they show more concern for the environment and society.

Even though the company only operates in the Nordic region, however, from the previous
experience of the respondent we got an insight into how different national cultural values can
influence the implementation of sustainability initiatives. Before the respondent worked in an
international firm having offices also in South America and we found that the company couldn't
have a consistent sustainability strategy in Europe and South America because of the differences
in the national cultural values. The national cultural values in Europe led to a strong

sustainability orientation whereas in South America it led to a weak sustainability orientation

“Here we have to implement the same initiatives in each country but from my previous
experience it was impossible because of the difference in the national culture values among the

region”
4.3.4 Decision-making

When inquiring about how the decisions are made and who is responsible, we found that
sustainability decisions are made by sustainability consultants (the respondent) and the CEO of
the company. When asked if the company's decision-making regarding sustainability is different
in other countries? If so, what role does national culture play in that? We found that the decision-
making regarding sustainability is consistent in the countries the company operates. The reason
behind it is that the national cultural values of the countries are very similar and decisions on

sustainability are centralized.

“I feel that the cultures of the countries are very similar, and this makes it very easy for us to

have a consistent objective and decisions regarding sustainability.”

Upon further discussion, we found that these cultural values have a significant impact on all the
stages of the decision-making process. We found that sustainability is an integral part of the
company, thus they always want to have as much impact on society as they can. The values of

the public help them to do that because people tend to look at the bigger picture and are willing
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to sacrifice today for tomorrow so the problem that the company decides to target is also
ambitious. Similarly, the solution that the company chooses is mostly the one that the company
believes will have a bigger influence and impact even though it might be complex because
people are willing to change their behavior and want a better future, so it makes it easier for
them to go for the complex solution if it is more sustainable. Similarly, in the implementation
stage, the customers the company serves, and the public are empathetic towards the environment
and society so the company focuses more on demonstrating sustainability benefits rather than
materialistic benefits. Another important insight was that in some of the cases it's the customers
who are pushing the company to solve a bigger problem and this makes the evaluation criteria

stricter for the company because they have to satisfy the demand of the customers.

’

“To be honest, in some cases customers are the ones pushing us to be more sustainable.’

We also wanted insight into how the national culture of the managers affects the decision-
making process. We found that the company hires employees who share the same values as the
organization. Besides, the people responsible to make decisions regarding sustainability are
strongly sustainability-oriented and the decision they make demonstrates their strong

sustainability orientation.

“Even if it requires more hard work or even if it's expensive for the company, the decision we

’

make depends more on how we can contribute to be more sustainable.’

During further development of this discussion, we gather that the respondent and CEO are
responsible for the decision-making regarding the sustainability objectives and initiatives of the
company. Other employees also have a part to play because the company works with
sustainability internally as much as externally. The flat organizational structure of the company
provides opportunities for other employees to give suggestions and the company appreciates
that. One example that the respondent gave was the having no flight policy was an idea we got
from our employees who are not involved in the decision-making process of sustainability-

related initiatives

“So even though it is not their job to help us with ideas on sustainability initiatives, they still do

and kudos to them.”
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We also gather from the representative of company C that employees' values and orientation
also affect all stages of the decision-making process similar to how it is affected by the public
and the above example is a good demonstration of that. Further discussion led us to the finding
that because of the employee’s strong orientation the company increases the scope of
sustainability-related problems. Generation, selection, and evaluation of the solution are based
on sustainability benefits rather than financial. Implementation is also done in a way to has
long-lasting sustainability benefits. Lastly, the criteria for evaluation is based on sustainability
outcomes rather than finances. Moreover, when asked about any additional challenge we found
that it’s very costly for them to be sustainable as most of the time you can not take the easier

and cheaper route.

4.4 Summary of empirical material

Below tables show a summary of important findings. Tables are divided based on themes and

each table represents data from all the companies.

4.4.1 Sustainability initiative

Company A Company B Company C
Both societal :
Type of Oth societa . Both societal and
R and Environmental :
initiatives . environmental
environmental
Organizational | Corporate Social Organizational
value, brand Responsibility value, brand value,
Motivation Value_:,. (CSR), braqq competitive
competitive | value, competitive advantage,
advantage, and advantage, and regulations, and
regulations. regulations consumer pressure
Scope and .. ..
. Limited Limited Unbounded
Quality

TABLE 3 — Summary of findings of sustainability initiatives
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4.4.2 National culture

Company A Company B Company C
Short-term
orientation, Short-term Long-term
individualism, orientation, orientation,
masculinity, masculinity, high femininity, low
Values . . :
high power | power distance and | power distance and
distance and uncertainty uncertainty
uncertainty avoidance avoidance
avoidance
Favorability Unfavorable Unfavorable Favorable
Organizational | Corporate Social Organizational
value, brand Responsibility value, brand value,
Motivation Value_:,. (CSR), braqd_ competitive
competitive value, competitive advantage,
advantage, and advantage, and regulations, and
regulations regulations consumer pressure
Substitutabilit
y orientation Weak Weak Strong
of the public
Substitutabilit
y orientation
of the Strong Strong Strong
respondent
Scope 2 nd Limited Limited Unbounded
Quality
Consistency of
values among Extremely Extremely Verv similar
operating different different ry
countries

TABLE 4 — Summary of findings of national culture
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4.4.3 Decision-making

4. Evaluation
criteria is
lenient.

4. Evaluation
criteria is lenient.

Company A Company B Company C
Responsibility Team Respondent Respondent and
CEO.
Consistency of
the process ) ) .
p Not consistent Not consistent Consistent
among
countries
1. Limits the
scope of the
rls)blem 1. Increase the
P ' 1. Limits the scope scope of the
) f the problem. lem.
2. Generation, of the proble problem
evaluation and ) )
; 2. Generation, 2. Generation,
selection of . i
) evaluation and evaluation and
solutions should ) )
R s selection of selection of
be in line with ) ) .
. solutions should be solutions is
customers .. . .
in line with the influenced
Impact of values. ublic values ositively by the
national p ) p Valu};s y
culture on the 3. . )
. 3. Implementation
process Implementation | . :
. . 1s challenging and | 3. Implementation
is challenging | . . ) \
: is done by showing | is easy and doesn't
and 1s done by L
showing materialistic have to focus on
L Ll benefits of the materialistic
materialistic L.
initiatives. benefits of the
benefits of the S
.. Initiatives
1nitiatives.

4. Evaluation
criteria is strict.

Impact from
internal
perspective

1. Team will
tend to choose a
small problem

1. Even if the
respondent wants

to be ambitious the

1. People are
encouraged to
choose a bigger
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2. Generation,
evaluation and
selection of
solutions is
more motivated
by money rather
than
sustainability

3.
Implementation
1s done based on
how quick it can

be done

4. Evaluation

problem is limited
because of weak
sustainability
orientation of other
actors involved.

2. Generation,
evaluation and
selection of
solutions is more
motivated by
money rather than
sustainability

3. Implementation
is done based on
how quick it can be

problem.

2. Generation,
evaluation and
selection of
solutions are more
motivated by
sustainability

3. Implementation
1s done based on
sustainability
benefits rather than
financial.

4. Evaluation
criteria is

criteria is done sustainability
financially driven
driven 4. Evaluation
criteria is
financially driven
Need for
Additional roval from t of actin
dditio approval o Lack of resources Cos ot acting
challenge upper sustainable
management.

TABLE 5 — Summary of findings of decision-making

5. ANALYSIS

Chapter five analyses the empirical findings with help of the theoretical framework. First, a
discussion on sustainability initiatives will be conducted, with a focus on a comparison of how
companies work on sustainability initiatives. Second, an analysis of the national cultural values
and sustainability orientation of countries/regions is done to find if they are favorable or
unfavorable for the implementation sustainability. Lastly, an analysis of how national culture
impacts the company's decision-making process is performed. This part of the analysis consists
of two perspectives, first how cultural values of the public affect company decision-making, and

second how cultural values of employees impact the company decision-making process.
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5.1 Sustainability initiatives

Sustainability is a broad term as it includes three different aspects i.e., environment, social and
financial aspects (Purvis et al., 2019). Since in the majority of cases business considers the
financial aspect of sustainability in our analysis of sustainability initiatives we only focus on
the environmental or societal performance of the organizations. Companies A and C work with
both social and environmental aspects of sustainability while company B focuses more on the
environment. Company A is an international consulting firm dealing with multiple clients and
each client has a different sustainability objective therefore it allows them to work with both
social and environmental aspects of sustainability (Company A, 2022). Company C is an IT-
based firm with sustainability as a core of its organizational value, this motivates it to implement
sustainability throughout the value chain and they take every opportunity they get to make it
more sustainable (Company C, 2022). Whereas company B is a rail transport manufacturer, and
as the transport industry is more related to the environmental aspect of sustainability and their
business activities allow them to be more environmentally focused as compared to societally
(Company B, 2022). This goes in line with Epstein and Buhovac (2014) as they argue that firms
are more likely to base sustainability objectives on the type of business that they do, for
example, transport companies are more likely to implement environmentally focused initiatives

as their business activities are related to environmental issues.

As far as motivation to become sustainable is concerned, all of them agreed that regulations,
competitiveness, and brand values are among the factors of motivation for them to be
sustainable. Slaper and Hall (2011) also argue that enhancing brand values is one of the primary
motivations for companies to act sustainably. Whereas Bansal and Roth (2000) highlight that
gaining a competitive advantage and increasing consumer awareness are among the other
factors of motivation. Even though we found some similar reasons for motivation for all three
companies, other factors differed among them. For example, for Company C consumer pressure
was a significant factor whereas for Company B consumer pressure was almost non-existent.
Similarly, for Company A in the region of South America consumer pressure was not as
prominent when compared to other markets such as Europe. Our analysis of this finding is that
since consumer pressure is very much related to national cultural values therefore cultural

values that are unfavorable to the implementation of sustainability initiatives are likely to result
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in less customer pressure on the company to become sustainable and vice versa (Wen et al.,
2012). In South America Company A and B are faced with unfavorable cultural values which
leads to weak sustainability orientation (Tata and Prasad, 2015). Consequently, consumer
pressure on companies to become more sustainable is less prominent as compared to the region
of Company C because the region is associated with favorable cultural values which leads to a
strong sustainability orientation. Further analysis of the relationship between national culture,

sustainability orientation, and sustainability initiatives is performed in the following sections.

5.2 National culture

Under this theme, we will analyze how national culture influences the sustainability orientation
of the public. The respondents from all the companies currently work in a specific
region/country but with the help of their experience and international presence of the company
they provided us with insights into how national culture affects sustainability orientation and
sustainability initiatives in different regions. The findings were quite similar for Company A
and B. The respondents described the national culture in their country as not favorable to
implementing sustainability initiatives as compared to other regions in which their company is
present. We found that the region's national cultural values where Company A and B are based
are generally short-term oriented, more inclined towards masculinity because they demonstrate
more materialism rather than empathy and represent a high degree of uncertainty avoidance as
they are not in favor of the change and represent high power distance. We were also able to
confirm this with the help of secondary data as Hofstede Insights (2022a) also highlights that

the country represents these cultural values.

All these cultural values are also found to be unfavorable to implementing sustainability
initiatives because the cultural values associated with sustainability orientations are not that
strong (Tata and Prasad, 2015). Whereas respondent from company C argues that national
cultural values in their region are favorable to implementing sustainability initiatives as
according to the respondent the country represents high femininity as they inclined towards
empathy, long-term orientation as they look at the bigger picture, and low power distance, and
uncertainty avoidance. Hofstede Insights (2022b) also supported the findings from Company

C. To a large extent this also goes in line with Tata & prasad (2015) as they found these values
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to be associated with strong sustainability orientation and hence are favorable for implementing
sustainability initiatives. However, we found a difference of opinion in one cultural dimension
which is individualism. Tata and prasad (2015) predict that high individualism is associated
with an unfavorable value for implementing sustainability initiatives. Hofstede’s Insights
(2022b) shows us that Sweden and other Nordic countries are to a large extent individualistic
societies so how come people have a very strong sustainability orientation? Our analysis of that
is that because Sweden is very strong in all the other cultural dimensions such as high
femininity, long term orientation, low power distance, and uncertainty avoidance, therefore, it
makes up for a high degree of individualism, and cumulatively it leads to strong sustainability

orientation.

Similar was the case regarding the relationship of the public's sustainability orientation with the
sustainability initiatives of the organization. As we analyzed, the country which we studied,
Company A and Company B do not have favorable national culture values (Hofstede Insights,
2022a) as a result it has a weak sustainability orientation, therefore, it affects the quality and
scope of the sustainability initiatives taken by the organization. For instance, we found the
quality and the scope of sustainability initiatives taken by Company A and B are limited as
compared to the quality and scope of sustainability initiatives taken by company C. As company
A and B are based in a country with a weak sustainability orientation, whereas company C is
based in the region with a very strong sustainability orientation. This also goes in line with Tata
and Prasad (2015) as they found that a region with a strong sustainability orientation would
allow companies to increase the quality and scope of the sustainability initiatives and vice versa.
From this analysis, we can support the findings of Tata and Prasad (2015) in terms of the
relationship between national culture and sustainability orientation as we found that nations
with unfavorable cultural values represent weak sustainability orientation which is the case for
Company A and B. Whereas, favorable cultural values represent strong sustainability
orientation which we saw in the case of Company C. We also found support for Tata and prasad
(2015) in terms of the relationship between sustainability orientation of the public and
sustainability initiatives of the organizations. For instance, Companies A and B’s sustainability
initiatives are limited in terms of scope and quality as the region is associated with a weak
sustainability orientation. On the other hand, Company C’s sustainability initiatives are larger

in scope and better in quality as the region is associated with a strong sustainability orientation.
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5.3 Decision-making

Under this theme, we analyzed the relationship between national culture and sustainability
orientation with the decision-making process of the company when implementing sustainability
initiatives. From the findings, we realized that there are two ways of analyzing the impact of
national culture and sustainability orientation on the decision-making process of the company.
One perspective is how national culture and sustainability orientation of the public affects
company decision-making, and the other perspective is how national cultural values and
sustainability orientation of the employee affects the decision they make for the company when

implementing sustainability initiatives.

Once again findings were very similar for Company A and B. We found that national cultural
values and the sustainability orientation of the public have a significant impact on all the stages
of the decision-making process. Starting from the first step which is identifying the problem
(Schoenfeld, 2011). As decision-makers, the respondents are aware that the customer and the
public represent unfavorable cultural values and weak orientation around sustainability
therefore they have to consider that during the decision-making process. For instance, in the
first stage of decision-making, they have to identify the problem, this can be related to
identifying the sustainability objective of the company or a sustainability-related problem the
company intends to solve. If the national cultural values are not favorable, then the problem or
objective they identify is not ambitious and is short-term oriented. Meaning that the initiative a
company implements will be limited in scope. This again points to the study of Tata and prasad
(2015) as they found that the weak sustainability orientation of the public results in the limited
scope and quality of the sustainability initiatives taken by the organizations. An example of this
is that during the interviews we found that the public in general in the country we studied for
Company A and B are short-term oriented, therefore the company identifies a small
sustainability-related problem that does not require customers and people to have a long-term
mindset (Schoenfeld, 2011). The second, third, and fourth stages of the decision-making process
are related to generating, evaluating, and selecting alternatives. This can be held equivalent to
generating, evaluating, and selecting the alternatives of solutions the company wants to
implement to solve the sustainability-related problem identified in the previous step. The

criteria for generating, evaluating, and selecting solutions very much have to align with the
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cultural values and sustainability orientation of the people. For example, if the solution requires
a change in the behavior of the customers, then Company A and B would be hesitant to select
such a solution. According to Hofstede Insights (2022a), the region we studied for Company A
and B represents a high degree of uncertainty avoidance, meaning that this high degree of
uncertainty avoidance encourages people to not change their behavior, consequently, evaluation
and selection of the solution for Company A and B is affected by that and they prefer a solution

which does not require much change in behavior and beliefs of the customers.

Moreover, both respondents from Company A and B agreed that implementation is one of the
most affected stages because in most cases customers or the public have to be part of the
implementation stage and their sustainability orientation affects how the company implements
the sustainability initiatives. For instance, as the Hofstede Insights (2022a) country where
Company A and B are based is associated with high masculinity therefore during the
implementation stage Company A and B will try to demonstrate how these initiatives benefit
them in a materialistic way rather than targeting their emotional side. Tata and Prasad (2015)
explained that high masculinity means that people are more inclined toward success and
materialism whereas femininity is associated with empathy. Therefore, this analysis also to a
large extent goes in line with their findings. Lastly, the evaluation of the initiative is also
influenced by the national culture. For instance, Company A and B's criteria for evaluation of
sustainability initiative is less strict in Chile as compared to other regions because the
headquarter or auditor realizes that it can be quite challenging to implement sustainability
initiatives here because of unfavorable national cultural values and weak sustainability
orientation of the people. Our analysis is that although we found that weak sustainability
orientation influences the evaluation criteria negatively, it's not the only factor that contributes
to the less strict criteria in Chile compared to Europe. There are other reasons which could
motivate companies to have less strict criteria such as national regulation, as Chile has less strict
regulation standards as compared to Europe as a result companies have less strict criteria

(Urrutia and Avilés, 2022).

The findings from Company C were similar in terms of what stages of decision-making can be

affected by the national culture. However, it differed in terms of how national culture affects

58



each stage. The cultural values are favorable in the region of Company C therefore the
identification of the initiative is quite ambitious and long-term oriented (Hofstede Insights,
2022b). An example given by the respondent was that people are willing to sacrifice today for
tomorrow and look at the bigger picture. This can be related to the long-term orientation of the
public which is a value associated with a strong sustainability orientation as a result company
C’s sustainability initiatives are larger in scope and quality (Tata and prasad, 2015). Secondly
once again we found that the criteria for generating, evaluating, and selecting the solution are
very much influenced by the national culture and sustainability orientation of the public. For
instance, in the case of Company C, we were told that sometimes the customers are the ones
motivating the company to change their way of doing things therefore they have to opt for
sustainability-related solutions that demonstrate that change. For the analysis, we related this to
uncertainty avoidance and since the region represents a low degree of uncertainty avoidance,
also confirmed by Hofstede Insights (2022b) as a result people encourage change and that is
why customers of Company C push them to select a solution that demonstrates that the company

is trying to cause a change for a better environment or society.

Besides, the national culture of the region makes the implementation stage easier for company
C which is why the cultural values are considered favorable for sustainability implementation.
For instance, people with high femininity are driven by empathy rather than material, and
empathy towards the society and environment is good for sustainability initiatives as it
motivates people to act in a way that aligns with the progress of sustainability. We were also
able to confirm this through Hofstede Insights (2022b) as it also confirms that the region of
Company C is highly inclined toward femininity. The findings on this aspect also go in line
with Tata and Prasad’s (2015) conclusions that a culture with high femininity is favorable for
the implementation of sustainability initiatives. Lastly, we found that since the cultural values
and sustainability orientation are very different between the region/country of Company A and
B to Company C therefore the evaluation criteria is also very different. In the case of Company
C, the criteria for the evaluation of sustainability initiatives is quite strict because the company
realizes that cultural values are favorable to achieve the intended sustainability objective. An
example of this is that in the case of Company C sometimes it's the customer motivating them

to act sustainable rather than the company trying to influence the initiatives on the people which
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we saw in the case of Company A and B. Therefore, it makes sense that the elevation criteria
of sustainability initiatives are stricter in the case of Company C and quite lenient in the case of

Company A and B.

Moreover, through the interviews, we found a different way of looking at things as we got
additional insights into how employees are affected by their cultural values. For instance, the
country where Company A is based represents a high-power distance also confirmed through
Hofstede Insights (2022b). According to the respondent, people in higher management are not
as sustainability oriented as compared to the respondent team. As a result, in the first stage of
decision-making i.e., the problem identification (Schoenfeld, 2011). For Company A when
senior management was involved, the identification of the initiative was more financially driven
than sustainability driven. This leads us to the conclusion that the upper management in
Company A represented a weak sustainability orientation, and as a result, they were more

focused on finances rather than being sustainability focused.

However, a point to ponder here is that respondent A and senior management belong to the
same culture, so why is there a big difference in the sustainability orientation among them? To
answer this, we will refer to another part of the discussion where the respondent admits that the
cultural values, sustainability orientation, and awareness has been drastically improving in the
region with time. Therefore, one way to analyze the difference between the sustainability
orientation of senior management and the respondent is that senior management developed their
cultural values at a different time than the respondent because senior management is found to
be older than the respondent, therefore it is very much possible that during the growth of senior
managers as an individual, the cultural values were not favorable to improve sustainability
orientation. In recent times the cultural values started to become more favorable, but the senior
management has already developed a mindset different from younger people that have been
more exposed to the importance of sustainability, and that makes it hard for them to change
their values and behavior around sustainability. Furthermore, because of their weak
sustainability orientation, the following stages of decision making i.e., generation, selection,
and evaluation of the solution were more financially driven as opposed to sustainability.
Implementation of the solution was focused on getting the task done quickly rather than

implementing the solution in a way that would result in more sustainability benefits. This can
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be linked to their short-term orientation and as a result, they focused more on time and less on
sustainability benefits. This also goes in line with Tata & Prasad (2015) that short-term oriented
results in weak sustainability orientation and hence is unfavorable for the implementation of
sustainability initiatives. Lastly, the evaluation criteria was driven by the financial aspect as
opposed to the sustainability aspect. Again, the upper management had a weak sustainability
orientation, so it makes sense that they were more inclined towards financial aspects as

compared to the sustainability aspect of the initiative.

Findings were similar for Company B thus the analysis below is also very similar. We found
that the respondent has to consult with people from other departments to discuss the selection
of a solution and its implementation. The respondent from Company B argues that since those
people are short-term orientation as a result, the respondent has to select a problem that is
relatively short termed as compared to what the company initially decided. Similarly,
generation, evaluation, and selection of solutions are also influenced by the values they
represent. As a result, the respondent has to select a solution by taking the values and behavior
into account. For example, the respondent will choose a solution that benefits other members
of the team in a materialistic way so that they are more motivated to implement the solution.
Thereafter, in the implementation stage, these people are more concerned about getting the task
completed as quickly as possible which minimizes the sustainability benefits that could be
achieved. This can be related to both short-term orientation and a low degree of empathy
towards the environment (low femininity) as a result the implementation is not focused on the
sustainability aspect of the initiative. Lastly, the evaluation of the initiatives is not based on the
same sustainability-related benefits that the company thought the initiatives would achieve as a
result the evaluation is relatively less strict as compared to the ones, they had in place initially.
This again points toward the fact that people whom the respondent includes in the decision-
making process represent unfavorable cultural values such as short-term orientation and high
masculinity, thus they have weak sustainability orientation and are unfavorable to the
implementation of sustainability initiatives (Tata and Prasad, 2015). As a result, it influences

all the stages of the decision-making process as explained above.
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Whereas, from the respondent of Company C we gathered that the employees share the values
with the organization and belong to the favorable national culture values therefore they are
likely to go an extra mile, work extra hours, and take the expensive or inconvenient approach
which is a demonstration that they have strong sustainability orientation. The respondent from
Company C argues that the cultural values of the employees have a similar effect in all the
stages of the decision-making process as the public values do. For instance, the employees of
Company C represent a strong sustainability orientation, therefore the decision the company
makes on what sustainability-related problem should be targeted is ambitious and broad in
scope. Secondly, the generation, evaluation, and selection of the solution are more sustainability
driven. Besides, in the implementation stage Company C does not focus on providing
employees with material benefits. Also, as employees are not short-term oriented, therefore, the
time in this stage is not that relevant and sustainability-related benefits are the main focus. This
makes Company C's implementation stage different from Company A and B. All this leads to
rigid evaluation criteria which as it is based more on sustainability outcomes rather than
finances. Therefore, we can conclude that favorable cultural values lead to strong sustainability
orientation as determined by Tata and Prasad (2015), and this is also true in the case of
employees and as a result, all stages involved in the company decision-making process are

positively affected in favor of sustainability development.

Moreover, the analysis of this internal perspective on how the national culture of the employee
influences the decision-making process also goes in line with Schneider and De Meyer (1991)
as they argue that decision-makers are influenced by the cultural values they belong to. For a
deeper analysis of this perspective let's refer to Sallivan et al. (1988) cross-cultural study that
explained how American and Japanese managers make decisions and interpret strategic issues
differently. They found that American managers are likely to interpret strategic issues as an
“opportunity” whereas Japanese managers are likely to interpret this issue as a “threat” (ibid).
To make the analysis relevant to our framework we will link these findings to Hofstede’s (1980)
cultural dimensions. Japan represents a relatively high degree of uncertainty avoidance as
confirmed by Hofstede Insights (2022c), meaning they dislike change and solving strategic
issues require a change of strategy as a result they see strategic issues as a “threat”. Whereas

the United States is associated with relatively low uncertainty avoidance as confirmed by
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Hofstede Insights (2022d), that could be interpreted as Americans are more likely to encourage
change. As a result, managers there perceive these issues as an "opportunity" to make things
better than before. This points to the fact that decision-makers are also a part of the culture they
belong to, thus they represent similar values as the public and are affected in the same way as

the public.

We tried to analyze our findings in a similar way to the above example. We used Tata and
Prasad’s (2015) study to examine how the national culture of the employee affects the decision-
making process of a company when implementing a sustainability initiative. Our analysis of the
findings shows that employees of Company A and B are not as sustainability oriented as
employees from Company C and this is because of the national culture values of the culture of
the employees of each company. For explanation, the country of Company A and B are
associated with unfavorable cultural values for sustainability. Such as short-term orientation,
high masculinity, and a high degree of uncertainty avoidance, which also result in a weak
sustainability orientation of the employee. Whereas the country of Company C is associated
with favorable cultural values. Such as long-term orientation, high femininity, and low degree
of uncertainty avoidance which results in a strong sustainability orientation of the employees.
Consequently, Company A and B's sustainability decision-making process is negatively
affected, and Company C's decision-making process is positively affected. Similar was the case
when we analyzed our findings from the public (external) perspective, as customers of
Company A and B represented weak sustainability orientation and it affected all the stages of
the decision-making process negatively and the opposite was the case for Company C because
its customer represented strong sustainability orientation. As a result, their decision-making

process regarding sustainability was positively affected.

We came to believe that the above conclusion is generally true in a larger context, however, it
is not always the case that the manager and decision-makers are always influenced by the
national cultural values they represent because there can be other factors that have more
influence on their beliefs and decisions. These other factors can minimize the effect of their
cultural values on their decision-making. For instance, Wen et al. (2012) explored that there is

a relationship between the perception and orientation of people to their awareness of a particular
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subject. Therefore, if the managers responsible to make decisions about sustainability aspects
of a company are fundamentally aware of the importance of sustainability and its impact on the
society and environment then they are likely to develop a strong sustainability orientation even
though they belong to a culture that does not represent strong sustainability orientation because
of their national cultural values. This was the case for both the respondents of Company A and
B. Although they grew up in a culture that is associated with unfavorable cultural values and
weak sustainability orientation as analyzed above, they tend to possess a strong sustainability
orientation as compared to the public or even other employees in their companies. This could
be the result of their education and experiences which provided them with increased awareness
about sustainability and its importance in the society and environment. As a result, they
overcame unfavorable cultural values which should result in a weak sustainability orientation,
and they tend to represent a strong sustainability orientation. Therefore, we cannot only consider
Tata and Prasad's (2015) findings on the relationship between national culture and sustainability
orientation on a personal level, because other factors such as awareness can reduce the impact
of national culture on the sustainability orientation of the people, as explained through the above
example. However, when we studied culture and nations as a whole, we were able to support
Tata and Prasad (2015) to a larger extent as compared to when we studied from a much narrower

perspective i.e., on a personal level.

6. CONCLUSION

The conclusion chapter consists of the main ideas from the analysis while answering the

“«“

research question ow does national culture impact company decision-making when
implementing sustainability initiatives?”. Followed by a conclusive discussion, an overview of
our research’s theoretical and practical implications, and lastly, limitations and suggestions

for future research are presented.

Through earlier literature on national culture and sustainability initiatives, we got great insights
into how different cultural dimensions influence the sustainability orientation of the public
which as a result influences the quality and scope of the sustainability initiatives that a company

takes (Tata and Prasad, 2015). However, this earlier research lacks managerial implications
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because they do not provide many insights into how these variables affect the quality and scope
of the sustainability initiatives. Thus, we added decision-making into the equation so we can
examine how these variables affect the sustainability implementation of a company in a broader
context. As a result, our study contributes to the existing literature on national culture and
sustainability orientation and provides great managerial insights and implications. Moreover,
future study recommendations as mentioned in the problem discussion also motivated us to

conduct this study.

The study we conducted intended to examine “How does national culture impact a company's
decision-making process when implementing sustainability initiatives?”” Besides, as a student
of international business, we were encouraged to study companies that operate at an
international level, and this allowed us to make comparisons between companies' decision-
making processes and the cultural values of the countries they operate in. To conduct this study,
we synthesized a theoretical framework based on different earlier studies. Tata and Prasad
(2015) were the primary inspiration for our theoretical framework as they provided us with
themes such as national culture, sustainability initiatives, and sustainability orientation.
Hofstede (1980) provided us with a model study to study national culture. Lastly, to focus on
the main theme i.e., decision-making we used the Schoenfeld (2011) model of the decision-
making process. Our conceptual framework allowed us to study the relationship among these
different variables and their interdependence and thus helped us to answer our research question
and achieve the purpose of our study. With the help of a multiple-case study of three companies
and consultation with the company's sustainability consultants (the respondents), the authors
were able to collect remarkable findings to conduct a critical analysis using the framework they

created.

The finding on national culture and sustainability orientation went in line with Tata and prasad
(2015) to a large extent as we also found that national cultural values such as short-term
orientation, masculinity, high degree of uncertainty avoidance, and high-power distance are not
favorable for the implementation of sustainability initiatives. Moreover, we were able to
determine that these values lead to weak sustainability orientation and as a result, it limits the

quality and the scope of the sustainability initiatives of the company. This dimension of Tata
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and prasad's (2015) study was supported by our findings from Company A and B. From the
findings from Company C, we were able to support another dimension of Tata and Prasad's
(2015) findings that cultural values such as long-term orientation, femininity, low degree of
uncertainty avoidance, and low power distance are favorable to implement sustainability
initiatives. Besides, these values lead to a strong sustainability orientation and as a result the
scope and quality of the sustainability initiatives of a company are unbounded. However, we
were not able to support one aspect of Tata and Prasad (2015) which was that individualism is
an unfavorable value for the implementation of sustainability initiatives because according to
Hofstede Insights (2022b) the region where Company C operates represents a high level of
individualism and according to Tata and Prasad (2015) high individualism is associated as
unfavorable culture value however we found the region of company C very much favorable for
the implementation of sustainability initiatives. According to Hofstede Insights (2022b) the
region represents all the other favorable values to a high degree. Therefore, our analysis is that
these high degrees of favorable values may make up for the high individualism which is found

to be an unfavorable cultural value by Tata and Prasad (2015).

To understand why and how these values affect the scope and quality of companies'
sustainability initiatives we studied the impact of these cultural values on the companies'
decision-making process. The empirical findings suggested that the national culture of the
public has a significant impact on the decision-making process of the company. However, the
findings highlighted a different perspective i.e., cultural values of the employee also affect the
decision-making process of the company. Initially, we were focusing on the impact of cultural
values of the public on the decision-making of a company (i.e., external perspective) but through
the findings, we found that it is also important to study how the cultural values of the employees
and decision-makers can also influence the decision-making process of a company (i.e., internal

perspective).

Studying the external perspective, we found that national culture and these cultural dimensions
affect the whole decision-making process. For the first step which is the identification of the
problem, if the culture represents unfavorable national culture values and weak sustainability

orientation then the sustainability-related problem a company will try to solve will be bounded
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and limited. On the other hand, if the culture represents a strong sustainability orientation, then
the company will try to identify a problem through which they can have a bigger impact on the
sustainability aspect. The second, third, and fourth step is related to generating, evaluating, and
selecting alternatives (Schoenfeld, 2011). We found that companies will generate, evaluate, and
select solutions to the problem in such a way that it matches the cultural values of their
customers. For example, if the cultural values are unfavorable then the company will generate,
evaluate, and select solutions which are relatively short-term, do not require drastic change and
demonstrate some materialistic benefits. On the other hand, if the customer represents a strong
sustainability orientation, then the company will generate, evaluate, and select solutions that are
relatively long-term, demonstrate change and target the emphatic side of the consumers.
Similarly in the fourth step of implementation, the company will face more challenges if the
public represents unfavorable cultural values and weak sustainability orientation because
companies would need to convince the public by focusing on the materialistic benefits of
initiatives along with sustainability benefits. On the other hand, a company will face fewer
challenges in the implementation stage if people have favorable cultural values and strong
sustainability orientation because the company would just need to focus on the sustainability
benefits of the initiative. Lastly, we found that the evaluation will be less strict if the region is
associated with unfavorable cultural values and weak sustainable orientation. Whereas the
evaluation criteria will be relatively stricter if the region represents favorable cultural values

and strong sustainability orientation.

Regarding the analysis of the internal perspective, we found that if the employee represents
unfavorable cultural values and weak sustainability orientation then the problem company
identifies will be smaller in scope so that the employees are able to implement it. The
generation, evaluation, and selection of solutions will not be fundamentally based on
sustainability aspects as employees will be likely to focus on materialistic benefits. Similarly,
implementation will be performed in a way that the task is done as quickly as possible rather
than implementing it in a way that would result in better outcomes. Lastly, the evaluation of the
initiatives will also likely influence more on the material outcome rather than the sustainability-
related outcome. On the other hand, if the employees represent favorable cultural values and

strong sustainability orientation, the problem company identity will be focused on solving a
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relatively bigger issue. The decisions on the generation, evaluation, and selection of solutions
will be fundamentally based on sustainability outcomes. Similarly, implementation of the
initiatives will be focused more on how it can be implemented to have more sustainability-
related benefits rather than getting it done quicker. Lastly, the evaluation criteria will be focused

on the sustainability aspect rather than the material.

We did not have existing literature to support findings on how national culture affects the
decision-making process in a sustainability-related context however we tried to use general
literature on national culture and decision-making such as Schneider and De Meyer (1991) and
tried to link it with our findings and by doing that we were able to confirm that national cultural
values affect the decisions people make. As far as Tata and Prasad's (2015) findings are
concerned we were able to support their findings that unfavorable cultural values lead to weak
sustainability orientation and vice versa when we studied nations as a whole. However, at an
individual level, we do not support Tata and Prasad (2015) because the respondents from
Company A and B belong to an unfavorable culture but nonetheless, they were strongly
orientated towards sustainability. Through our analysis, we concluded that on an individual
level there could be other factors such as knowledge and awareness about sustainability that
could minimize the effect of unfavorable cultural values as a result an individual can be strongly

orientated towards sustainability.

6.1 Theoretical implication

Firstly, our study makes the earlier literature in the field of national culture and sustainability
initiatives such as Tata and Prasad (2015), Park et al (2017) and Ringov and Zollo (2007) more
credible as the findings of our study go in line with them. The existing literature within this
field provides us with great insights into the relationship between national culture, sustainability
orientation of the public, and sustainability initiatives in organizations. However, these studies
lack explanations on how these variables affect decision-making. Hence, we contribute to this
theme of literature by adding the perspective of the company's decision-making process. As our
study explores the impact of these variables on different steps of the decision-making process

when a company is implementing sustainability initiatives.
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Moreover, we also contribute to the literature on decision-making and national culture as earlier
literature in this field such as Schneider and De Meyer (1991) Cullen and Parboteeah (2008),
and Sullivan and Nonaka (1988). These researchers mainly focused on how the cultural values
of the managers can influence the decisions they make. While our study adds to this theme of
literature by exploring a different perspective on how the national culture of the public or
customers affects the company's decision-making. Besides, the context in which we conducted
our study was related to sustainability initiatives of the company and earlier researchers did not
study the relationship between national culture and decision-making in a sustainability-based

context of the company.

6.2 Practical implication

Our study provides a thorough understanding to managers working in a sustainability-related
role of how the national cultural values of the public or customers influence the decision-making
process as we provide insights into how these values affect different stages of the decision-
making process when implementing sustainability initiatives. With the help of different cases
described in our study, managers can investigate which types of regions are favorable for
sustainability initiatives and therefore can decide what kind of initiatives should be taken in

different regions where the company is operating.

Moreover, we also found that public awareness about the sustainability aspect can minimize the
impact of unfavorable national cultural values. Therefore, if a company is intending to
implement initiatives for which they think the customers are not ready they should try to
increase their awareness before they decide to implement the sustainability initiatives. If the
customers are aware of a sustainability-related problem and can understand how the initiative
taken by the company is better for the society and the environment, then they are more likely to
accept the initiatives and change their behavior which would make the implementation of the
initiatives easier even if the people belong to unfavorable cultural values. Another suggestion
we can provide is that companies could launch pilot projects before they go full scale to examine

if the public and employees are ready for such an initiative. This would allow companies to
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minimize the risk of spending too much time and money on the implementation of the initiative

just to see if the market is ready for that.

Furthermore, our study also indicates that if the people in the company responsible for making
sustainability-related decisions represent weak sustainability orientation then the decision they
make will not necessarily be sustainability-focused and can prevent the company from reaching
its sustainability objective. Through this aspect of our study sustainability-focused companies
can understand what type of values employees should have and what type of employees should
be given the power of decision-making related to sustainability-related activities. Companies
can use behavioral and personality tests to examine if people are associated with favorable

values around sustainability or not.

6.3 Limitations and future research

Our study aimed to explore an aspect that has not previously been studied as a result we lacked
sources from existing literature to support some parts of our analysis. Besides, the population
sample was small and mainly covered only two different types of regions in terms of the national
culture values they represent. Moreover, we analyzed national culture based on the model of
Hofstede (1980) of five cultural dimensions, hence the model may lack some of the other
dimensions of national culture. Lastly, the findings of our study are limited to the context of

sustainability which can make it difficult to generalize these findings to other business contexts.

Therefore, future research should include a larger population sample that could cover different
types of regions to have a deeper understanding of the topic and make the findings more
generalizable. Furthermore, future studies should include other cultural dimensions which are
not a part of the Hofstede (1980) model. For example, nine cultural dimensions were introduced
by The Global Leadership and Organizational Behavior Effectiveness (GLOBE). (GLOBE)
provides additional three dimensions such as assertiveness, performance orientation, and
humane orientation (Buckley et al., 2018). Lastly, as our study is limited to the sustainability
context of a company, thus future studies can focus on a different context such as innovation.
Also studying decision-making in a broader context rather than just focusing on the "decision-

making process" can be very insightful.
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Appendix I - Interview guide

Sustainability initiative

1.
2.
3.

Can you describe your role at the company?

What kind of sustainability initiatives does your company implement?

What is the sustainability objective/goal of your company? Is the objective/goal global
or regional?

What's the company’s motivation to implement a sustainability initiative?

How would you analyze the consumer pressure on the company to act sustainable?

National culture

6.

How would you analyze the national cultural values (Hofstede-dimensions) of the
region/country?

How do these values relate to the sustainability-related behavior of the public/customer?
Do you think that the cultural values in your region are favorable/unfavorable to

implementing sustainability initiatives?

Decision making

9.

10.

11.

12.

13.

How are decisions regarding sustainability made within your company?

Do you think that your company’s decision-making regarding sustainability is different
in your region/country as compared to other countries/regions? If so, what role does
national culture play in that?

Can you explain how you think these values impact the company’s sustainability-related
decision-making process (six-step rational model)?

How would you analyze the impact of national culture values on a company internally
(employees/managers/decision-makers)? If you think it has an impact, then can you
explain how that would affect the company’s sustainability-related decision-making
process (six-step rational model)?

Are there any additional challenges you come across while making decisions regarding

sustainability initiatives? If so, how do you overcome these challenges?
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