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Abstract

This study aimed to develop and validate a cultural convergence model within the sustainable human resource management
ecosystem of Iran’s healthcare system. An exploratory mixed-methods design was employed. In the qualitative phase,
grounded theory following Strauss and Corbin’s approach was applied through semi-structured interviews with 12 academic
experts and HR managers from public hospitals in Tehran, analyzed via open, axial, and selective coding. Based on
qualitative findings, a researcher-made questionnaire was developed and its content validity was confirmed using CVR and
CVI indices. In the quantitative phase, data from 350 hospital employees and managers were analyzed using partial least
squares structural equation modeling (PLS-SEM). Structural model results indicated a significant effect of causal conditions
on the sustainable HR ecosystem (B=0.754, t=5.028). Intercultural management strategies demonstrated a significant
mediating role in linking causal factors to outcomes (B=0.635, t=9.322). The moderating effects of contextual and
intervening conditions on structural relationships were also statistically supported (p<0.05). The findings confirm cultural
convergence as a core phenomenon and a strategic pillar for achieving sustainable human resource management in healthcare
organizations, providing an empirical foundation for redesigning HR policies in multicultural clinical environments.
Keywords: Cultural Convergence, Human Resource Ecosystem, Sustainable HRM, Grounded Theory, Structural Equation
Modeling, Healthcare System
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Extended Abstract

Introduction

In recent decades, organizations have increasingly faced complex and uncertain environments characterized
by globalization, workforce diversity, institutional pressures, and heightened societal expectations. These
dynamics have challenged traditional human resource management (HRM) approaches that primarily
emphasize efficiency, control, and short-term performance. In response, the concept of Sustainable Human
Resource Management (Sustainable HRM) has emerged as a critical paradigm that integrates economic
effectiveness with social responsibility and long-term human capital development (Qolipour, 2024;
Westerman et al., 2020). Sustainable HRM reframes employees not merely as operational resources but as
strategic assets whose well-being, engagement, and cultural alignment are essential for organizational
resilience and sustainability.

Within this evolving paradigm, recent scholarship has highlighted the need to move beyond linear and
function-based HRM models toward more holistic and systemic perspectives. The human resource ecosystem
approach conceptualizes organizations as dynamic networks of interacting elements, including individuals,
organizational culture, structures, technologies, and external environments (Dickmann, 2023; Snell & Morris,
2021). This perspective emphasizes adaptability, interdependence, and alignment among system components
as prerequisites for sustainable performance. In such ecosystems, organizational culture plays a central
regulatory role by shaping meanings, behaviors, and interactions among organizational members.
Organizational culture has long been recognized as a foundational element influencing employee attitudes,
behaviors, and organizational outcomes. According to Schein’s framework, culture consists of shared
assumptions, values, and artifacts that guide how members perceive and respond to internal and external
challenges (Schein, 2010). In culturally homogeneous organizations, these shared meanings may develop
organically; however, in multicultural and diverse work environments, cultural misalignment can lead to
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conflict, reduced cohesion, and diminished effectiveness (Hofstede, 2000; Usunier & Lee, 2005). These
challenges are particularly salient in public-sector and service-oriented organizations, where workforce
diversity is often pronounced and institutional constraints limit managerial flexibility.

To address these challenges, the concept of cultural convergence has gained prominence in the HRM and
intercultural management literature. Cultural convergence refers to a dynamic process through which
individuals from diverse cultural backgrounds develop shared understandings, mutual respect, and effective
patterns of interaction without erasing their cultural identities (Deardorff, 2006; Hammer, 2015). Unlike
assimilationist approaches, cultural convergence emphasizes intercultural competence, dialogue, and
collaborative meaning-making. Empirical studies suggest that organizations fostering cultural convergence
experience higher levels of organizational cohesion, trust, and employee engagement (Peretz, 2024).

The relevance of cultural convergence becomes even more pronounced within the context of healthcare
systems. Healthcare organizations operate in high-pressure environments that demand coordinated teamwork,
ethical sensitivity, and sustained human performance. Prior research indicates that ineffective management of
cultural diversity in healthcare settings can negatively affect both employee well-being and service quality
(Garavan, 2019). Conversely, culturally aligned HRM practices have been shown to enhance organizational
resilience and adaptive capacity (Georgescu et al., 2024). Recent studies further highlight that sustainability-
oriented HRM practices are significantly influenced by organizational culture, particularly when aligned with
broader sustainability values (Azizi et al., 2024; Kumar, 2025; Rahman & Saba, 2025).

Despite growing international attention to Sustainable HRM and cultural convergence, empirical research
integrating these concepts within an ecosystem framework remains limited, particularly in public-sector
healthcare systems in developing contexts. Prior studies in Iran have examined sustainable HRM antecedents
and outcomes or explored organizational culture independently, but few have systematically combined cultural
convergence with an ecosystem-based HRM model (Bahari & Taheri Rouzbahani, 2023; Ghale Aqababaei,
2023; Shaker, 2022). This gap underscores the need for empirically validated models that capture the
complex, multi-level relationships among cultural, strategic, and human factors in sustainable HRM systems.
Methods and Materials

This study employed an exploratory mixed-methods design. In the qualitative phase, a grounded theory
approach was used to identify the core components and relationships underlying cultural convergence within
the human resource ecosystem. Semi-structured interviews were conducted with 12 experts, including
academic specialists and senior HR managers from public hospitals. Data were analyzed through open, axial,
and selective coding, resulting in a paradigm model comprising causal conditions, contextual factors,
intervening conditions, strategies, and outcomes, with cultural convergence identified as the core phenomenon.
Based on the qualitative findings, a researcher-developed questionnaire was designed to operationalize the
identified constructs. Content validity was assessed using expert judgment procedures, and reliability
indicators were confirmed prior to large-scale administration. In the quantitative phase, data were collected
from 350 employees and managers working in public healthcare organizations. Structural equation modeling
using the partial least squares approach (PLS-SEM) was applied to test the proposed model and examine the
relationships among constructs.

Findings

The results of the measurement model assessment indicated acceptable levels of reliability and validity for all
constructs. Factor loadings exceeded recommended thresholds, and composite reliability and average variance
extracted values supported convergent validity. Discriminant validity was also confirmed, demonstrating
adequate distinction among the latent variables.

Structural model analysis revealed a significant and positive effect of causal conditions on the sustainable
human resource management ecosystem. Cultural convergence emerged as a central mechanism linking
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organizational challenges to strategic HRM responses. The findings further indicated that intercultural
management strategies played a significant mediating role between causal conditions and sustainability
outcomes. Specifically, strategies such as intercultural training, participatory HR practices, and culturally
sensitive performance management significantly enhanced organizational cohesion, employee resilience, and
perceived sustainability.

Additionally, contextual and intervening factors were found to moderate the strength of these relationships.
Organizational structures and external environmental conditions influenced the effectiveness of cultural
convergence strategies, highlighting the systemic and contingent nature of sustainable HRM ecosystems.
Overall, the model demonstrated strong explanatory power, confirming the interdependence of cultural,
strategic, and human elements in achieving sustainable HR outcomes.

Discussion and Conclusion

The findings of this study underscore the central role of cultural convergence as a strategic driver of sustainable
human resource management within complex organizational ecosystems. By empirically validating a model
that integrates cultural dynamics with HRM sustainability, the study demonstrates that sustainable HR
outcomes cannot be achieved through isolated policies or technical interventions alone. Instead, they require
coherent strategies that align organizational culture, human capabilities, and structural conditions.

The results suggest that cultural convergence functions as a unifying mechanism that enables organizations to
transform cultural diversity from a potential source of conflict into a foundation for cohesion and resilience.
Through deliberate intercultural strategies, organizations can foster shared meanings and collaborative
practices that support long-term human capital sustainability. This is particularly critical in healthcare systems,
where coordinated action, trust, and adaptive capacity are essential for effective service delivery.

From a theoretical perspective, the study contributes to the literature by extending the human resource
ecosystem framework to incorporate cultural convergence as a core phenomenon. This integration advances
understanding of how cultural processes operate within systemic HRM models and influence sustainability
outcomes. Practically, the validated model provides a diagnostic and developmental tool for policymakers and
HR managers seeking to redesign HR systems in culturally diverse and resource-constrained environments.
In conclusion, the study affirms that sustainable human resource management is inherently cultural and
systemic in nature. Organizations that recognize and actively manage cultural convergence within their HR
ecosystems are better positioned to achieve resilience, cohesion, and sustainable performance in an
increasingly complex and diverse world.
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