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Dilemma of motivation

• One of the most important dilemmas managers have to face
– People have different motivational systems.

• Most motivational theories come with a “Western perspective”
– human needs: sociological-, biological-, psychoanalytic-, behaviourist view
– cultural values: Cultural Intelligence theory



Value orientations and dimensions

Kluckhohn and Strodtbeck (1961) define value orienta3ons as: 
• complex principles resul3ng of interac3on between three elements:
– Cogni3ve, affec3ve, direc3ve 

Three assump3ons for formula3ng value orienta3ons:
– Universal nature of value orienta3ons
– Many ways of solving problems
– Preferences in choosing solu3ons.



Five problems common to all human groupings 

.

Source: adapted from Kluckholn & Strodtbeck, 1961: 11–12.



Hofstede’s national cultural dimensions 

• Hofstede was one of the first researchers to analyse the influence of 
na3onal culture on management prac3ces.

• Empirical study at large mul3na3onal company (IBM):

– 66 na%onal subsidiaries
– 116,000 ques%onnaires
– 60 out of 150 ques%ons concerned values and 

opinions.







Four aspects of national culture

1. Power distance 
2. Uncertainty avoidance
3. Individualism/Collec3vism
4. Masculinity/Femininity

Hofstede’s original cultural dimensions:
Four aspects of national culture that affect 

our thinking about organisations:



1. Low/High power distance dimension



2. Collectivist/Individualist dimension



3. Masculine/Feminine dimension



4. Low/High uncertainty avoidance dimension



Two further dimensions 

5. Short-term orientation versus long-term orientation

– This dimension was NOT found in the data used to 
determine the original dimensions (Hofstede, 2001).

– This dimension emerges from the Chinese Values 
Survey (1985) which contained a Confucian dynamism 
scale.



5. Short-term orientation versus 
long-term orientation



6. Indulgence versus restraint (1 of 2)

• This sixth dimension was added in 2010 as result 

of analysis done by Michael Minkov (World Values 

Survey).

• Reflects the extent to which a society allows basic 

and natural desires to be gratified in its pursuit of 

happiness.



Differences relate to the following:

• FREEDOM OF SPEECH

• IMPORTANCE OF LEISURE

• INVOLVEMENT IN SPORT

• EXTENT OF OBESITY

• STRICTNESS OF SEXUAL NORMS

• MAINTENANCE OF SOCIAL ORDER

6. Indulgence versus restraint (2 of 2)



Criticism of Hofstede’s model

• Research method: 
– Use of a(tude-survey ques1onnaires > use of a single 

method approach not valid
– Representa1ve nature of respondents > assump1on of 

homogeneity within IBM
• Characterisa0on of na0onal cultures:
– The independent nature of the dimensions presented > 

interac1on?
– An ‘average tendency’ does not reflect situa1ons where 

cultures emphasise one extreme rather than the other 
cultures considered as being territorially bound.



Hofstede’s response

• Research surveys are suitable but should not be the only method 
used.

• Na1ons are not always appropriate but they are the 
only unit available.

• IBM was homogeneous in nature: shared one organisa1onal and 
occupa1onal culture, so allowed allowed comparison of cultural 
values across subsidiaries.

• Research was thorough and detailed (well-matched samples, 
correla1ons with other data), many replica1ons.

• If others can find more than ‘his’ five dimensions that 
are independent and can be validated – fine! ‘Candidates are 
welcome to apply’.



What do you think about this scenario?

You are riding in a car driven by a close friend. He hits a pedestrian. You know he was going at 
least 35 miles per hour in an area of the city where the maximum allowed speed is 20 miles per 
hour. There are no witnesses. His lawyer says that if you testify under oath that he was driving 
only 20 miles per hour, it may save him from serious consequences. What right has your friend 
to expect you to protect him?
1. My friend has a definite right as a friend to expect me to testify to the lower figure.
2. He has some right as friend to expect me to testify to the lower figure.
3. He has no right as a friend to expect me to testify to the lower figure.



Trompenaars’ dimensions

• Trompenaars goes beyond the framework of 
anthropology/sociology showing how the 
dimensions affect 
the process of managing cultures:
– rela3ons to other people
– rela3ons to 3me 
– rela3ons to nature/environment

Trompenaars’ standpoint:
– Each culture has its own specific solu3ons 

for universal problems.



Relations to the others

1. Universalism/par3cularism: 
– societal versus personal obliga3on

2. Individualism/collec3vism (communitarianism):
– personal versus group goals

3. Neutral/affec3ve rela3onships: 
– emo3onal orienta3on

4. Specific/diffuse rela3onships: 
– contract versus contact

5. Achievement/ascrip3on (doing/being):
– legi3ma3ng power and status



Source: see Table 5.1, page 132

Relations to time and the environment



Framework for the millennium manager

In practice, dimensions and the related cultural dilemmas are typically between: 
1. Universalism–particularism

– Legal contracts and loose interpretations 
– Low cost strategies or premium strategy 
– Extending rules or discovering exceptions 

2. Individualism–collectivism (communitarianism)
– Profit or market share strategy 
– Originating ideas or refining useful products.



Framework for the millennium manager (Continued)

3. Neutral or affec3vity
– Long pauses or frequent interrup3ons
– Being professional or engaged 

4. Specific–diffuse
– Data and codifica3on or concepts and models
– Being results-oriented or process-oriented 

5. Achieved or ascribed status
– Pay for performance or vindica3on for worth 
– Head-hun3ng or developing in-house.



Framework for the millennium manager (Continued)

6. Sequen3al or synchronic 3me
– Highly ra3onal, standardised produc3on or just-in-3me produc3on
– Keeping to schedule or being easily distracted

7. Inner or outer directed
– Strategically oriented or fusion oriented
– Dauntless entrepreneur or public benefactor.



Comparing Trompenaars’ versus Hofstede’s dimensions

• Trompenaars: 
– Cultures are more like circles with ‘preferred arcs joined together’ 
– Seen as a ‘model-to-learn-with’

• Hofstede: 
– Linear forms where cultures are posi3oned high or low or in the middle 
– Seeking ‘the perfect model’.

In addi3on, Trompenaars explores the relevance of the seven intercultural dimensions to 
innova3on.



Culture of innovation in the organisation

Establishing a ‘culture of innovation’ is also what Genelot (2017) recommends to senior 
managers:
Success of innovation process depends on the ability to:
– produce new ideas, which is related to the culture created by the company
– transform these ideas into effective projects
Culture of the organisation
– Must be open to the outside world
– Invites the mind to innovation
– Encourages the emergence of ideas ‘bottom up’.



Reconciling cultural dilemmas

The dilemmas outlined require some kind of resolu3on. Cultures akempt to integrate and 
reconcile values to come up with a sa3sfactory response. 

A model of reconcilia3on
• Trompenaars with Hampden-Turner conceived a methodology which aims to reconcile what 

appears to be opposing values within the dimensions.
• The dilemmas in each of the seven dimensions require some kind of resolu3on. 
• Cultures are seen as ‘dancing’ from one preferred end of a dimension to another.



How does reconciliation work?

Reconcilia3on results in the integra3on of values through synergy: 
There are many ways of achieving synergy:
1. Processing: a dilemma is made into two processes 
2. Contextualising: what is text and what is context
3. Sequencing: every process of reconcilia3on is a sequence
4. Synergising: adding the word ‘through’ between the two opposite alterna3ve orienta3ons.



Divorce prevented
• Rembrandt made two full-length portraits of 

Marten Soolmans and Oppjen Coppit on their 
occasion of their wedding

• Remained in possession of the subjects family in 
Amsterdam un>l their whole pain>ng collec>on 
was sold to Rotschild, banker in France

• Both France and Netherlands wanted to buy both 
pain>ngs – but only one could be bought

• Unusual solu>on was found: Netherlands and 
French government made a deal to buy the two 
pain>ngs jointly and to agree to always exhibit the 
two pain>ngs together; in France and the 
Netherlands alternately

Source: Photo taken by Ninara, Flickr Y1A7475



Divorce prevented
Now, explain Trompenaars’ statement: 
‘Reconcilia*on permits both par*es to maintain what is important to 
them, yet recognize the needs of the other’ 

Source: Photo taken by Ninara, Flickr Y1A7475



Stages of the reconciliation process

Source: Es?enne, 1997: 17.



Consider that cultural values have considerable effect on the 
tasks carried out by managers and professionals:

1. Planning

• goals and 
objec?ves of 
a company 
or 
department 

2. Organising

• organising 
actions 
needed to 
achieve the 
goals

3. Staffing

• alloca?ng 
employees 
to par?cular 
posi?ons 

4. Direc6ng

• leading the 
organisa?on 
and its 
employees 
towards 
its goals 

5. Controlling

• monitoring 
performance 
of the 
company or 
department 



Effect of cultural values on management

• The way tasks and responsibili3es are performed can be examined in light of key number of 
cultural values (models of culture).
– These cultural values emerged from cultural dimensions found by scholars.

• Eight cultural value orienta3ons have considerable influence on the way managers perform 
their ac3vi3es.

• These cultural value orienta3ons have impact on the management ac3vi3es. 



Source: free after Doing Business Internationally, Participant Workbook: 2.3.



Time focus

• Different cultures have different perceptions of time according to their environment, history, 
traditions and general practices. 

• Hall and Hall (1990) distinguish two prominent time systems that are of particular relevance to 
management: 
– Monochronic

• time is used in a linear way: one activity at a time 
– Polychronic

• people tend to focus on multiple tasks. 



Time focus and management tasks

Monochronic cultures

1. Making schedules.
2. Linear and task-focused.
3. Concerns focused on shorter 

term.
4. Distribu0on of detailed 

informa0on.
5. Use control systems and strict 

deadlines.

Polychronic cultures

1. Relationships in planning.
2. More holistic and people-

focused.
3. Focus on longer term.
4. Sharing of implicit 

knowledge/information.
5. Flexible control systems 

involving people.



Time orientation

Cultures focused on the:
– Past uphold tradi3on in line with the history of the company
– Present aim for quick results and short-term gain
– Future assess plans in the light of expected future benefit.



• Imagine the past, present and future as circles: Draw three circles in a way which represents your 
feelings about the rela3onship between the past, present and future

• You can use different-sized circles, draw circles onto each other or keep them separate
• Finally, label each circle accordingly



Time orientation and management tasks

Past-oriented cultures
1. Building in long-term time 

frames.
2. Past goals guide the 

process.
3. Slower in adapting criteria 

by selection. 
4. Continuation of the 

company’s values.
5. Develop performance in 

keeping customary goals.

Future-oriented cultures
1. Long-term plans and 

results.
2. Co-ordinated to meet 

longer-range goals.
3. Selec0on to meet long-

term business goals.
4. Achieving long-term 

benefits.
5. Develop objec0ves in the 

long-term context.



Power

Power value orientation: the extent to which a society expects or accepts that power is 
distributed unequally.
• Hierarchy
– Level of power and authority are strictly marked

• Equality
– Status and formal position have less influence. 



Power and management tasks

Hierarchy
1. More autocra1c or 

paternalis1c planning.
2. Organisa1onal structure is 

1ghtly controlled.
3. Subordinates expect bosses to 

take ini1a1ves.
4. Employees like being closely 

supervised.
5. Employees prefer the personal 

control of superiors.

Equality
1. More par1cipa1ve planning.
2. Organisa1onal structure 

encourages individual 
autonomy.

3. Work rela1ons should not be 
strictly prescribed.

4. Managers exhibit consulta1ve 
style.

5. Subordinates develop 
performance objec1ves with 
their bosses.



Competition (Competitiveness)

• Competitive
When competitiveness is valued, the culture is focused on: 
– Acquiring wealth
– Performing well
– Achieving ambitions.

• Co-operative
– Competition is not considered to be the main purpose of business
– Stress is on the quality of life, relationships and consensus.



Competition and management tasks

Compe00ve
1. Task performance when 

implemen4ng plans. 
2. Managers have more of a 

leadership role. 
3. Selec4on of employees on ability to 

act independently. 
4. The leader’s role is to track and 

reward achievement. 
5. Preferred control systems are 

performance-based.

Co-operative
1. Maintaining relationships in 

plan implementation.
2. Managers have more of a 

facilitating role. 
3. Employees elected on ability 

to work well in groups. 
4. The leader’s role is to facilitate 

relationships. 
5. Task performance is recognised as 

a standard for success. 



Action (activity)

Kluckholn and Strodtbeck (1961) see every method of human expression as resul3ng in some 
form of ac3vity which shows a preference towards:

• Doing orienta3on
The stress in doing cultures is placed on:
– Ac3on 
– Achieving personal goals. 

• Being orienta3on
The stress is placed on:
– Working for the moment
– Living the experience.



Action and management tasks

Doing cultures
1. Developing 1me-framed 

ac1on steps. 
2. Ac1on-oriented 

documenta1on.
3. Ability to fulfil organisa1onal 

tasks.
4. Exper1se and competence.
5. The ways the tasks are done. 

Being cultures
1. Strong focus on the vision.
2. Based on common vision and 

personal trust. 
3. Career development based on 

personal or social criteria.
4. Personal philosophy, values and 

style.
5. Management of performance 

measurement less systematic. 



Space

Private/Public
• One aspect of space orienta3on is related to private or public space
• Another aspect related to invisible boundary around every person
• The concept of space can be seen in terms of personality.



Space and management tasks

Private
1. Forms of planning: 

individualis1c or systema1c.
2. More task-centred. 
3. Explicit informa1on about how 

staff are to be employed.
4. Managers and employees do 

not share the same office. 
5. Explicit measures of 

performance. 

Public
1. Group-oriented or 

authorita1ve forms.
2. Rela1onship-centred 

approaches.
3. Implicit informa1on. 
4. Size of the place where an 

employee works does not 
reflect the person’s rank.

5. Informal checks on 
performance. 



Communication

• Role of the context in the communica3on process (Hall & Hall, 1990).
• Context related to framework, background and surrounding circumstances. 
• High-context
– Informa3on is ‘hidden’ in the context
– Situa3on carries most of the informa3on

• Low-context
– The messages are clear and explicit.



Communication and context

Low context
1. Plans are explicit, detailed, 

quan4fiable, info-based. 
2. Explicit, detailed guidelines for 

task responsibili4es via verbal/wriKen 
instruc4on. 

3. Detailed employment contracts & 
explicit performance appraisals. 

4. Managers outline specific (path 
to) goals. Instruc4ons specific, 
conflict depersonalised. 

5. Control more task-driven: 
monitoring to ensure objec4ves.

High-context
1. Plans are more implicit, with 

less detailed instruc4ons.
2. Implicit task assignment and 

responsibili4es, understood 
according to context. 

3. Implicit criteria/methods for 
employment and appraisal 

4. Managers reach goals through 
rela4onships/group processes. 
Conflict resolved beforehand. 

5. Control more process-driven: 
control aspects embedded in 
cultural context. 



Messages and context

Source: Usunier, 1993: 103.



Structure

• The term ‘structure’ refers in business to an organisa3onal structure. 
• Value orienta3on concerns the rela3on between the individual and the group.
• Individualism
– ‘I’ predominates over the ‘We’

• Collec3vism
– Interests of the group prevail over individuals.



Structure and business ac2vi2es

Individualism
1. Those involved in planning  

expected to take initiative to 
present views.

2. Emphasis on individual when 
assigning tasks and resources.

3. Organisations not expected to look 
after their employees’ career 
development.

4. Leaders expect employees to 
meet/exceed responsibilities.

5. Control exerted by individual 
standards of excellence. Self-
respect discourages deviance from 
standards.

Collec/vism
1. Plans developed within shared 

values used for measuring and 
jusEfying acEviEes.

2. Emphasis on the group: the team 
is assigned tasks and resources.

3. PromoEon based on seniority. 
Managers evaluated on their 
conformity to org./group norms. 

4. Leaders expect loyalty in exchange 
for protecEon; group/top-down 
control.

5. DeviaEon from standards and 
expectaEons discouraged through 
group-oriented pressure.



What forces and actors are needed to create the good work?

• One possible model: the nordic work model
– Cooperation between organized labor market parties and the state/the public
– Nordic countries display broad set of measures to promote the good work

• The pattern of co-operation and trust generally associated with the Nordic model is often linked to 
– limited size of their populations
– location in the European periphery
– their ethnic homogeneity
– inherent peacefulness and cooperative orientation

• Based on the idea of reducing conflicts in working life through pooling the measures available to
– the employers
– the unions
– the government





Summary

• Overview of the cultural dimensions of Hofstede and the rela>onship between na>onal cultural values and 
organisa>onal cultures and outlined some cri>cisms of Hofstede’s research method and characterisa>on of 
na>onal cultures.

• Trompenaars’ dimensions reflect the value-orienta>on concept proposed by Kluckhohn and Strodtbeck
• The cross-cultural manager has to face universal dilemmas, but the way they are resolved is culturally 

determined
• Rather than the dimensions themselves, it is the concept of reconcilia>on and the culture of innova>on in 

organisa>ons which dis>nguish the work of Trompenaars (and Hampden-Turner) from that of Hofstede.
• A model of culture that links cultural preferences to management tasks can be considered where the 

assump>on is that these preferences/values influence the way management works.
• There are alterna>ve views regarding the dynamic link between values and behaviour, e.g. 
– Cultural not a set of values but the meaning we aSach to the world around us
– Our values can be seen as a sharing of paSerns of meaning and interpreta>on through interac>on with 

others.
• The Nordic work model is one possible answer to “create” the good work


