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ABSTRACT
Cultural diversity in organisations is an increasing phenomenon. This is because the world is getting
more globalised and people start working all over the world. Cultural diversity can bring both positive
and negative effects. Positive can be the creativity, innovativeness and knowledge intercultural
employees can bring (Aurelian & Daniela, 2010). Negative can be the different norms and values
cultures have which can cause misunderstanding and conflict (Hall, 2005). Cultural differences can be
explained by the cultural dimensions of Hofstede, but also by the different worldviews, values and norms
cultures have. The cultural dimensions of Hofstede describe cultures and show how big the differences
between cultures can be. This is why the purpose of this thesis is to provide advice for managers on how
to motivate intercultural employees to only get the positive effects different cultures can bring.
Earlier research has looked at the different aspects of this thesis, but has not brought the implementation
of motivation techniques, different leadership styles and employees from different cultures together.
This research is therefore about three key words that are connected to each other by communication:
cultural differences, motivation techniques and leadership styles. This thesis is based on literature study
to combine the three key words. Since motivation techniques cannot be implemented without a manager,
leadership styles are needed to communicate the motivation techniques to the intercultural employees.
This is why the research question of this thesis is: What leadership style(s) does a manager need to
apply to be able to communicate motivation techniques effectively to employees from different cultures?
Employees can be motivated by the usage of motivation techniques. Motivation techniques lead to better
performance through which intercultural employees will bring their positive effects to the organisation.
However, motivation techniques are standardised techniques that are mostly used in homogenous
organisations and need to be adjusted to the intercultural employees. This process of adjustment can be
done by the use of communication. Communication can be done both verbally and nonverbally and is
different between cultures (Hall, 2005). This is why the communication style also needs to be adjusted
to the intercultural employees and this can be done by the usage of frames or an organisational culture.
Motivation techniques need to be implemented by a manager. A manager can do this by using leadership
styles. Leadership styles are just as motivation techniques standardised tools that need to be
implemented through effective communication. If the communication of a leadership style is done
effectively, leadership styles can serve as a good mediator for the relation between motivation and
performance.
The outcome of this research is that there are no specific leadership styles for the motivation of
intercultural employees, but every leadership style can be used as long as it is communicated effectively
to the employees, just like the motivation techniques.
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1. INTRODUCTION
Since the world is getting more globalised and people start working all over the world, there is an
increased cultural diversity within organisations. Different cultures in organisations can be very positive.
It can enhance productivity, innovativeness, new techniques and creativeness (Aurelian & Daniela,
2010). However, it also has its downsides. Different cultures can cause conflict just because of
misunderstanding between an employee and the manager or an employee and her colleagues. Cultural
differences can occur in a lot of different forms: communication, rituals, values, believes and more (Hall,
2005). This is why intercultural employees need to be motivated in order to exploit only the positive
effects different cultures can bring in an organisation. In the Netherlands, people are very direct and the
relation between employee and employer has a low power distance which means that the people standing
above you in the companies’ hierarchy are not directly treated with more respect than people who work
on the same level. Where in China, for instance, someone who stands higher in the hierarchy of the
company than you, should always be treated with respect. Their hierarchies relative to each other are
well noticeable because of the way they greet each other. In China, people bow as a greeting and when
they bow, you will see that the person who stands lower in the companies’ hierarchy will bow deeper
than the person standing above her (Schneider, Barsoux & Stahl, 2012). People from the Netherlands
and people from China both prefer very different styles of approach from both their manager and their
colleagues.
One of the tasks of a manager is to motivate his employees to work as effective and efficient as possible.
To be able to get to this effectiveness and efficiency, a manager can use motivation techniques (Ochieng
& Price, 2010). These motivation techniques are often standardised and need to be adjusted to the
situation and the people in the organisation. Managers have to communicate these motivation techniques
in such a way they will be understandable and motivating for all employees. Motivation techniques can
thus be seen as a tool that can be applied to different situations but is only effective if communicated
appropriately. The managers need to use their knowledge on the different cultural dimensions to use
the motivation techniques on employees from different cultures. Besides, they need to look at how they
can transmit the motivation techniques effectively to these employees. This can be done by using
different forms of communication (Hall, 2005). Cultural differences can be an obstacle for different
forms of communication, which means managers need to make intercultural employees understand the
motivation techniques in order to enhance effectiveness and efficiency (Yeke & Semerciöz, 2016).
However, in multicultural settings misunderstanding and conflict can arise and need to be prevented to
be able to apply the motivation techniques so the positive things different cultures can bring can be
accomplished and effectiveness and efficiency can be achieved.
This research examines how managers of companies with individuals from different cultures can
motivate their employees by using effective communication to implement motivation techniques
through leadership styles. Leadership styles have a big impact on the way managers deal with
intercultural employees (Pearson & Nelson, 2003). This is why leadership styles can be seen as the
intermediate link between motivation techniques and improving the performance of employees from
different cultures. Leadership styles can strengthen this relation, but effective communication of
leadership styles plays an important role in achieving this.
For managers, it is very important to be able to understand their employees in order to motivate them
by using leadership styles and effective communication for the implementation of motivation
techniques. However, it can be imagined that the technique for motivating employees from all over the
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world requires a lot of different approaches and there is not always one ‘right’ leadership style. This is
why the research question will be: What leadership style(s) does a manager need to apply to be able to
communicate motivation techniques effectively to employees from different cultures?
The aim of this thesis is to provide insight in how managers could motivate their employees to enhance
performance by using effective communication to implement motivation techniques through leadership
styles in the intercultural organisation. Earlier research has already looked at different parts of this
literature study, but there has not been a (recent) study in which this knowledge is brought together. In
this thesis, the focus will not be on employees from one country but on a general way for managers to
deal with employees from all countries. This is necessary in intercultural companies which have
employees from all over the world and not just one foreign country.
This thesis will be based on literature study. For answering the research question, there are four sub
questions that will be examined in order to answer the research question. Since the research question
has three key words: different cultures, motivation techniques, and leadership styles, the sub questions
will subsequently be:
1. What aspects of culture are relevant for the communication of motivation techniques to employees
from different cultures?
2. How can motivation techniques be transmitted to employees from different cultures?
3. To what extent are cultural dimensions connected to different motivation techniques?
4. What role do leadership styles play in the relation between motivation techniques and performance?
In the first chapter, it will be discussed what underlying aspects of culture and cultural dimensions
there are and how these differ from each other. In the second chapter will be discussed what different
motivation techniques there are and how managers can communicate these to their employees. In the
third chapter will be discussed how the cultural dimensions and motivation techniques can be brought
together. In the last chapter will be discussed what leadership styles there are and what role leadership
styles play in the relationship between motivation and performance of different cultures.
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2. RESEARCH DESIGN
For answering the research question, a few sub questions have been designed. In this chapter will be
illustrated what resources have been used and how these resources that belong to answering the sub
questions have been found. The methodology of finding useful information will be discussed per sub
question.
2.1 What aspects of culture are relevant for the communication of motivation techniques to
employees from different cultures?
This sub question was about the aspects of culture, how the cultural dimensions differ from each other
and what role these differences can play in the communication of motivation techniques. As a major
resource for this sub question, the book of Schneider, Barsoux and Stahl (2014) was often used. This
book was mainly used for explaining the cultural dimensions, but also the book from Hall (2005)
provides information about a few cultural dimensions. These books also included information on the
underlying aspects of cultures. The cultural dimensions are of importance for motivation techniques
because they show the different aspects of cultures which can be useful for communicating motivation
techniques to different cultures. For a manager to be able to communicate the motivation techniques
effectively to his employees, he should understand the differences of communication between cultures.
The connection between communication and motivation lies within the way a motivation technique
needs to be communicated in order for an employee to understand it. If a motivation technique is not
communicated in the right way, these employees will not get motivated because they do not understand
the meaning of it. Besides motivation techniques, cultural dimensions were very important in this thesis.
This is because culture plays an important, moderating, role in the relation between motivation
techniques and performance. Culture can strengthen this relation through creativeness or more
knowledge, but culture can also weaken it by cultural differences causing misunderstanding between
the manager and employees. There was only much information on the first four cultural dimensions.
The book from Schneider, Barsoux and Stahl was one of the few sources that included the last two
cultural dimensions by Hofstede: short vs. long term orientation and indulgence vs. restraint. As an
extension to the knowledge from this book, Global search was used to find extra information on these
dimensions. Keywords such as “Indulgence vs. restraint AND Hofstede”, “Indulgence AND restraint”,
“short term orientation AND Hofstede”, and “Short vs. Long term orientation” were used to find relevant
data. Especially on the sixth cultural dimension, indulgence vs. restraint, were very few sources and
even fewer sources with additional information. The last paragraph of this sub question is focused on
the critique on Hofstede. Because there was also critique on Hofstede, it was important to not blindly
use his cultural dimensions before mentioning this critique. Global search was used to find this
information and the keywords “Critique Hofstede” were used to find this information. Additionally,
some articles already contained a small section on the critique on Hofstede which could be used for
writing this paragraph.
2.2 How can motivation techniques be transmitted to employees from different cultures?
For the first part of this sub question, basic motivation articles to substantiate the theory were mainly
used. The articles on motivation techniques were found by keywords such as: “Motivation AND
performance”, “Motivation techniques”, and “Motivating employees”. Because motivation techniques
need to be implemented through communication, there is also explained in this part what intercultural
communication is, and what forms of communication there are. Communication is an important aspect
in this part because it can either strengthen or weaken the implementation of motivation techniques. For
writing this part, the book “Among cultures; the challenge of communication” by Hall (2005) was the
main source of information. This book includes plenty information about intercultural communication
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and everything around it. For making this sub question more credible, some other articles that support
this book were used. Global Search was used to find these articles and the most important keywords
were: “Intercultural Communication” to find information substantiating the book. A difficult obstacle
that the book carried was too much information. Because the book is so outstretched and not every
subject could be used, a selection had to be made. This selection includes the most important information
about intercultural communication for the subject of this thesis.
2.3 To what extent are cultural dimensions connected to different motivation techniques?
This chapter was basically about bringing cultural dimensions and motivation techniques together and
combining the information gathered in these two parts. Although it seems easy to combine cultural
dimensions and motivation techniques, this part was harder to write and to find literature on than the
other parts. Global Search was used to find relevant literature with the keywords “Motivation in different
countries”, “Intercultural motivation”, “Cross-cultural AND motivation”. Another method for finding
meaningful articles about work motivation and cultural dimensions, was by using the references of
articles that included information about this. There were, however, not many useful articles about this
subject that contained relevant information.
2.4 What role do leadership styles play in the relation between motivation techniques and
performance?
This sub question was about the different leadership styles managers could use, and what role leadership
styles play in the relation between motivation and performance. This sub question did not include a large
amount of articles because the amount of useful information in one article was relatively high. The
articles were found by using the keywords “Leadership AND culture”, “Leadership styles”, and
“Leadership AND Management” on global search. Furthermore, the book “Among cultures; the
challenge of communication” by Hall (2005) was used to find useful information. The other method that
was used to find articles was finding relevant articles from the reference list of a good article. This is
how most articles for this sub question were found. Besides discussing theories on leadership styles, this
sub question was also about bringing earlier theories together. This is why motivation techniques,
cultural dimensions and leadership styles were connected in a figure. After connecting these different
concepts, a model could be designed which gives an overview of the relations between the different
concepts discussed in this thesis.

Maudi Heijnen

Applying motivation techniques in intercultural employees through leadership styles

7

3. THEORETICAL FRAMEWORK
In the theoretical framework, several theories will be discussed. Starting with the differences between
cultures and the underlying aspects of cultures, the first sub question is “What aspects of culture are
relevant for the communication of motivation techniques to employees from different cultures?”. The
second sub question will discuss motivation techniques and the transmission of them to employees and
is called “How can motivation techniques be transmitted to employees from different cultures?”. The
third sub question is about the connection between motivation techniques and the cultural dimensions
designed by Hofstede and is called “To what extent are cultural dimensions connected to different
motivation techniques?”. The last theory that will be discussed is about leadership styles and the role
they have in enhancing motivation and performance and is called “What role do leadership styles play
in the relation between motivation techniques and performance?”. In the theoretical framework, the
words cross-cultural and intercultural are interchangeable.

3.1 DIFFERENT ASPECTS OF CULTURE AND THE LINK BETWEEN CULTURAL
DIMENSIONS AND MOTIVATION
Every culture is different and this is because of the underlying aspects of culture. Every culture has
different worldviews, values and norms (Hall, 2005). Besides the underlying aspects, the cultural
dimensions by Hofstede on different cultures are often stated as the controlling explanation of cultural
differences in behaviour between countries which is the most common criteria for measuring culture
(Cronje, 2011). There are many differences between countries. There are certain values that are
appreciated more in one country than in another country. The value that is most important in a country,
will have a bigger impact on the implementation in managerial and organisational practises (Harrison
& McKinnon, 1999). Also, when a value is more important and central to a company, country or region,
it will be more difficult to change this value because the community is resistant to change (Harrison &
McKinnon, 1999). This is why cultural values should be distinguished in terms of the impact they have
on a community and how these values should be managed in an organisation.
The underlying aspects of culture
Before looking at the cultural dimensions Hofstede designed, there needs to be an understanding of the
underlying aspects of different cultures in order for a manager to be able to understand different cultures.
First of all, culture in all its forms should be defined. A culture can be defined as a historically shared
system of symbolic resources through which we make our world meaningful (Hall, 2005). It is important
to understand why people from different cultures act the way they do for a manager to understand his
employees and to be able to communicate the motivation techniques properly. Therefore, for explaining
where the social interaction amongst cultures comes from, researchers have used three common
manifestations: worldviews, norms and values.
Worldviews
Worldviews are defined as abstract notions about the way the world is. These worldviews are mainly
not open for challenge or discussion. Worldviews often happen at an unconscious level which causes
the unawareness of people about the world; they do not know there are other ways of seeing the world
(Hall, 2005). There are eight areas that cover a wide range of issues and deal with many points of
difference across cultures. The first area will be mentioned in the next part about cultural dimensions:
individualism/collectivism. The second area is about how people establish their position in society:
ascription / achievement. Ascription means that something is given to a person and does not require the
person to have done something for it. For instance, in India people are born in a certain status and there
is no expectation that a person tries to change its position (Hall, 2005). Achievement is centred on the
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idea that one’s place in society is defined by how much effort he or she puts into achieving something.
People who work hard for a good position in society are seen as role models, where people who inherit
money and through that have a better position in society are shed in a negative light. The third area is
about how society should be organised: egalitarian / hierarchical. In egalitarian societies, people are all
equal and treated the same which is more common for feminine cultures. In contrary, an hierarchical
society is based on a natural, proper differentiation across people. The hierarchical perspective sees
every person as important to the extent that they complement each other’s roles, and a person’s position
of authority determines the person’s relative worth and is more common in high power distance cultures
(Hall, 2005). The fourth area is about the basic nature of humans, whether they are good or evil. Some
communities think humans are inherently good and trustworthy, and that they will choose to do the right
thing. Other communities think that humans cannot be trusted and will use you whenever they have the
possibility to do so. From this view people are naturally evil and need to be regulated by laws and
precautionary measures (Hall, 2005). The fifth area is about the human relationship with nature: whether
it is mastery or adaptive. The mastery view of nature is about the idea that we should slightly try to
control the world (nature). An example of mastery is the developing technology which makes things
easier for people, such as cars or air conditioning. Another idea about how we should control the world
is called the adaptive or harmonious attitude which implies we should adapt to the environment and
respect nature as it is which is more common for low uncertainty avoidance cultures (Hall, 2005). The
sixth area is about the primary purpose of language: social lubricant or informational. People who view
communication as a social lubricant, which are mostly collectivistic, focus on the impact (in)direct
messages can have on relationships and on one’s self-image and public image. The correctness of the
message is less important than the social implications. From this perspective communication is seen as
powerful and potentially dangerous and must therefore be used carefully. On the other hand, the
communities that focus on the information function of communication tend to see it as a neutral
container that people use to tell what they think. These communities, which are mostly individualistic,
like good public speakers (Hall, 2005). The seventh dimension is about high and low context cultures
which is about direct and indirect communication. For instance, team members who are used to high
context communication will ask questions to highlight the problem where team members who are used
to low context communication will directly highlight the problem. The eight, and last dimension is about
how time functions: polychromic or monochromic. Polychromic means that a person does many things
at once, where monochromic means doing one thing at the time. In monochromic cultures, appointment
times and schedules are very important such as in high uncertainty avoidance cultures. In polychromic
cultures, time is not so important and having a conversation at that time can be seen as more important
than being on time which (Hall, 2005). In short, it is important to keep in mind that these worldviews
consist of individual differences within communities, that we belong to many cultures (different culture
at work, at the university), and that cultures have different patterns of worldviews (individualism can be
combined with both ascription and achievement)(Hall, 2005).
Values
Worldviews and values are closely related to each other. Values can be defined as grounded believes
about what the world should be rather than assumptions about the way the world is (Hall, 2005). There
are two sides on a cultural values debate called “culture of poverty debate” which is about the tension
between sharing values with members of other cultural communities. On the one hand it is said that poor
people have a different culture than rich people. Poor people were said to have fewer material goods and
therefore value material success less. It was advocated that these “poor people” were not lazy or less
successful, but just valued different things in life (Hall, 2005). On the other hand, people claimed that
some values are universal in nature. They plead that there is no “culture of poverty” and that those who
are poor value material goods just as much as people who are rich. The only problem is that a lack of
resources among certain groups of people cannot provide the same amount of material goods everywhere
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(Hall, 2005). We cannot assume that everything is valued the same across cultures, because it is not.
This will become clear in comparing Hofstede’s cultural values, but a distinction can be made when we
look at what is valued in certain cultures as well. Individualistic cultures, and mostly Western, value
privacy, honesty and ambition. Where collectivist cultures value harmony and belonging to a group.
Values are also hard to predict because some values are argued to be more important than other values.
As a concluding note, it can be said that using values as a predictive sense is close to impossible, because
not all values are equal to a person or a community and this can also depend on the situation they are in
(Hall, 2005). Since values vary across countries and even within countries, a manager needs to be careful
with implementing a motivation technique and he needs to consider the values of different cultures.
Norms
In the last paragraph is discussed that it can be very hard to use values as a predictor. The expression of
a given value may be reflected in a variety of different should and should not types of statements known
as norms. Norms can be defined as social rules for what certain types of people should and should not
do (Hall, 2005). These social rules are less abstract than values. As an example, politeness is valued in
many different cultural groups, but the norms for being polite vary widely. It often happens that our
reaction to new norms is reserved, because people use the norms of their community to evaluate those
around them. Schwartz distinguishes two different types of norms: guides and tokens. Guides are said
to cause wanted behaviour; they determine and direct behaviour. This is explained as when one or a few
persons do not stick to the rules while the other persons do, they will experience negative consequences
for violating the norm. However, if norms are from a token origin, it is not expected that particular norms
will cause certain behaviours. It can be said that token norms function as a loose guiding sense
(Schwartz, 1984). As a concluding note, norms do not dictate behaviour strictly, but provide common
ground for understanding certain happenings. If a manager needs to implement motivation techniques,
he needs to make sure the same norms are valued in the organisation to prevent misunderstanding of
these techniques.

THE CULTURAL DIMENSIONS OF HOFSTEDE
After discussing the underlying aspects of culture, the cultural dimensions of which some have already
been briefly mentioned in that part will be discussed. The cultural dimensions are also of importance for
the motivation of employees. This is in line with how the motivation techniques that will be discussed
in the next chapter, can be effectively implemented to employees with different sets of cultural
dimensions. In the following paragraphs figures will be added that show the importance of that value in
different countries and these figures are based on literature by Schneider, Barsoux & Stahl (2014) which
is in line with the theory of Hofstede. In the following part, the underlying aspects of culture will be
discussed followed by the cultural dimension of Hofstede.
Masculine vs. Feminine
This cultural dimension discloses the bias towards either masculine values such as competitiveness,
assertiveness and materialism, or towards ‘feminine’ values such as caring about relationships,
nurturing, and the quality of life (Schneider, Barsoux & Stahl, 2014). Figure 3.1 shows an overview of
the masculine vs. feminine division in different countries. The social role divisions can be different
between countries, which means that what is seen as a typical task for women can vary per country. In
more feminine communities, the most important values for men and women are traditionally more
associated with the feminine role (e.g. not showing off and putting relationships with people before
money)(Hofstede, 1983). Feminine cultures can be explained by certain typical values such as:
agreement, sharing, working together, sympathy for the underdog, doing your best, and the central
motivation is: how can I contribute? A feminine culture at work would contain of values such as the
importance of having nice colleagues. In feminine cultures employees also believe people work to live
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and motivation at work emerges from autonomy (e.g. the freedom an individual has in carrying out
work). People set their own goals and these goals are constantly revised to a more fitting goal for what
they want to achieve (Schneider, Barsoux & Stahl, 2014; Hall, 2005). Bringing culture and motivation
together, it can be assumed employees from feminine cultures can be best motivated by having a nice
atmosphere at work and getting a lot of freedom in the tasks they have to carry out but they always have
to consider decisions with other colleagues.
Masculine cultures can be explained by certain typical values such as: confrontation, the winner takes it
all, admiration for the topdog, conflict is the way to find the best employee. In masculine societies, it is
more about the traditional social values of men which can even contain the way they think of women.
In masculine societies it is important to make money (especially more than women), to perform, and to
show off especially when you have achieved something visible (Hofstede, 1983). A masculine culture
at work is all about competition amongst colleagues. They believe people live to work and they are
motivated when they can work for a prestigious boss. In a masculine company some clear goals are set
and everyone has to achieve the same goal, which means you cannot find a goal that suits you best
(Schneider, Barsoux & Stahl, 2014). Bringing motivation and culture together, it can be assumed people
from masculine countries are motivated the most when there is a competitive atmosphere at the office
and when they have someone to look up to so they are more motivated to achieve what this person has
achieved.

Figure 3.1 measure of the level of masculinity. Note: figure by Vonk, September 25th, 2017
bB
Individualism vs. Collectivism
This cultural dimension shows the extent to which people prefer to look after themselves and their
immediate families, while not being emotionally attached to groups, organisations and other collectives
(Schneider, Barsoux & Stahl, 2014). Figure 3.2 shows an overview of the division of individualism vs.
collectivism in different countries.
In collectivistic countries people are incorporated in large, solid groups that offer protection for life on
account of loyalty. It is about the group “we”, the opinion of the group and the harmony of the group.
Those who are collectivistic focus on their relationships with others and explain their answers in terms
of the group instead of themselves. They say they are ‘a Janssen’, or ‘an American’ instead of I am
Klaas (Hall, 2005). The communication in the group is indirect which means the members of the group
will not tell each other something directly, but they tell each other via a detour. For example, instead of
saying “You have made a number of false assumptions in your report. Return to your office, check your
data and proofread your work” like a direct manager. A manager using indirect communication might
say, “It seems there are some mistakes in your report and readers may question some of your
assumptions. Could you maybe check it one more time before you finish it?”. In a working environment
feedback is given indirectly as well as communication. In collectivist cultures, the relation is more
important than the job and the employer/employee relationship is morale (Schneider, Barsoux & Stahl,
2014). Collectivists believe that positive outcomes are the result of the efforts of the group and not only
the efforts of individuals (Gelfand, Erez, & Aycan, 2007). The goals that are set in collectivistic cultures
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are consistent in order for individuals to be able to understand what is asked from them. When a conflict
between the collective goal and their own goal arises, a collectivist will always choose for the collective
because the group goal is more important than their own goal (Gelfand & Triandis, 1996). Combining
motivation to the values of collectivism, it can be assumed that people in collectivist cultures are
motivated most when they can work in a group where there is only a group goal where they can work
on together.
In individualistic countries, the most important person is yourself, it is about “me”. Individualistic
persons often see themselves as ‘Klaas’ and believe that they are different from everyone else in the
world (Hall, 2005). Having an own opinion and being honest are very important values. The
communication in individualistic countries is direct: “You have made a number of false assumptions in
your report. Return to your office, check your data and proofread your work” (Schneider, Barsoux &
Stahl, 2014). In a working environment the task is more important than the relationship and the
employer/employee relationship is based on a practical work situation. Just like communication,
feedback is given directly (Schneider, Barsoux & Stahl, 2014). When a goal is set in the organisation,
individualists may have personal goals that are not in line with the goals of the organisation or the ingroup. When a conflict between the goal of the individual and the organisational goal arises,
individualists will prioritise their own goal (Gelfand & Triandis, 1996). In the US the culture in the
workplace is mostly individualistic. For instance, employees turn down job offers because they like
where they live now. They also expect that a person who is being job interviewed will talk himself up
(Hall, 2005). Combining motivation to individualistic cultures, it can be assumed that people from
individualistic cultures are motivated most when they can work on their own and achieve their own
goals without having to think about the interests of others.
The level of collectivism also implies the differences in the meaning of an in-group versus an out-group.
There is a distinction between in-groups and outgroups. An in-group means a group that is very close
and cares about each other’s welfare and shares a lot of the same interests and traits. An outgroup
consists basically of the persons not belonging to the in-group. According to Harrison & McKinnon
(1999), collectivists act like a family in an in-group but with an outgroup member, they tend to act more
like an individualistic person. There is a difference per culture in the meaning and membership of ingroups (and outgroups) (Harrison & McKinnon, 1999). Since people form collectivist cultures are more
attached to in-groups and value being part of an in-group more, it can be explained why these employees
like
to
work
in
groups
rather
than
as
an
individual.

Figure 3.2. Measure of the level of individualism. Note: figure by Vonk, September 25th, 2017
Low vs. High power distance
This cultural dimension is about the extent to which a society accepts that the power in institutions and
organisations is unequally distributed (Schneider, Barsoux & Stahl, 2014). Hofstede designed indicators
for measuring the power distance in organisations. The measure shown in figure 3.3 consists of numbers
between 0 and 100 where 100 implicates high power distance. This measure relied on the lower-level
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employee’s perception of his or her manager or supervisor (Matusitz & Musambira, 2013).
In countries with low power distance, hierarchy is functional and employees expect that their opinion
will be asked. The motivation in low power distance societies is also “no news, good news”. Cultures
with a low power distance prefer equality where every individual will be treated the same (Gelfand, Erez
& Aycan, 2007). In low power distance cultures, people are less likely to follow the rules and the norms,
and more likely to follow their own will which can be labelled as autonomy. Employees in a low power
distance culture do not want to rely on the manager, the level of autocracy is not important and the level
of autonomy is very important because the employees have enough knowledge to have a say in certain
decisions (Matusitz & Musambira, 2013). Combining motivation to the values of a low power distance
culture, it can be assumed that employees from this culture are motivated most when they get freedom
in performing their tasks and when they can brainstorm about their projects with the manager instead of
letting him choose projects for the employee.
In countries with high power distance, hierarchy is essential and employees expect clear instructions
and goals. Whenever a boss wants information, he has to search for it actively. Employees will not
come to him on their own initiative. The relation between the boss and the subordinate is based on
emotion and morality (paternal relationship). This paternalism refers to the degree to which
responsibilities of the family are shifted to the state, or in this case, the manager. The manager ‘guards’
the employee (less privileged) against being exploited by the more privileged individuals in society
(Matusitz & Musambira, 2013). This paternalism is not only of importance in the working environment,
it is also a family matter. In countries with high power distance, it is often noticed that the parent’s role
of taking care of the children goes further into adulthood than in low power distance cultures.
Furthermore, in high power distance cultures individuals are more likely to follow the norms because it
is more ‘safe’. Therefore, equity is also preferred: people expect the output to be as high as the input
they have given (Gelfand, Erez & Aycan, 2007). Combining motivation to high power distance cultures,
it can be assumed that employees from this culture are motivated most when they get clear tasks from
the manager and have a feeling of safety in the company for both themselves and their families.

Figure 3.3. Measure of the level of power distance. Note: figure by Vonk, September 25th , 2017
Low vs. High uncertainty avoidance
This dimensions is about a society’s discomfort with uncertainty, preferring predictability and stability
(Schneider, Barsoux & Stahl, 2014; Hall, 2005). Figure 3.4 shows an overview of the level of uncertainty
avoidance in different countries. The fundamental issue where uncertainty avoidance is based on is how
society handles the fact that time runs only one way. The avoidance is about all being caught in the
reality of past, present and future, and the fundamental for uncertainty lies in the future. The future is
unknown, and how much we would like to believe that with all the tools of this century we can predict
it, we cannot. There are societies that socialise their members into dealing with this uncertainty and
accepting life the way it is, and there are societies that do not socialise their members and want to have
certainty about the future even if it cannot be guaranteed (Hofstede, 1983).
In cultures with a low uncertainty avoidance, there are only rules that are necessary for the society not
to become chaotic. There is also tolerance for ambiguity, which means that people in the society or an
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organisation do not know their specific role or task. There is little need for control and changes occur
quite often and informally. People learn by doing, so they learn inductively and also reason this way
(Schneider, Barsoux & Stahl, 2014). In the working environment, people are willing to take more risks
and do not see new ideas as threatening. They accept foreigners more easily and see their, sometimes
very different ideas, from an open point of view (Matusitz & Musambira, 2013). Combining the values
of a low uncertainty avoidance culture to motivation, it can be assumed that employees in this culture
will be motivated most when they have the chance to think and work creatively without any rules or
limitations.
Cultures with a high uncertainty avoidance have an emotional need for rules, even if the rules do not
work. Faith can play an important role to be able to hold on to something or explain something that has
happened. In the working environment, there is a need for experts and there is confidence in technical
solutions. Arrangements need to be precise and formal to be able to rely on. Emotional reactions are
normal and accepted in the communities. People learn and reason deductively, from what they know is
true (Schneider, Barsoux & Stahl, 2014). In societies with a high level of uncertainty avoidance, people
need to know their role and consider ambiguity as an obstacle that must be conquered. It is probably the
best idea to explain the tasks very clearly right at the outset of a meeting, so that people understand it
and ambiguity will be avoided (Matusitz & Musambira, 2013). People will normally not face conflict
because the outcome of it is uncertain and they want to have a life that is completely balanced and stable
with as less risks as possible. Changes in the company or in life are not really tolerated, so if a manager
needs to implement some changes, this has to be done carefully (Matusitz & Musambira, 2013). For
communities with high uncertainty avoidance, security can be created in three ways: One is using
technology through which we protect ourselves from nature and hope is raised for predicting the future
because technology is getting more sophisticated every day. The second way is law, which includes all
kinds of formal rules through which we protect ourselves from the unpredictableness of human nature.
The third way is religion which also include ideologies, such as Marxism, but also science. These three
ways of security create emotions in societies with high uncertainty avoidance that are more common in
such communities. These are emotions as anxiety, nervousness, emotionality, and aggressiveness which
are created by the eagerness to be willing to predict the future while we cannot (Hofstede, 1983).
Combining the values of high uncertainty avoidance cultures to motivation, it can be assumed that
employees in this culture can be motivated most by setting clear boundaries and rules within a company,
and this company is very organised an controlled so they can be more certain that what one is doing, is
right.

Figure 3.4. Measure of level of uncertainty avoidance. Note: figure by Vonk, September 25th, 2017
Long vs. Short term orientation
This dimension can be explained as the degree to which a society is flexible with objective for a future
reward through persistence and frugality. Oppositely, a normative perspective focuses on the
achievement of virtue directed at the past and now with respect for tradition (Schneider, Barsoux &
Stahl, 2014). Figure 3.5 shows an overview of the long vs. short term orientation in different countries.
When long term orientation is low, society is often described as a stone, because stones do not move
and same goes for this society. It is also about pride of the traditional culture and conservativeness.
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People believe there is only one truth according to the manager, government or another authority
dependent of the situation (Schneider, Barsoux & Stahl, 2014). In the working environment, employees
with less employment security were better performing (Tenhiälä et al., 2014). Also, when the
pragmatism ranking in a culture is high, it is preferred to maintain traditions and traditional norms while
change is regarded with suspicion (Hamid, 2016). Amongst employees, there is need for stability and
truthfulness. It is also important to achieve the goals, and be aware of the rights you have (Schneider,
Barsoux & Stahl, 2014). The way change is seen is not only about traditions and pragmatism, it is also
about materialistic status. Short-term oriented cultures want instant appeasement instead of having to
wait for it, and they also want to maintain their materialistic status (Lu et al., 2017). Combining
motivation to the values of short term oriented cultures, it can be assumed that people in these cultures
are motivated most when they have a stable workplace with the same colleagues and change does not
occur often. They also feel more motivated when the traditions, norms and values of a company will be
respected by all employees.
Long term orientation can also be described as the analysis of what people value in life and what they
think their purpose and the purpose of life is. It is also the size of emotional, material and social need
from communities to make its members accept it when they have to wait for satisfaction (Vasile &
Nicolescu, 2016). When long term orientation is high, society is described as water which means it is
flexible and society just goes with the flow. It is also believed there are several truths, as long as you
can substantiate it (Schneider, Barsoux & Stahl, 2014). In the working environment learning, honesty,
self-discipline and flexibility are important. This flexibility is not only meant for working hours, but
also for being open to new ideas or changes (Schneider, Barsoux & Stahl, 2014). Also, perseverance
and future rewards are emphasised in these cultures where you are taught to look further than the
present. The emphasis is on sustained efforts for achieving slow results on the long term, rather than
quick fixes. In the working environment, work units with employment security were better performing.
Individuals in such cultures are willing to subordinate themselves for organisational purposes which is
seen as a higher purpose (Tenhiälä et al., 2014). Combining the values of long term orientation to
motivation, it can be assumed employees in such cultures are motivated most when they can focus not
only on the present, but also on the future in their jobs. Besides, they will be motivated by the opportunity
to innovate and also new ideas and situations are motivating rather than restricting.

Figure 3.5. Measure of level of long-term orientation. Note: figure by Vonk, September 25th, 2017
Indulgence vs. Restraint
The cultural dimension indulgence is about a relatively unhindered satisfaction of fundamental, natural
and humane desires to enjoy life and have fun. Restraint reflects the conviction that this satisfaction
needs to be controlled and regulated through strict social norms. Figure 3.6 gives an overview of the
amount of indulgence vs. restraint in different countries. The indulgence vs. restraint dimension is
relatively new (2010) and is not yet widely adopted among cultural researchers. This dimension was
created on the basis of the work of a Bulgarian sociologist named Minkov. He thought the values people
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give to life were important and that is why he started studying conceptual differences on being happy
across cultures (Hamid, 2016).
When indulgence is low there are less people in that culture who are really happy. People in this culture
also consider spare time as unimportant and work as a serious place where you cannot have fun. The
worldview is fairly pessimistic where the focus lies on problems rather than solutions. The control on
impulses, desires and social learning is strong and should be undermined (Schneider, Barsoux & Stahl,
2014). Restrained societies (low indulgence) have strict norms to regulate the suppression of natural
human desires. In restrained societies people do not have control over their life. Because everything is
restricted, they tend to forget about positive emotions and are overall pessimistic (Lu et al., 2017).
Combining the values of low indulgence to motivation, it can be assumed people from such cultures are
hardly motivated. However, they can be motivated by getting the feeling they suppress their human
desires by strict rules and norms in a company such as being only able to learn from the manager and
not through social life or fellow colleagues.
When indulgence is high there is a high percentage of happy people. People in this culture consider
spare time, family and friends as important. They believe work is not only serious because it can also
be fun and enjoyable. It is important that people can say what they think so freedom of speech is valued
(Schneider, Barsoux & Stahl, 2014). Furthermore, the general mind-set is positive with the focus on
solutions rather than problems. The control of impulses, desires and social learning is weak and it is
mostly about enjoying life (Hamid, 2016). Indulgent societies allow their basic and natural human
desires to lead their life which is related to plainly having fun in life. They are generally more happy
because they can decide what they do with their life and feel like they are in control of it (Lu et al.,
2017). Combining motivation to the values of high indulgence cultures, it can be assumed that people
from such cultures are motivated most when they can have fun at work and when they get the feeling
they can really be themselves in an organisation.

Figure 3.6. Measure of level of indulgence. Note: figure by Vonk, September 25th, 2017
Critique on Hofstede
Despite the fact that the framework of Hofstede is widely accepted and used, there is also some critique
on his models. First of all, Cronje (2011) argues that Hofstede only looks at the mean scores of a country
while there is variability within countries that need to be taken into account. So if we compare culture
X to culture Y, only the mean scores will be compared while national differences are left behind.
Hofstede is aware of this flaw and therefore warns for the fact that his theory only ascribes entire
populations and not individuals (Cronje, 2011). Of course it is important to look at the values of a culture
a certain employee is from, but it is also important as a manager to look at the person in front of him
and the values this person has to be able to communicate with this employee.
Secondly, Hofstede’s cultural dimensions may not be as separable as he states. Mitsis and Foley (2005)
performed research in student-driven learning styles and cultural orientation where they found
correlations between several cultural dimensions. They found that power distance and masculinity are
related and that uncertainty avoidance and collectivism are related. This means that some of Hofstede’s
dimensions show independent relationships and behaviour is not as easily declared (Mitsis & Foley,
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2005). This interdependency is not particularly a bad thing because the cultural dimensions of Hofstede
are only overviews. These overviews still have to be connected to the individual from a certain culture
who may have a totally different composition of dimensions.
Lastly, Hofstede does not consider the fuzziness of culture. He states that an individual in a culture has
particular value sets which belong to the dimension of culture they are in. What he overlooks is that a
person can be influenced by a group of people with different value sets which turns the value set of that
individual into a mixed one. This is called the overlap between cultures, which allows people to act
socially and change their individual set of values and believes (Spencer-Oatey, 2000). This phenomenon
will also be considered while discussing and connecting the different theories of this thesis.
The critique on the cultural dimensions basically all come down to the fact that the manager needs to
look at the values of the employees in front of him instead of blindly following the cultural dimensions
created by Hofstede.
It can be said that this sub question provided the major guidelines for the rest of the thesis since it is
about the basics and underlying aspects of culture. Although the cultural dimensions are very
descriptive, assumptions could be made about what would be motivating aspects in different cultures.
For being able to motivate employees from different cultures, managers will need to look at the
characteristics of these different cultures. Since the characteristics of different cultures are mostly very
different, it can become hard for a manager to motivate employees in an intercultural organisation for
increasing performance. Since the communication of motivation techniques to different cultures is of
importance, the critique on Hofstede is relevant to take into account for communicating motivation
techniques. Because the main outcome of the critiques were that managers need to look at the employees
in front of him instead of at the cultural dimensions they might carry with them, communication styles
also need to be adjusted to the employees in the organisation and not just to the cultural dimensions.
What can be concluded from this sub question is that the aspects of different cultures influences what
motivates employees which can form both an advantage and a disadvantage in an intercultural
organisation when it comes to motivation. This is why it can be said that cultural differences can both
strengthen and weaken the relationship between motivation techniques and performance. However, it is
first needed to look at different techniques for motivation and intercultural communication needed to
transmit these motivation techniques to intercultural employees before the moderating relationship of
cultural differences can become clear. The motivation techniques and the transmission of them will be
discussed in the next sub question.

3.2 MOTIVATION TECHNIQUES AND THEIR TRANSMISSION TO INTERCULTURAL
EMPLOYEES
Work motivation techniques are highly important for managers in organisations because motivation
enhances the performance of employees (Kahneman et al., 2006). There are several motivation
techniques that will be discussed. Since motivation techniques are standardised resources that are mostly
implemented to homogenous organisations, they need to be adjusted to the intercultural employees by
the usage of communication. It can be hard for a manager to communicate his ideas so that every member
of a multicultural organisation will understand. This is why understanding and usage of intercultural
communication are important for a manager. Because if a manager does not understand how to
communicate with employees from different cultures, misunderstanding and conflict can be the
consequence and motivation techniques will not have the wanted impact.
Motivation techniques
Rewards and punishments
Motivation can arise from rewards and even punishments, it only depends on how these rewards and
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punishments are given. Contingent rewards and punishments can be motivating. A contingent reward is
positive feedback (recognition, praise, acknowledgement) to those who demonstrate good performance,
show improvement in performance, or exhibit desirable behaviour. A contingent punishment is negative
feedback in the form of reprimands, criticism, or disapproval to employees who exhibit poor or declining
performance, or undesirable behaviour. When contingent feedback is given, employees will feel more
satisfied, perform better, put more effort in their jobs and feel more committed to their work and the
organisation (Podsakoff et al., 2006). Contingent feedback also leads towards a more autonomous
motivation. You can distinguish two self-determination theories: autonomous motivation and controlled
motivation. Autonomous motivation means that your job is in line with your goals and you feel coherent
with your job about goals, values and regulations. When someone’s motivation is autonomous, she will
be more intrinsically motivated which leads to higher performance. Controlled motivation means that
you do your job because you get paid and you are forced to go. Contingent feedback starts a process
called internalisation which means your controlled motivation is getting more autonomous. Besides
contingency, there are three other needs for internalisation to happen: autonomy, competence and
relatedness. Autonomy is the ability to make decisions at work, competence is that you feel competent
for the tasks you have to perform in your job, and relatedness is the connections you have with your
colleagues at work (Gagne & Deci, 2005). Looking at these three concepts, they can be connected to
different cultural dimensions. In the first sub question on the cultural dimensions was discussed that
people in collectivist cultures think relatedness is important. Relatedness is one of the aspects needed
for internalisation. People from individualist cultures think autonomy is important, which is also an
aspect needed for internalisation. People from high uncertainty avoidance think competence is important
for executing a certain task which is also an aspect of internalisation. Since every culture has at least
one of the concepts needed for internalisation to happen, almost every culture should have the
opportunity for internalisation through which controlled motivation will get more autonomous. When
employees have an autonomous motivation, this means they are more intrinsically motivated which will
lead to higher performance.
Goals & motivation
Goal setting is a very conscious process, where well-set goals are goals that are specific and difficult.
When you have a good goal it enhances performance. When a goal becomes difficult, you need
commitment to enhance performance. Commitment to goals is most important when goals are specific
and difficult. Goal commitment depends on meaningfulness(importance) and attainability (self-efficacy)
(Locke & Latham,2004). Goal commitment is raised by self-set goals: visualise discrepancies, and by
assigned goals: support and participation in decision-making. Research has shown that people achieve
more when their goal is assigned for them because they might underestimate themselves while managers
can see what this person is capable of. Also, in high power distance cultures, people prefer to get tasks
from their superior. It is important to provide rationale and demonstrate usefulness (explain the
importance), training & confidence (rises self-efficacy). It is important that managers believe in their
employees, this causes a pygmalion effect: when you believe in your employees and show confidence
in them, people start to perform better (self-fulfilling prophecy)(Locke & Latham,2004). Ferguson &
Sheldon (2010) researched whether employees should motivate on how to perform a task or on why to
perform a task. The outcome was that employees should focus on how to perform a task when a task is
difficult, and employees should focus on why to perform a task when the task is easy and the level of
identification is high. Motivation can be improved by matching goal focus to skill level (Ferguson &
Sheldon, 2010). Both high and low skill performers want to achieve a certain goal but it depends on the
difficulty of the task relative to the executor which type of goal they will achieve. So, managers should
assign goals for their subordinates that are specific and difficult but also adjusted to the skill-level of the
individual (Ferguson & Sheldon, 2010).
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Work design
Work design is the process of work arrangement (or rearrangement) aimed at making employees feel
happy and comfortable in the organisation and try to reduce job dissatisfaction and employee alienation.
There are five work characteristics that are ought to make jobs more satisfying for workers: autonomy
(i.e., the freedom an individual has in making decisions at work), skill variety (i.e., how many different
skills an individual must use to perform his or her job), task identity (i.e., whether an employee can
complete a whole piece of work), task significance (i.e., whether a job impacts someone else’s life), and
feedback from the job (i.e., how much information is given in a job on the performance of an individual).
These five work characteristics were expected to increase positive behavioural (e.g., job performance)
and attitudinal (e.g., job satisfaction) outcomes and decrease negative behavioural outcomes
(Humphrey, Nahrgang & Morgeson, 2007). However, in the last sub question was discussed that there
are different cultural dimensions in every country, which means not every country will value the work
characteristics as much. Autonomy is very much valued in individualistic cultures, where it is not at all
valued in collectivistic cultures. Job enrichment can be created through combining work design and
extra (social) characteristics. This has a positive effect on satisfaction, work motivation, and
commitment. This is because the self-determination theory causes need satisfaction which leads to goal
setting which raises commitment and this leads to self-regulation by monitoring your own progress
(Humphrey, Nahrgang & Morgeson, 2007). The motivation-hygiene theory has another approach on
what is best for employee performance and job satisfaction. They say jobs should be enriched rather
than simplified in order to get as much job satisfaction and performance of employees. Additionally,
they believe work should include motivators such as responsibility, achievement, growth in competence
and recognition in order to achieve ultimate performance and job satisfaction (Oldham & Fried, 2016).
Intercultural communication
Communication is defined as the generation of meaning; interpretive practices of people as they work
out the meaning of different kinds of messages. Communication is different in different cultures, but
according to Hall (2005), there are two features that are common to all cultures: communication is
interdependent and situational. These are important concepts to keep in mind because when a manager
needs to implement motivation techniques to employees from different cultures, he cannot use the same
communication style for all employees. He should look at both the interdependency of the effect of
implementing a motivation technique, and at the different situations he will be in while implementing
motivation techniques so he can adjust his communication style. With interdependent communication
is meant that A and B influence each other’s choices continually and this is often an unconscious process.
For instance, when a professor prepares a lecture every year, it is never going to be the same as he
practiced it or as the year before. This could be caused by the questions students ask, but also by the
way the professor tells it slightly differently every year (Hall, 2005). Secondly, communication is always
(to a certain degree) influenced by the situation. This can be explained by a simple example about the
words “I love you”. When someone says these words to her boyfriend, they have a whole different
meaning than when that person says it to her parents. Although the words stayed the same, the context
changed the meaning of the words (Markus, 2015).
The transmission of motivation techniques
Motivation techniques, as described in the last few paragraphs, are standard theories about enhancing
the motivation of employees. For these motivation techniques to be effective, they need to be
implemented by using communication that is adjusted to the situation. There are certain values managers
can have which make the transmission of motivation techniques easier. These are being more extrovert,
open and compatible to other people and situations. Also an important value of intercultural
communication is cultural intelligence which is needed for understanding intercultural employees and
knowing how to adapt communication styles to different situations (Yeke & Semerciöz, 2016; Collier,
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2015). Cultural intelligence is an important aspect which is needed for being able to engage in
intercultural communication and it requires that people understand that individuals have a different
culture. It is used to gather information about the behaviour and thought-style of unfamiliar cultures
which is needed for communicating with different cultures (Yeke & Semerciöz, 2016). Besides the
managers, employees also need to have certain skills to engage in intercultural communication.
Therefore, managers can provide trainings and workshops in intercultural communication and cultural
intelligence for their employees to become better at it. Both competences are important for engaging in
verbal and non-verbal communication.
Verbal and nonverbal communication are important for managers to understand and to use. This is
because managers need to transmit the standardised motivation techniques to the employees by using
verbal and nonverbal communication. These forms of communication are used because they are
unavoidable in communication. Because communication can be different in every culture, it can be hard
to use the right form of communication. Therefore, it is of importance to understand these two forms of
communication in different cultures (Hall, 2005). Because if the communication of motivation
techniques is not right, these motivation techniques will not enhance performance.
Verbal communication
The process of learning the cultural knowledge necessary to engage in a meaningful conversation by
learning what words mean in practice is something that starts very early in a humans life (Hall, 2005).
When we have a conversation with another person, we assume they understand what we mean because
we understand it ourselves. However, this does not always work well when communicating with people
from other cultures. What makes sense in one culture, can be considered as inappropriate or confusing
in another culture (Hall, 2005). It is therefore important for a manager to be clear in a conversation or
explanation and to make sure every employee understands what he means. Otherwise, the transmission
of motivation techniques will not be easy and the wanted effect will not be accomplished. According to
the philosopher H. P. Grice, it is very important to know the context in which an expression is made to
understand the meaning of this expression. This is why we learn or should learn to understand the
implied meaning by taking the context of the expression into account; the interdependency of
communication (Grice, 1975). Frames are an essential part for understanding the information that is
given in a certain situation. There are three types of expectations associated with framed conversations
or recognised types of talk that need to be kept in mind. The first thing is that frames provide an
assumption that certain communicative actions will engage in. When faced with a cultural
misunderstanding, an option for approaching this is to try to understand what type of frame people
perceive and what assumptions can be associated with this frame. A manager can for instance look at
the values of the culture the employee comes from to understand where the misunderstanding arose. The
second phenomenon is that frames create and assume the legitimacy of certain informal rules. Many of
the expectations that help us to make sense of a particular behaviour can be best understood as rules.
Each frame can be seen as a series of what a person should or should not do which will be more accepted
in collectivistic cultures with a high power distance because the group goal is valued higher than the
individual goal in these countries. And the third phenomenon is that frames assume and imply certain
identities. Identities are associated with expectations of various frames. In some cases only certain types
of people can engage in a certain type of conversation because of a requirement for particular identities
(Hall, 2005). This will be less valued in feminine cultures and cultures with a low power distance
because in these countries equality is an important value and needing particular identities to engage in
conversations will not be accepted.
Nonverbal communication
Nonverbal communication is a very broad concept because it is everything around us that influences
communication or conveys a message to us but not in actual words. Because nonverbal communication
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is such a big subject, three major types of nonverbal communication will be discussed. Those will be
kinesics, proxemics, and paralanguage.
Kinesics
This nonverbal phenomenon refers to the study of body movements, such as facial expressions and
gestures, as a tool for communication. Kinesics are mostly learned at an early age and are mostly
processed unconsciously which makes it hard to always be aware of what you are doing. Although
kinesics are generally unconscious, it is used to make attributions about others based on their differences
with ourselves. In an example about facial expressions, differences between cultures will be
demonstrated. Eye contact has been a cause for many cultural misunderstandings, where many Western
cultures expect the child or subordinate to look their superior in the eyes when the superior is talking, in
many African and Asian cultures it is seen as defiance and a lack of respect when looking directly at a
superior (Hall, 2005). This concept is also related to the level of power distance in a culture, since in
some cultures it is not allowed to look at a person in a higher hierarchy than you. It is a manager’s job
to explain to the employees who are not used to looking someone superior to her in the eye that it is not
seen as impolite to look at someone when they are talked to in the situation of being in the organisation.
Proxemics
This nonverbal aspect is about the study of our use of space, both in our interactions with others and
with objects in our environment. Similarly to other nonverbal aspects of our communication, the use of
space is mostly an unconscious process. Edward Hall defined four different spatial zones in interpersonal
communication: intimate, personal, social and public. Intimate space is only for persons who have a
really close relationship and is within fifty centimetres. The personal space is where friends and
acquaintances stand when having a normal conversation and is between fifty centimetres and a meter
and a half. The social space is used by strangers or people in a business interaction and is between a
meter and a half and three meters. Lastly, public space is generally for formal meetings such as a teacher
and its class and is between three meters and eight meters distance. However, the spatial zones and the
ways they are used differ between cultures which can cause uncomfortableness and misunderstanding
(Hall, 2005). In Saudi Arabia, people like to stand really close to the person he or she is talking to, so
close they can smell each other’s breath. Where in Western cultures, people would feel really
uncomfortable if a person enters their intimate space while you would have liked them to stay in the
personal or social space. Also with proxemics, a manager needs to make clear to his employees what
the desired space is that needs to be between the employees or the manager and the employees when
talking to each other. This concept is also related to the situation in which a conversation takes place.
Paralanguage
This nonverbal aspect deals with that which directly accompanies our verbal communication, such as
accent, laughter, pitch or volume. Talking and the use of paralanguage cannot be used separately. The
accent people talk in can cause two kinds of problems. The first problem is unfamiliarity with an accent
which can cause a lot of trouble understanding what a person is saying. This could lead to pulling out of
a conversation or not paying attention. The second problem is that people from other countries can often
hear from your accent where you are from. This often leads to them linking you to the stereotypes of
that certain country, which causes a focus on to what extent a person lives up to the stereotypes. The
most important thing to remember is that our frustrations often have less to do with what is said than
how it has been said (Hall, 2005). This concept is harder for a manager to control because it is mostly
something people cannot help. He could provide trainings for employees to work on their accent so they
will be understandable for everyone. Besides, he needs to make sure there is an open climate in the
organisation which is accepting to different cultures.

Maudi Heijnen

Applying motivation techniques in intercultural employees through leadership styles

21

This second sub question was about motivation techniques which could be used for motivating
intercultural employees. These motivation techniques can, however, not be used without communicating
these techniques well. Both in verbal and non-verbal communication, cultural differences are major
which makes it hard to understand each other. However, both can mostly be understood and controlled
by a manager so he can make sure there is a common culture in the organisation when it comes to the
manner of communicating. Besides, it turned out that people who are more extrovert, open and
compatible tend to be better at intercultural communication. These competences are needed for
understanding and accepting the motivation techniques managers communicate towards employees
(Yeke & Semerciöz, 2016). These are values employees can already have, but these are also values that
can be trained. That is why a manager can provide training for employees to become better at
intercultural communication. What can be concluded from this sub question is that motivation
techniques are basic techniques that need to be transmitted to different cultures. This transmission is
done by intercultural communication in which verbal and nonverbal communication play a big role. If
the quality of communication is high, the motivation techniques will have the wanted outcome which
leads to better performance. But if the quality of communication is low, the motivation techniques will
not have its wanted effect and can even lead to poor performance. In the next chapter, the cultural
dimensions and motivation techniques will be connected to each other.

3.3 RELATION BETWEEN MOTIVATION TECHNIQUES AND CULTURAL
DIMENSIONS
Motivation is not only shaped by national culture, but also by culture in gender, race, religion,
workplace, and sexual orientation. The focus in this part will not be on all these subcultures. When the
question in different countries is asked as why a particular action happened, answers of different
countries may be the same. The difference lies within what the answer to this question means and what
it implies for behaviour (Markus, 2015). For instance, if you ask people from both American and Asian
descent why they go to college, they will both say because they have to. But the difference is that
Americans apply themselves to college because they want to do well, while Asians apply to college
because it is expected of them from their parents. The basic needs for motivation described in the second
sub question included motives such as intrinsic needs for competence, self-efficacy and need for
achievement. There is some evidence these motives are universal. However, the specific factors that
drive these motives are different amongst cultures (Van de Vliert & Janssens, 2002). Therefore,
organisational rewards to fulfil these motives and the way rewards are implemented vary across cultures.
Rewards (when given contingently) lead to positive self-concepts and higher self-efficacy which leads
to job satisfaction across cultures (Van de Vliert & Janssens, 2002). However, the factors that lead to
job satisfaction also vary across cultures. For instance, in a Western, wealthy country, a study revealed
a positive relationship between satisfaction and self-referent motivation, and a negative relationship
between satisfaction and other-referent motivation. This means that people feel more self-efficant when
satisfied, but they also feel more superior in relation to others (Van de Vliert & Janssens, 2002)
Relating motivation techniques to cultural dimensions
Motivation techniques can be related to the individualism-collectivism dimension. In the U.S., for
instance, motivation comes from individuals who set their own goals and the need to fulfil these goals.
The highest motivators in individualistic countries are self-respect and self-actualisation (Hofstede,
1983). In individualistic countries, the relationship between participation and individual performance is
highest when the self-efficacy of that person is high (Gelfand, Erez, & Aycan, 2007). Huang & van de
Vliert (2003) found that the relationship between intrinsic job characteristics (e.g. autonomy) and job
satisfaction was stronger in individualistic, rich countries low on power distance like the U.S. or the
Netherlands. Autonomy is one of the requirements for the self-determination theory which leads to selfMaudi Heijnen
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regulation which will lead to self-respect and self-actualisation (Huang & van de Vliert, 2003). On the
other hand, collectivistic countries are motivated to fulfil the obligations of their in-group. The in-group
in this case can be their family, but also a larger unit like their organisation or even the country they live
in. Where self-respect and self-actualisation are important values in individualistic cultures, they are not
important to people in collectivist cultures. People in collectivistic cultures mostly seek ‘face’ in the
organisation and in the relationship with other in-group members. In collectivist countries, the
relationship between participation and group performance is highest when group efficacy (instead of
self-efficacy) is highest (Gelfand, Erez, & Aycan, 2007). So, where there is a positive relationship
between work design and individualistic countries, there is a negative relationship between work design
and collectivistic cultures. Besides work design, individualism vs. collectivism is related to the goal
setting theory. This is because people in collectivistic cultures like having goals set for them which they
can accomplish through working in a group, where people in individualistic cultures are motivated most
when they can set their own goals which they can achieve themselves. There was another study in which
different forms and characteristics of leadership were compared between five cultures. Those were for
instance leader supportiveness, contingent reward, and charismatic leadership. In the U.S., which is a
masculine and individualistic country, contingent punishment (described in chapter 3.2) had a positive
effect on performance. In Taiwan and Mexico, which are collectivistic cultures, directive leadership had
a positive effect and contingent punishment had negative effects on performance (Dickson, Den Hartog
& Mitchelson, 2003). This shows that the level of collectivism vs. individualism and masculinity is
related to the motivation techniques rewards and punishments. What makes it difficult, is that different
cultures in a cross-cultural organisation can both have employees from individualistic cultures and
collectivistic cultures. What was concluded in the last sub question is that the importance of using
motivation techniques lies in the way they are communicated. In this case, a manager has to look at the
different cultures he has in an organisation and has to adjust the way he communicates motivation
techniques to the employees. For instance,
when he knows some employees are really
collectivistic, he needs to frame it in a way
it
seems
a
collectivistic
value.

Figure 3.7 Masculinity vs. Femininity x Uncertainty Avoidance
plot. Hofstede (1983) p. 86

Other dimensions that are related to
motivation are uncertainty avoidance and
masculinity vs. femininity. Using de U.S.
as an example again, literature of the past
20 years stated that American people are
motivated by the desire to achieve
something (masculinity). The motivation
in American companies is thus that
employees want to be challenged. If a job
does not provide a challenge or a risk, this
job will be enriched so it does become a
challenge (uncertainty avoidance). The
cultural values are connected to the
motivation technique work design since it
is about task difficulty and task identity
which are two values form this motivation
technique.
Additionally,
cultural
dimensions are connected to the
motivation technique goals & motivation
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in which specific goals are set in order to motivate the employees. The Netherlands or Nordic countries
have a low uncertainty avoidance and score high on femininity as can be seen in figure 3.7. In
organisations in these countries, interpersonal relations are important and employees do not care about
competition for performance. This is opposite to the U.S. approach where it is every individual for itself.
The last illustration of the differences between the U.S. and Nordic countries is the way the workplace
is designed. In the U.S., the emphasis is on being able to create opportunities for individuals. In Nordic
countries, the emphasis is on creating possibilities for the solidarity between employees (Hofstede,
1983). This is connected to the motivation technique work design since it is about the task identity of a
job (creating opportunities for oneself or for others). Although masculine and feminine cultures and high
and low uncertainty avoidance differ a lot, the motivation techniques can be used in both cultures if they
are
communicated
the
right
way.
The last dimension that will be shortly discussed is power distance. Where autonomy was positively
related to job satisfaction in individualistic countries with low power distance, Robert et al. (2000)
reported that autonomy was negatively correlated with satisfaction in India, a country high on power
distance and collectivism. According to research of Robert et al., the performance of individuals was
lower in countries like India with a high power distance when employees experienced autonomy. People
in countries with high power distance rather want to get clear tasks from their supervisors than be
empowered and choose their own tasks (Robert et al., 2000). The cultural dimensions individualism vs.
collectivism and power distance are thus related to work design since autonomy is an aspect of that. This
could be an obstacle in an intercultural organisation. It is important that a manager is clear in
communicating what is wanted from the employees in an organisation. He could for instance choose to
make employees from high power distance cultures work together with other cultures who really value
autonomy and freedom in choosing goals. Then he can explain to the high power distance employees
that they have to follow the norms of the others in their work team so they also learn to value autonomy.
Motivation technique

Hofstede cultural dimensions + is strong relation – is weak relation

Goals & motivation

Collectivistic cultures +
Individualistic cultures +
Low uncertainty avoidance cultures +
High uncertainty avoidance cultures Masculine cultures (achieving alone) +
Feminine cultures (achieving together) +

Rewards and punishments

Individualistic cultures +
Collectivistic cultures Masculine cultures +

Work design

Individualistic cultures +
Collectivistic cultures +
Masculine cultures +
Feminine cultures +
Low uncertainty avoidance +
High uncertainty avoidance Low power distance +
High power distance -

Figure 3.8 Overview of different motivation techniques in combination with cultural dimensions. Made by
researcher (2018, May 13)
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In this sub question the basic motivational techniques that were discussed in the second sub question,
were combined with the cultural dimensions discussed in the first sub question. Not all motivation
techniques were able to be combined with cultural dimensions which can be seen in figure 3.8. The job
characteristics from work design such as autonomy and task significance influenced the motivation in
different cultures. There is a strong relationship between work characteristics (from work design) and
job satisfaction in individualistic countries with low power distance (Huang & van de Vliert, 2003).
However, autonomy was negatively correlated with satisfaction in countries with high power distance
and collectivism (Robert et al., 2000). Autonomy is thus an important aspect of motivation techniques
and the effect of it is different between cultures. Even though some motivation techniques are connected
to the same cultural dimensions, it is still hard for a manager to find a way to communicate these
techniques. This sub question illustrated the moderating role of cultural differences on communicating
motivation techniques since it became clear different cultural dimensions prefer different values and
different motivation techniques. The most important outcome of this sub question is that it is not that
important which motivation technique is used (because they should all lead to better performance) but
the importance lies in how they are communicated to the employees since different cultures appreciate
different values. These motivation techniques can be communicated by the usage of frames. The
manager can choose to frame the motivation techniques in values that belong to a certain culture. He
can for instance choose to tell employees from a high power distance culture what is expected from them
and they will accept this because they value hierarchy. As appeared, motivation techniques cannot be
performed without a manager. What leadership styles can managers use to communicate motivation
techniques to different cultures and how are leadership styles connected to different cultures? This will
be discussed in the next sub question.

3.4 LEADERSHIP

STYLES FOR IMPLEMENTING MOTIVATION TECHNIQUES TO

INTERCULTURAL EMPLOYEES
This sub question is about how managers should deal with motivating different cultures in their
organisation by using leadership styles. As a manager, it is very important to understand the culturally
diverse employees and to know how to use the motivation techniques. However, it is most important to
also be able to implement these techniques by using the right leadership style. In the last sub questions,
it has already been mentioned that cultural differences among individuals could lead to poor
performance. It is thus a challenge for managers to deal with the problems accompanying different
cultures at work, and enhance the positive effects these different cultures can bring (Pearson & Nelson,
2003). In this sub question, the leadership styles for employees with different cultural backgrounds will
be discussed.
What makes a manager a good leader?
Leadership is often seen as a difficult managerial task in homogeneous companies, but adding a crosscultural component makes the whole process a lot more complex. The focus in cross-cultural leadership
is mostly on comparing different cultures and adjust a style that fits the etics and emics of the cultures
involved. Emics can be defined as things that are unique to a culture such as the Ramadan in Islamic
cultures. They are not easily compared with other cultures. Etics can be defined as things that are
universal to all cultures, and easy to identify as an outsider. Such as the difference of treating women
(Dickson, Den Hartog & Mitchelson, 2003). These etics and emics can be best involved through clear
communication of an employee as well as a manager. The employee has to mention specific emics of
her culture so people could consider this, while a manager should make clear what the emics and etics
of the organisation are. This could be done by framing it as an organisational culture in which every
employee needs to be involved.
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In a study, there were different forms and characteristics of leadership compared between five cultures.
The way different leadership styles are accepted among countries reflect the interpersonal acumen of
the members of different cultures. Interpersonal acumen reflects the ability of an individual to make
sense of underlying motives or intentions of the behaviour of others. A person who scores high on
interpersonal acumen has better cultural sensitivity and understands the values and norms of other
cultures more easily than people who score low on interpersonal acumen (Dickson, Den Hartog &
Mitchelson, 2003). In the GLOBE project, evidence is found for the need of interpersonal acumen for
managers in using different leadership styles. Other characteristics that managers need and that are
related to interpersonal acumen were indirect communication, (cultural) sensitivity, and ambiguous
behaviour (which means seeking for confrontation is not always the best option). When these
characteristics were tested in the GLOBE project, they were all related to a contribution of outstanding
leadership. Outstanding leadership is defined as the ability of a manager or organisation to manage
relationships across diverse settings (e.g. different cultures) effectively and appropriately (Dickson, Den
Hartog & Mitchelson, 2003). Another leadership quality of high importance which is closely related to
interpersonal acumen is emotional intelligence (EI). Emotional intelligence can be defined as the ability
to perceive accurately, appraise, and express emotion to access and/or generate feelings when they
facilitate thought, and to understand emotion and emotional knowledge. The last aspect of EI is the most
important one “understand emotion and emotional knowledge”. This shows a manager’s ability to
recognise and interpret emotional states of others and through this they can observe the best way to
approach a person with a different cultural background (Dickson, Den Hartog & Mitchelson, 2003). In
short, the characteristics of a good leader are having a high level of intercultural communication, a high
level of empathy and emotional intelligence, and understanding of interpersonal acumen. These
characteristics are needed to perform outstanding leadership for intercultural employees (Dickson, Den
Hartog & Mitchelson, 2003). Since motivation techniques can only be implemented through effective
communication, it is important that managers of intercultural organisations have these characteristics
for outstanding leadership.
Leadership styles and cultural dimensions
It was assumed that management is becoming more and more the same around the world. This is
obviously not true because the forms of leadership, models of organisations and motivation techniques
are different in every culture (Hofstede, 1983). The two most relevant dimensions for leadership are
individualism vs. collectivism and high vs. low power distance, but the other two dimensions uncertainty
avoidance and masculine vs. feminine will also be discussed.
Before connecting leadership styles to the cultural dimensions, there needs to be taken into account what
leadership styles will be used in the next part. These are:






Transformational leadership typically describes four dimensions of leader behaviour. Idealised
influence in which a leader uses charismatic ways of making followers identify with him.
Inspirational motivation is about making sure the leader’s visions appeal to its followers.
Intellectual stimulation is about the way a leader challenges assumptions, takes entrepreneurial
risks, and listens to the ideas of its followers. Lastly, individualised consideration consists of
the ways a leader looks at the needs of his followers and the degree to which they need coaching
(Oldham & Fried, 2016).
Transactional leadership is best described by the focus on supervision, good organisation, and
the performance of subordinates. It is a leadership style that uses both rewards and punishments
to achieve agreement among its followers (Oldham & Fried, 2016).
Autocratic leadership is a leadership style in which a leader makes decisions for the
subordinates. There is no or little input accepted from the subordinates and they should accept
the decisions made by their superior (Dickson, den Hartog & Mitchelson, 2003).
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Face management is a form of a leadership style in which indirect communication and the use
of emotional expression are very common. Employees can express themselves and do not
always have to be rational in their motivations (Dickson, den Hartog & Mitchelson, 2003).
Participative leadership is best described by the leader involving his subordinates in decision
making and the generalisation of ideas. It is also focused on giving the subordinates the
opportunity to grow and engage in team building and problem solving. However, the final
decisions are made by the manager (Dickson, den Hartog & Mitchelson, 2003).

The U.S. leadership theories are mostly about leading individuals based on the expected needs
individuals seek to fulfil their self-interest. This is in line with the U.S. being a very individualistic
country (Hofstede, 1983). In collectivistic cultures, which are often Third World countries, leadership
is about an employee being loyal to their job and expecting an employer to return this loyalty in the form
of protection. Normally, in their in-groups people are loyal to each other and are. A working group relies
on the same concepts (Hofstede, 1983). High embeddedness is normal in collectivistic cultures and
means that people are seen as part of a collective and their meaning of life is participating in this group
and identifying with the goals of this group. On the other hand, individualistic cultures value autonomy
in the working environment and find meaning in life through being unique and having own goals to
achieve (Dickson, Den Hartog & Mitchelson, 2003). When leadership styles were connected to the level
of collectivism, it turned out that employees in cultures who are individualistic value autonomy,
independency, and uniqueness and prefer a leader who gives them these values. Besides, achievement
and complements when something has been achieved is common in individualistic cultures. These are
values from a transactional leadership style. This leadership style is much more appreciated in an
individualistic culture because it is mostly short-term focused and is more about achievement and
rewards (Dickson, Den Hartog & Mitchelson, 2003). An aspect of an organisation’s task in a collectivist
culture is to be responsible for their members and their families. In collectivist cultures with high power
distance, leaders expect their employees to be loyal and to identify with the organisation for taking care
of the employees and their families. Employees in cultures with high collectivism seemed to value
concepts related to transformational leadership, such as the central role of a group and a process to
identify with the goal. Also, a transformational leader expects his subordinates to prefer the group goal
over their own goals. Collectivists, compared to individualists, are much more willing to identify with
a manager’s goal or group goal and have a higher level of loyalty to achieve this goal (Dickson, Den
Hartog & Mitchelson, 2003). Autocratic leadership can also be connected to cultures with high power
distance because they accept that their superior sets goals for them and makes decisions for them.
Individualists with a transactional leader generated more ideas and creativity, where collectivists did
this with transformational leaders (Dickson, Den Hartog & Mitchelson, 2003). In short, collectivists and
individualists perform better with each a different leadership style. The most challenging aspect about
this is that a manager needs to communicate the leadership style in such a way they are accepted by the
employees.
All over the world, the role of a manager as a leader is related to power and status (Dickson, Den Hartog
& Mitchelson, 2003). This power and status is defined differently in every culture which leads to every
culture having a different approach towards leadership. This makes it relevant to analyse the way power
and status are divided to know which leadership style to use. In cultures where power distance between
the individuals and managers is high, an organisation will typically consist of more layers and the chain
of command is seen as important. It is accepted and expected that the emphasis is on the chain of
authority and that there is an unequal distribution of power. Additionally, employees do whatever their
leaders ask without questioning these tasks and are more fearful to express disagreement to their
leaders (Dickson, Den Hartog & Mitchelson, 2003). Leadership styles in cultures with high power
distance often go hand in hand with ‘paternalistic’ leadership which belongs to autocratic leadership
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and is an highly directive leadership style. This leadership style carries high support and involvement in
lives outside the working environment and is mainly used in developing countries. Cultures in
developing countries often have a high level of collectivism and combined with high power distance,
they prioritise strong family bonds and they expect organisations to take care of their employees. They
see it as a reciprocal relationship where they show loyalty to the organisation and expect the organisation
to take care of them in return (Dickson, Den Hartog & Mitchelson, 2003). On the other hand, there are
countries with a low power distance in which people view each other as equals. Employees can help
with decisions and give their opinions to the managers, especially when the decisions to be made affect
them. In these egalitarian countries like the Netherlands, transformational leadership is a common
leadership style which includes this kind of participation in decision making. This shows that managers
who use a transformational leadership style need to be more participative to be effective in cultures low
on
power
distance
(Dickson,
Den
Hartog
&
Mitchelson,
2003).
Uncertainty avoidance is not only reflected in the way a manager should lead, but it also involves the
way the future managers are prepared for their role as a leader. When looking at the actual behaviour of
a manager, it turned out managers from a country with high uncertainty avoidance tend to be more
controlling over their subordinates. This is in line with the characteristics of people in high uncertainty
avoidance countries discussed in chapter 3.1. The managers of countries with high uncertainty avoidance
were also less approachable for subordinates and less delegating compared to countries with low
uncertainty avoidance (Dickson, Den Hartog & Mitchelson, 2003). In societies with high uncertainty
avoidance, managers and employees both appreciated concepts such as a stable career, formal rules in
organisations and communities and relying on expertise of professionals. In these societies,
transactional leadership will fit best because they like having stability which is done by letting their
managers make decisions for them. Opposingly, in cultures with low uncertainty avoidance, concepts
such as flexibility in roles and jobs, general skills, and job mobility are appreciated. As an example,
detailed planning by leaders had a positive influence on cultures with high uncertainty avoidance such
as Germany, but had a negative influence on cultures with a low uncertainty avoidance such as Ireland.
In high uncertainty avoidance cultures, leaders need to plan everything in detail where in low uncertainty
avoidance cultures, leaders need to be flexible and innovative and are best led by a transformational
leader who gives his employees opportunities and lets them be involved in the process of decisions
making
(Dickson,
Den
Hartog
&
Mitchelson,
2003).
Another cultural dimension where two very different types of leadership are valued is the masculine vs.
feminine dimension. In masculine cultures where achievement motivation is important, managers stand
higher in the organisation’s hierarchy than in feminine cultures. According to Hofstede, masculine and
feminine cultures have two different kinds of leader hero types. The heroic manager in masculine
cultures is assertive and decisive, where an heroic manager in feminine cultures is cooperative, intuitive,
and seeks consensus instead of pushing their own ideas. Assertiveness is in this context defined as
making it known to others what that person wants, which is related to being direct and unambiguous
(Hofstede, 1983). The leadership style that will fit best in masculine cultures is participative leadership
because this allows employees to show their talents and abilities and they have a say in the decision
making. In feminine cultures, a less direct manner of expressing yourself and polite, subtle ways of
communicating are valued. When a feminine culture is connected to a leadership style, ‘face
management’, is a very common form of management. This is because in affective cultures, like
feminine cultures, leaders communicate through a temperamental expression of their emotions and also
accept this from their subordinates (Dickson, Den Hartog & Mitchelson, 2003). What can be concluded
for this part is that leadership styles are, just like motivation techniques, standardised tools that can only
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be effective through communication. The cultural dimensions, leadership styles and motivation
techniques will be brought together in table 3.9.
Approaching cultural differences
Looking at general intercultural management, the impact national cultures have on intercultural
employees highly depend on the management processes. This is an important aspect for the leadership
styles managers use to motivate their employees, since managers need to use both motivation techniques
and leadership styles through communication. ‘‘Only if well managed can culturally diverse groups
hope to achieve their potential productivity’’(Chevrier, 2003). It is not only an employees’ job to get to
know the other employees, it is also a manager’s job to guide the employees through this process. This
is connected to intercultural communication and the understanding of verbal and nonverbal
communication between different cultures. Intercultural communication is an important aspect because
having a good relationship with international co-workers leads to more trust and better performance. For
the team relationship to emerge and intercultural communication to arise, managers can organise social
events like monthly dinners or a regular informal drink. The members of this cultural team are not always
aware of the impact these social events can have, but these informal events give people the opportunity
to ‘experiment’ with what they can and cannot say to their colleagues. This process of trial-and-error
can lead to the development of non-written routines which are acceptable to the members of this
intercultural organisation (Chevrier, 2003). Based on this need to be open and flexible in
communication, another piece of advice for managers is given. The manager will profit from the
assistance of a ‘cultural mediator’ who helps the intercultural employees with understanding each other
for making communication and working together easier. The cultural mediator can invite the employees
to talk about scenarios where they did not know how to respond properly and she will help these group
members analysing these situations that are always interdependent and situational since no conflict
situation is the same or starts out of the blue. When there has been a misunderstanding, the cultural
mediator will listen to every concerned party and makes them understand each other. The cultural
mediator also knows how people from different cultures could be motivated which is just as important
as making them understand each other (Chevrier, 2003).
Cultural dimensions connected to motivation techniques and leadership styles
Because every cultural dimensions described different forms of leadership, these forms of leadership
have been combined with the cultural dimensions of Hofstede and the different motivation techniques
for getting a clear overview.
Hofstede’s cultural
dimensions

Motivation
techniques

Leadership styles

Masculinity vs. Femininity

Work design,
Goals &
motivation,
Rewards and
punishments

Face management (femininity)
Participative leadership (masculinity)

Collectivism vs. Individualism

Goals &
motivation,
Work design,
Rewards and
punishments

Transformational leadership (collectivism)
Autocratic leadership (collectivism)
Transactional leadership (individualism)
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High vs. Low Uncertainty
Avoidance

Work design,
Goals &
motivation

Transformational leadership (low uncertainty
avoidance)
Transactional leadership (high uncertainty
avoidance)

High vs. Low Power Distance

Work design

Autocratic leadership style (high power distance)
Transformational leadership style (low power
distance)

Figure 3.9 Overview of the cultural dimensions, motivation techniques and different leadership styles. Made by
researcher (2018, May 15)

In this overview becomes clear which cultural dimension matches with which motivation technique and
which leadership style should be used to get this motivation technique across. Firstly, masculinity vs.
femininity is related to rewards and punishments because an important value in masculine countries is
to achieve a lot in the organisation and achievement can be reached by rewards and punishments. These
will be very direct and honest in masculine cultures to motivate employees. Also work design was a
motivation technique for both masculine and feminine cultures since autonomy is appreciated there.
Autonomy is also a concept related to goals and motivation in which both masculine and feminine
cultures value the ability to set their own goals. As discussed earlier, motivation techniques need to be
implemented through face management in feminine cultures where participative leadership is preferred
in masculine cultures.
Secondly, collectivism vs. individualism is related to all work motivation techniques. Collectivistic
cultures like to have a common group goal where they can work on together through which groupefficacy will rise. Rewards and punishments are negatively related to collectivistic cultures because they
made the performance of the employees go down. Transformational leadership and autocratic leadership
are the best leadership styles to use in collectivistic cultures and these need to be communicated in an
indirect way. Individualistic cultures prefer setting their own goals through which self-efficacy rises.
They also get more motivated through contingent rewards and punishment. In individualistic cultures
motivation techniques are best communicated in a direct way through a transactional leadership style.
Thirdly, the level of uncertainty avoidance is related to the motivation techniques work design and goals
and motivation. Employees with high uncertainty avoidance prefer clear goals and to know what is
expected from them beforehand and do not like autonomy very much because getting freedom in
performing your job does not provide much security. Transactional leadership is the best way to get the
motivation technique across. Employees with low uncertainty avoidance like to set their own goals and
to get freedom for being creative and entrepreneurial which also means they like to have a high level of
autonomy. The motivation techniques are implemented best when a transformational leadership style is
used.
Lastly, the level of power distance in an organisation is related to the concepts of work design. In a high
power distance culture, employees do not like to have autonomy or to discover their competences. They
like to know exactly what is expected from them by the manager and are best motivated by an autocratic
leader. Low power distance employees like to get freedom in their jobs and explore and improve their
competences. Because they want to get stimulated by their manager and not only ‘bossed around’ they
are best motivated when a transformational leadership style is used.
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Besides combining the three concepts into table 3.9, figure
3.10 is designed for the analysis of the relations between all
concepts that were used in this thesis. There has been proof
that the appliance of motivation techniques leads to better
performance (working more effectively and efficiently).
This process is not as easy in an intercultural organisation as
it is in a homogeneous organisation. This is because the
process of motivation techniques leading to better
performance is moderated by cultural differences. Cultural
differences mean the different ways employees from
different cultures are motivated, the different worldviews,
values and norms they have, but also the conflicts that can
Figure 3.10 Concluding model. Made by
arise from these differences. So, cultural differences can
researcher (2018, May 19)
both strengthen and weaken the relationship between
motivation techniques and performance because some cultures accept certain motivation techniques
where others reject it. But the relationship between motivation techniques and performance is also
mediated by leadership styles. This is because leadership styles can apply these motivation techniques
in different cultures which strengthens the relationship. It strengthens the relationship between
motivation techniques and performance because these techniques can only get across well if managers
communicate it rightly. This is why communication can also be seen as a moderator for both motivation
techniques and leadership styles. If effective communication is used, leadership styles as well as
motivation techniques will be effective. However, when communication is not done effectively, both
leadership styles and motivation techniques will have no or a negative effect.
In this sub question is discussed what leadership styles managers could use for motivating employees
from different cultures. There appeared to be a wide difference in preferred leadership styles for different
cultural dimensions. Since this is the case, it is expected of the manager to be able to use leadership style
as a tool to be able to implement the motivation techniques in different cultures. However, this ‘tool’
can only be effective if it is communicated well. In the last part of this sub question, all three important
aspects of this thesis were brought together which showed some motivation techniques and some
leadership styles (mainly transactional and transformational) could be used in several different cultures
but only by effective communication. Lastly, a model was designed which showed the relationship
between the different aspects of this thesis. What can be concluded from this sub question is that
leadership styles are standardised tools that need to be communicated effectively in order to serve as a
good
mediator
between
motivation
techniques
and
performance.
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4. CONCLUSION
The research question of this study was “What leadership style(s) does a manager need to apply to be
able to communicate motivation techniques effectively to employees from different cultures?”. In order
to answer this research question, four sub-questions were designed and will all be shortly discussed to
be able to come to a conclusion.
The first sub-question was “What aspects of culture are relevant for the communication of motivation
techniques to employees from different cultures?” The underlying aspects of culture were described
which shows that cultures do not only differ on cultural dimensions, but also on the worldviews, norms
and values they have. Each cultural dimension has certain aspects that belong to that culture and specific
aspects that belong to how people behave in the working environment. The aspects described in the
different cultures could be translated into what would motivate employees from these cultures. What
can be concluded from this is that different cultures act as a moderator for the relationship between
motivation and performance since cultural differences can both enhance and restrain the process of
motivation leading to performance. It turned out that all cultural dimensions designed by Hofstede are
important to consider for being able to motivate employees, but also the underlying aspects of culture
were important to take into account (Hamid, 2016). However, the last two cultural dimensions are not
well-developed yet, which caused that they could not be useful for this research.
The second sub-question was “How can motivation techniques be transmitted to employees from
different cultures?”. This part showed three general motivation techniques that are mostly used to
motivate employees in homogeneous organisations. Because motivation techniques can be seen as
standardised tools, communication plays an important role in getting these across (Hall, 2005). It turned
out that communication is a moderator for motivation techniques since effective communication leads
to effective implementation of motivation techniques and ineffective communication can lead to
conflicts or misunderstanding. A manager can influence both verbal and non-verbal communication by
setting standardised norms or providing training. Through this, all motivation techniques can be
transmitted to different cultures if a manager uses effective communication to get these techniques
across (Yeke & Semerciöz, 2016).
The third sub question was “To what extent are cultural dimensions connected to different motivation
techniques?” After doing literature research into this combination, it turned out there has not been done
much research on the combination of cultural dimensions and motivation techniques. However, from
the literature that was known, several combinations between cultural dimensions and motivation
techniques could be made. In sum, not all general motivation techniques are used for motivating
employees yet, but when managers apply motivation techniques to employees from different cultures,
the most important aspect is how they are communicated.
The fourth sub-question was “What role do leadership styles play in the relation between motivation
techniques and performance?” Different cultures prefer different leadership styles (Dickson, Den Hartog
& Mitchelson, 2003). Table 3.9 showed every culture has its own preferred leadership style, but some
cultures preferred the same leadership styles. Since leadership styles are needed to implement motivation
techniques, leadership styles can be seen as a mediator. Communication is an important aspect for
leadership styles, since a leadership style is a basic tool that needs to be adjusted to different situations
by communication. Because managers cannot use different leadership styles for every employee, they
can choose a leadership style and adjust the way aspects are communicated by using different frames. It
can be concluded leadership styles are just standardised concepts that can be implemented to every
culture by the right form of communication. If this form of communication is right, leadership styles
will be a good mediator for the relation between motivation and performance.
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After answering these sub-questions, the research question ”What leadership style(s) does a manager
need to apply to be able to communicate motivation techniques effectively to employees from different
cultures?” can be answered. The model in figure 3.10 showed the appliance of motivation techniques
on employees leads to higher performance and more effectiveness and efficiency. However, these
motivation techniques are moderated by communication since a high level of communication can lead
to effective implementation and a low level of communication can have an ineffective result for the
implementation of motivation techniques. The relationship between motivation and performance is
mediated by leadership styles and moderated by cultural differences. Cultural differences can enhance
the process through more knowledge and creativity, but can restrain the process because of the different
norms and values a culture has which are not in line with the aspects of a motivation technique. Besides,
different cultures in an organisation can cause restraint because of having different cultural dimensions
and a different way of communicating. Leadership styles are used to apply the motivation techniques to
the employees to enhance performance and are therefore a mediator. However, leadership styles are
moderated by communication since the level of communication can both enhance and restrain the effect
a leadership style has. There is basically not one leadership style that can be applied to every culture.
However, if this leadership style is framed in a way it is accepting for different cultures, it can be used.
Because big differences cannot be overcome by frames, managers also have to make sure there is an
organisational culture with specific norms and values to fall back on. Since motivation techniques are
proven to enhance performance, this automatically leads to efficiency and effectiveness when
motivation techniques are implemented through leadership styles. Different forms of leadership and
different forms of motivation techniques can therefore be used to motivate intercultural employees as
long as the communication of both leadership styles and motivation techniques is done effectively.
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5. DISCUSSION AND FUTURE RESEARCH
This research is based on scientific literature to be able to connect different theories to the sub-questions.
This research is a continuation on research which has already been done. For almost all separate parts
of this thesis, there were a lot of scientific articles available with information about the different subquestion. The research on what leadership style(s) a manager needs to apply to be able to communicate
motivation techniques effectively to employees from different cultures through leadership styles had,
however, not been performed yet.
In the first sub question on the different aspects of culture there was a lot of information on the first four
cultural dimensions by Hofstede. Although the other dimensions were added a few years ago already,
there was not much information on those cultural dimensions. Therefore, these cultural dimensions
could not add additional information to this thesis. Though Hofstede’s dimensions are widely used and
accepted, there are a few points of criticism on Hofstede’s theory. When assigning countries to his
cultural dimensions, there should be taken into account that not everyone in a country is the same. An
individual could also take over aspects from other cultures which makes that individual different from
the other persons in that country. It has to be taken into account that there are always exceptions to the
standard and everyone can deviate from the prescription of a culture.
For answering the second sub question, intercultural communication was an important aspect since
motivation techniques can only be of use if communicated effectively. Intercultural communication
appeared to be a very difficult process involving many (unconscious) concepts. It is not so easy to
understand and accept all these concepts since worldviews, kinesics and proxemics are mostly
unconscious behaviours that are learned at a very young age. There is more needed than a common
culture and being open-minded and accepting towards other cultures to overcome these embedded
differences.
For answering the third sub question about combining motivation techniques with cultural dimensions,
it was prominent that there are many motivation techniques and only few are used in different cultures.
Research has shown that contingent rewards and punishment and the self-determination theory are very
strong theories about motivation which should definitely be used by managers to motivate employees
with different cultural backgrounds. Although the connection between cultures and motivation
techniques have been made, this was not complete yet. This is because work design included five
concepts from which only one or two were often connected to the cultural dimensions. This is why the
motivation techniques need to be implemented more completely in different cultures instead of only
partly.
In the fourth sub question about what role leadership styles play in the relation between motivation
techniques and performance, it turned out every culture prefers a different leadership style. Because it
is not possible to use different leadership styles for every employee, there has to be another option for
managing an intercultural team. The best option is to set a common culture in the organisation so every
employee will respect the same norms and values of the organisation. Besides, frames could be used to
communicate motivation techniques in such a way it will be understandable and acceptable for all
employees. Although these solutions might be feasible, there might be other solutions that are more
extrinsic. These might be a selection procedure of employees for fitting in the organisation, an intensive
week of intercultural training with all employees, and the hiring of an intercultural mediator who will
intensively guide every employee in the organisation. In sum, there might be enough other options for
implementing motivation techniques through leadership styles that have not been elaborated yet.
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FUTURE RESEARCH
The first sub question of the theoretical framework was on the cultural dimensions of Hofstede.
Although there are six cultural dimensions, the last two cultural dimensions did not contain as much
information as the others yet. Also, in other sub questions where these cultural dimensions were
connected to motivation, communication, intercultural employees and leadership, only the first four
cultural dimensions were used. This implies that there has still a lot of research to be done on the last
two cultural dimensions and the connections of these cultural dimensions to motivation, intercultural
employees, and leadership. In the discussion was already mentioned that there are a few important, basic
motivation techniques which are not yet used across cultures. These motivation techniques need to be
implemented across cultures because they are, when implemented effectively, really useful. Of course
with implementing these techniques, every culture needs its own ways of implementing and using these
techniques. Additionally, in the chapter where cultural dimensions and motivation techniques were
combined, it turned out that there has not been done much research on this combination. Since
motivation techniques are proven to be useful, research into motivation techniques and cultural
dimensions needs to be more in-depth and outstretched. Lastly, in the last sub question was mentioned
how leadership styles can be implemented to different cultures. Although it seems like there is only one
way to do that, there might be a lot of other options that still need to be explored.
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