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Abstract

This study focuses on one of the most important aspect of work motivation: culture difference. The study adapts the Hofstede (1980) and Trompenaars (1990) value dimensions and empirically examines the effects of seven identified cultural dimensions on executives’ work motivation. Using a paper-and-pencil survey results collected, this study reveals the extent to which cultural dimensions are correlated to motivational patterns of employees and whether the seven identified cultural dimensions are determinants of executives’ motivation. Relatively, keeping extrinsic determinants of motivation constant, the motivators differ among group of culturally diverge employees. Findings based on correlation and multiple regression test elucidate that of the two determinants of behaviour: innate predisposition and experience at work; the innate predisposition or collective mental programming’, has less impact on motivation and its related outcomes like personality.  
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1. Introduction

 
Just as businesses around the world have ignored the cultural context, so has the field of organizational behaviour. There are differences between different styles of management and even in the way in which knowledge about organizational behaviour is accumulated. (For example, it has been pointed out that in one culture the behavioural scientists tend to be more cognitive and/or psychoanalytically based, while in another culture, the behavioural scientists are more behaviouristic and/or humanistically oriented). In understanding and applying organizational behaviour concepts in other cultures around the nation or even around the world, one must be aware of the similarities and differences. To operate effectively in different nations or even in working with people from different communities of the same nation under one roof, requires recognition that there may be considerable differences in operating in different regions. A lot depends on what each community considers fair play (Bian, 1998).  For example, since the Chinese stress collective rather than individual needs, it has been suggested that Maslow’s hierarchy, from most basic to highest, should be (1) belonging (social); (2) physiological; (3) safety; and (4) self-actualization to society (Nevis, 1983). So, what are these correlates, habits or practices and do their variations really count in effective management practices? What is the importance of culture or cultural determinants in an organization? This study paper is an attempt to examine the impact that different cultures can have on organization, organizational behaviour and (most familiar OB topics of) work motivation. 

 
Cultural value base is a central organizing principle of employees’ comprehension of work, their approach to it and the way they expect to be treated and their motivation at work place. Most organizations have realized that diversity exists and that the culture of any organization must pay attention to the needs of a set of very diverse employees. Therefore after first examining the importance of diversity in organization, the researcher through the extensive review of literature of the past, tried to find out an answer to the obvious question that do motivation theories and approaches hold across cultures? If so, then the next question answered in this study is how these dimensions of culture determine motivation of employees and to what extent. Though the terms like motivation and morale have become an oft repeated word in seminars and conference, organizations seem to be doing little about it in real terms other than exhorting their managers to appreciate the good work of their subordinates. It may be because of these relevant questions – who are the motivated employees? And what motivates employee to work effectively and that too in different cultures? 

 
Unlike the other nations with global workforce in every corner of operations, India doesn’t have a much-varied workforce so far as their nationality. But as stated earlier that culture diversity is not multiculturalism across nations; it can be very much within an Asian nation like India with 28 states and around 20 differently speaking lingual groups of people. This structural part of regional diversity/linguistic groups is only to signify the diversity as put forth by multiculturalism, and has not much coherence with the basic research aim/framework. When modern democratic societies in India embrace multiculturalism they demonstrated a deeper and more profound egalitarian impulse within them than the mere presence of plural cultures, but not much in industrial organization. The organizations or industries of the area of study located at the central province of India are no way much different from the scenario discussed in the beginning or the organizational characteristics as described in the form “of management dilemmas due to cultural diversity” described by Hampden-Turner & Trompenaars (1994). Hence the industries of every nature of these two industrial areas of study with their uneven growth and business policies lure employees from different parts of the country, thereby raising a point of geographical variations and phenomenon of multi-cultural dimensions of working where all the aspects related to one’s behaviour towards work varies as per cultural determinants. 

 
There has been a growing awareness in both the academic literature (e.g., Carpano, Chrisman, and Roth, 1994; Griffeth, Hom, DeNisi, and Kirchner, 1980) and the practitioner press (e.g., Business Week, 1994) that for firms to continue to compete effectively in the future, they must acknowledge, and take steps to cope with, a radically changing competitive environment. There are myriad examples in manufacturing industries too. On the other hand most of the cross-cultural comparisons on motivation examine differences in motives, needs, Protestant Work Ethic (PWE), or preferences for job attitudes. Borg and Braun (1996) compared the existence, relatedness, and growth work values of East and West Germans and found the underlying structure of these values was the same for both groups, but West Germans put less weight on the existence of relatedness values than East Germans. Silverthorne (1992) compared supervisors’ and subordinates’ rankings of ten motivational job factors in the U.S., Russia, and Taiwan and concluded based on the correlations between employee rankings and manager rankings that there is not a universal set of motivators. Silverthorne (1996) presented a similar comparison between U.S. and Taiwanese subjects with regard to how comfortable they are with assumptions about human nature derived from Theory X, Theory Y, and Theory Z. 

 
Several studies conducted by Yamauchi and his colleagues focus on cross-cultural differences on a variety of work motivation and attitude dimensions. For example, Yamauchi, Beech, Hampson, and Lynn (1991) found British university students scored higher on work effort and ambition, whereas Japanese students scored higher on work tension and confidence in success. Yamauchi and Li (1993) compared university students in Japan and China on the same set of work motivation and attitude measures. They found the Chinese students reported stronger motives and attitudes toward achievement than the Japanese students, whereas Japanese students reported a stronger work ethic. Yamauchi, Lynn, and Rendell (1994) examined gender differences in both Japanese sample and an Irish sample of adults on seven work motivations and attitudes (work ethic, mastery, competitiveness, savings, achievements, motivation, valuation for money, and achievement through conformity).

 
Baum, Olian, Erez, Schnell, Smith, Sims, Scully, and Smith (1993) examined the relationship between entrepreneurs’ and managers’ motivational needs (need for achievement, need for affiliation, need for autonomy, and need for dominance). The results generally supported that there was a main effect for nationality for all four needs. A main effect for role was found for need for autonomy (with entrepreneurs having higher need for autonomy than managers). 

 
Rather than relying on mean differences in scale ratings, Shome, Sen, and Bharadwaj (1995) used factor analysis to explore the similarities and differences between Bangladeshi and Indian Bank managers on achievement motive, belief about work, and organizational climate. They reported that Indian managers being more collectivist score low on n Ach but have strong belief about work. 

 
Alpander and Carter (1991) compared employee need patterns in eight foreign subsidiaries of a major multinational company. They found that need to control one’s environment was the most dominant need in all countries. Couger and O’Callaghan (1994) compared the motivation of Spanish and Finnish computer personnel to U.S. personnel. Couger and O’Callaghan (1994) found that people attracted to the computer field have a high need for growth and a low need for social interaction. However, in Finland, the technical specialist job had a mismatch between the job’s motivation potential and the employees’ need for growth. 

  
Frese, Kring, Soose, and Zempel (1996) examined differences in personal initiative at work for East and West German subjects. They found lower personal initiative in the East German sample than the West German sample. Additionally, analyses on the East German sample revealed that control at work (autonomy) and complexity (how difficult an individual’s job decisions are) affected changes in initiative. 

    
In most of the previous research works by different people at different point of time grouping by cluster analysis and bi-dimensional mapping techniques have been used. In all of the cross-cultural studies, which were reviewed in this chapter by researcher, measurement of different components of work behaviour across cultures was made by taking “national culture” as an unit of study. But very few attempt has been made by the researcher in past to direct the scientific inquiry towards measuring similar differences within a nation or among subcultures of a national culture. Hence in all the cross-cultural research reviewed it was found that the researches were mostly cross-national and therefore much of the emphasis was on grouping or cluster analysis. Adler (1991) suggested that grouping perceived images into familiar categories helps simplify our environment and allows for interpretation. Hofstede (1976, 1980, 1984) and Hofstede and Bond (1988) are perhaps the most widely quoted empirical studies on national culture as manifested in workplace attitudes and values. The researches conducted by Hofstede would be described in the later part of this chapter in details as it represents the foundation model, based on which this study is conducted. 

 
Some of the other texts reviewed by researcher show the works done by different proponents, researchers and business manager in the field of Cross-cultural research. Welch, Luthans, and Sommer (1993) in a study found that U.S. based extrinsic rewards and behavioural management approaches significantly improved the productivity of workers in a Russian factory, but a participative did not. The study confirmed that with the differences in geographical environment leading to cultural variations the philosophy made for one group of workers had a counterproductive effect on culturally different other group of workers. 

 
Schriber and Gutek (1987) while emphasizing on the point of time dimensions of organizational members differing across cultures have pointed out the alike facts that researchers have seen developed ways to measure time dimensions of organizational members. Scales include those measuring punctuality, allocation, awareness, schedules and deadlines, work place and future orientation. One more study found that motivational process such as equity may be found in U.S., Japan and Korea, and the Russian study cited early found that U.S. based extrinsic reinforcement and behavioural management techniques had a positive impact. After reviewing the cross-cultural motivation literature, Adler (1990) concluded, “American motivating theories although too often assumed to reflect universal values, have failed to provide consistently useful explanations for behaviour, outside the U.S.” 

 
Most of the cross-cultural researches on motivation have been limited to date, to the content theories, such as Maslow’s, Herzberg’s and McClelland’s. The result of this is that there are definitely variations of these content motivation theories across cultures. 
 
 Review of the literature is concluded with some reflections about trends and future development. By the 1990s, most of traditional motivation theories had received considerable empirical support. Research continues to refine the models, and to suggest moderators and boundary conditions, but the basic tenets of goal setting, equity theory, expectancy theory, and JCT remain unchallenged. Although some new motivational theories were introduced during the 1990s (Kidwell and Bennett, 1993; Klein, 1990, Vardi and Weiner, 1996), these theories have not yet been empirically validated. On the whole, our “old friends” appear firmly entrenched and we do not foresee any major paradigm shifts in our understanding of employee motivation. As a result, we see little need for an organizational behaviour research to continue conducting simple empirical “tests” of the basic theories.

 
Griffeth et al. (1980) found that 52 % of the variance in manager’s attitudes could be accounted for by their nationality or regionality. Ghosal and Bartlett (1990) who viewed MNCs as inter-organizational networks explicitly recognize the important impact of cultural diversity on the operations of multinational corporations. To answer the question of whether or not managing across cultures has any effect, “regional culture” has been defined as “cultural dimensions” within the specific research context because these are among the determinants of persistent workplace behaviour and this phenomenon of cultural dimensions has been recognized in West World of industrial organization at least some decades back. The question that whether motivation theories and approaches hold across cultures, remains mostly unanswered by all such significant previous researches. At the same time, the literature on cultural diversity has generally focused on international models, ignoring the effects of firm’s exposure to multiple regional cultures within a nation on organizational performance determined by its employees’ or executives’ motivation.  Moreover, despite the large amount of cross-cultural research showing the strong impact of culture on business practices around the world and indicating globalizations and its performance outcomes, cultural diversity has not been thoroughly integrated as an important construct in motivational research of organization. The framework developed in this study is an attempt to address these limitations. Therefore, keeping the earlier findings of Hofstede and Trompenaars in mind, it is important to understand that whether culture is really that crucial in determining motivation of organization behaviour and if it is then in what ways it determines motivation. 

1.1 Research Aim

1.1.1 To investigate the motivational processes in the organization.

1.1.2 To analyze and classify the varying degrees of motivation among the executives.

1.1.3 To analyze and classify the cultural dimensions at workplace of the executives. 

1.1.4 To find out the correlation of cultural factors to varying degrees of motivation of executives.

1.1.5 To understand the joint and individual contribution of cultural dimensions in predicting work motives of the executives 

2. Methodology

2.1 Sample 

 
The universe of the study comprised of all executives from low, middle and top-level functions (based on their designation) working in industrial organizations from the two industrial areas of study located at the Central province of India. Researcher prepared a comprehensive list of respondent employees of each of the concern organizations after contacting and consultation with the respective concern’s HR Managers-Officials. Through two-stages stratified random sampling, whereby universe is stratified first, on the basis of the nature of industry and then on the basis of the categories of employees working in engineering industry, data has been obtained from all of three categories of staffs on all the variables and then categorized into different groups on their score on the scale of measurement of their level of work motivation and their cultural dimensions at work place.

2.2 Measures

 
Data were collected from employees using a questionnaire comprising of following scales: 


2.2.1 Socio- demographic data sheet

 
This data sheet with 14 questions was put as an introductory part of the questionnaire and consisted of basic background information related to gender, age, qualification, occupational attributes like, designations, department, salary, and other general cultural attributes like religion, place of birth, background, and linguistic affinity, etc.,

2.2.2 Dependent variables

 
People differ not only in their ability to do, but also in their will to do, or motivation. The motivation of people depends on the strength of their motives. Motives are the “whys” of behaviour, which are sometimes defined as needs, wants, drives, or impulses within the individual. Satisfied needs decrease in strength and normally do not motivate individuals to seek goals to satisfy them. A motive tends to decrease in strength if it is either satisfied or blocked from satisfaction.     

   
The six motives of achievement, affiliation, influence, control, extension and dependence have been used in studying the behaviour of executives in the organization of study. Each of these motives can have two dimensions: approach and avoidance. Atkinson (1953) first suggested the concept of avoidance behaviour in discussing the achievement motive. It was further elaborated by several authors (Birney and Burdick, 1969; Heckhausen, 1967). “Fear of failure” emerged as an important component of the achievement motive, distinct from “hope of success”, the other component. Much research has been done on fear of failure, which has been found to be dysfunctional although it is related to the achievement motive. Persons who were high in achievement motivation but also had a high component of failure failed to start new businesses, in contrast to those who had a high component of hope of success. The concept of approach versus avoidance is also applicable to component of other motives. The behaviour of executives can thus be analyzed not only in terms of six primary motives but also from the perspective of (positive) approach or (negative) avoidance, reflected by hope of fear, respectively. 

  
An executive’s effectiveness may result from the existence or absence of a particular motivation or from the extent of the approach or avoidance dimension of a particular motivation. No matter how strong a motive is it can be made more effective by a high degree of fear, i.e., by high avoidance behaviour.  

 
Executives’ behaviour in organization using motivational framework has been measured using Scale – I: Motivational Analysis Of Organizations – Behaviour (MAO-B). MAO-B is based on approach and avoidance aspects of six motives – Achievement, Influence, Control, Extension, Dependence and Affiliation. The Scale developed and standardized by Udai Pareek contains sixty items, five for each dimension (approach and avoidance) of each of the six previously discussed motives (Pareek, 1990: 164). The respondent’s OEQ for each of the six motives – specific aspects of behaviour – defined by net score of approach dimensions – was obtained by using the formula:


        Tapp –5
OEQ = ___________  X 100,     where “T app” and “T avoid” represent total scores for  approach and 
   
   Tapp + Tavoid – 10
avoidance dimension respectively of a motives – specific behaviour.
 
The test-retest reliability coefficients for the six dimensions of role behaviour are significant beyond 0.01 levels. Gutman Split-half reliability was found to be 0.61 equal length and unequal length. Spearman-Brown reliability was found to be 0.73 and 0.76 respectively. Finding relationship between effective role behaviour as reflected by Operating Effectiveness Quotient (OEQ) and some personality variables tested validity of the Scale. 

2.2.3 Independent variables

 
Executives’ cultural dimensions at work have been measured using the Scale – II: Cultural Dimension Scale (CDS). This Scale was constructed and standardized by the researcher during research process through review of the previous researches. Cultural Dimension Scale, which consisted of thirty items, was used to measure the seven identified cultural dimensions of executives at work. These dimensions are universalism – particularism, specific – diffuse, neutral – affective, achievement – ascription, large and small power distance, high – low uncertainty avoidance, and monochronic – polychronic time dimensions. On the whole Split-half reliability coefficient was found to be 0.60 and dimension-wise Split-half reliability coefficients ranged from 0.50 to 0.97 (Sarkar, 2002: 19). 

3. Results And Discussions

3.1 Socio-Demographic Characteristics And Occupational Features Of The Sample

 
The table – 1 describes sample’s socio-demographic characteristics. 

‘Insert table 1 here’ 

3.2 Motivational Process And Degrees Of Motivation Among The Executives

 
Motivational processes and degree of motivation among the executives was measured with the help of Motivational Analysis of Organizational Behaviour (MAO-B) Scale. The sum total score of all the five items of each executive was calculated and this gives the score for each motive (approach and avoidance aspects). In order to increase comparability a converted score i.e., Operating Effectiveness Quotient (OEQ) was used. Converting raw scores with formula to neutralize the scale values and length of the instrument, the motivational framework existing among executives in the study was found to be high on achievement (66.9), extension (62.5) and to an extent on influence motives (62.4), and low strength for control (54.5), affiliation (61.6) and dependence motives (60.8). The mean value for the OEQ was highest for achievement (66.9) and lowest for control motives (54.5). However the variations in OEQ was highest for achievement (29 – 100) and slowest for control motive (25 – 77).   

3.3 Description Executives’ Work Motivation by Different Independent and Controlled Variables

  
When the level of motivation was compared with set of other independent variables like sex, age, caste, education, background, designation, job tenure, number of promotions, salary drawn, etc., a varying results of this study on each of these independent variables propped up to the previous disparate research findings. The statistical descriptions are given in the table – 2. Firstly when researcher tried to find out the distribution of the executives’ level of motivation across their sex, it was found that women scored significantly higher than men executives on their extension motives, and more women (26.7percent) were with high need for influence motive compared to their male counterpart (23.4percent). Both these findings backed up the previous findings where women scored higher than men on feeling of accomplishment, respect, pleasant work environment, social contribution, respect from supervisor (Beutell and Brenner, 1971). The difference in OEQ of motivation across the executive’s age was statistically significant (F ranged from 3.1 to 4.7, p<0.001). This refinement provides conditional support to formulation of hypothesis that individual acts on the basis of their perceptions or interpretations and with growing age their perceptions change along with variation in level of maturity in individual life which cause the variation in their need and thereby their motivation. 

‘Insert table 2 here’

 
Another most important finding of this study was that executives from general caste (Based on typical caste hierarchy system of India) have shown greater need for achievement, influence, affiliation and dependence than their colleagues from schedule and other backward castes. The percentage analysis has also shown that schedule caste group of executives by and large had typically confirmed the traditional caste hierarchy even in the organizational set up, whereby they remained the least motivated on almost all the six motives than their colleagues from other castes. However, with more statistically non-parametric test (Chi-square test of significance) the association between caste and work motivation was statistically significant only in case of extension (( ² = 5.5, p<0.05) and affiliation (( ² = 8.8, p<0.05) motives. 

 
The difference between mean score of OEQ of executives hailing from rural and urban areas was overall statistically insignificant (t = 0.087 to t = 1.346), explicitly showing that executives’ degree of motivation did not vary across their social background in general which, was likely due to the impact of behavioural indicators of alienation or association on motivation, which kept the SES differences out-of-the-way. On the research question of whether executives at different levels of their job (designation) differ significantly in what they want from their job one-way ANOVA test results shows that there was statistically significant difference in the mean score of OEQ of achievement (F = 14.7, p<0.01), affiliation (F = 6.5, p<0.01), dependence (F = 5.9, p<0.01), and influence (F = 4.2, p<0.01) motives in high, middle, and low levels of executives’ groups. But such significant difference could not be seen in case of control and extension motives which was likely to be due to the role of workforce behaviour on these work motives and therefore the extent of autonomy exercised by an individual was not likely to make any impact on these two motives.

 
When salary drawn by employees was considered to indubitably monetized their motive, this study through chi-square test of significance between salary and level of work motivation found that a person’s level of achievement (( ² = 31.9, p<0.01), influence (( ² = 12.3, p<0.01), affiliation (( ² = 13.8, p<0.01) and dependence (( ² = 15.9, p<0.01) motives are dependent on the salary drawn, whereas his / her level of extension and control (power) at work was not dependent on salary. This finding refutes most of the other previous studies (where it was considered that money lead to promote the power drive of an individual), which was likely due to the fact that compensation strategies to motivate managers and top executives usually do not veer much from the tried-and-true and aligning remuneration with the hard-to-measure intangibles of values and strategic direction is not an easy matter. Even though value based measures – Economic Value Added (EVA) chief among them are gaining ground, most companies still reward their top management on such traditional yardstick as net income and earnings per share. Aligning remuneration with the hard-to-measure intangibles of values and strategic direction is not easy matter – especially as reported by Barbara Ettore. (Management Review, May 1998) 

3.4 Cultural Dimensions Of The Executives

 
The important variable of cultural dimension was measured in this study using Cultural Dimension Scale – CDS. Binomial scores on each of the dimensions were computed and used for analysis. Each score was classified as high and low for particular dimension (Sarkar, 2002: 20). Although in the series of bidimensional maps, an apparently subjective basis was used to identify the “cut-scores” – the cross-hairs on their maps (Hofstede and Bond, 1988), no objective justification could be found to support this approach. Therefore the researcher classified the data as high or low (above average or below average) based on sample arithmetic mean scores, which has given a relative measure of the scores for each dimension. This classification approach was considered appropriate as firstly researcher tried to paint with a broad brush, and purpose of this study was to identify major individual groupings where influence of small differences in raw scores of individual was negligible. Second, and more importantly, the bipolar character of the dimensions omission models (Dayton and MacReady, 1976: 121) which is in order to facilitate model testing; that is, the researcher set the intrusion error rate equal across manifest variable scores, and omission error rate equal across manifest variable scores. Data obtained from all the three categories of executives was treated together to derive a cultural score for executives.

 
Statistical analysis of the Individual Dimension-wise-Summated Score supported a particular cultural framework. On Universalism versus Particularism cultural dimension, the bigger half of 54.8 percent of executives were found to be Particularist at work, which was likely due to the fact that most of executives in this study being Hindu do resemble their Hindu culture, which retain more relational and particular features. God, for common Hindus resembles them and they will understand that they are becoming particular to common rules for one who is more than a rule for them i.e., their friends or family members. This finding significantly corroborates to a previous study of Trompenaars (1995) where Indian executives in general were reported to score high on particularism than their US/other European colleagues. However, the significant percentage of low-level executives who often worked as per orders given by superior, were guided by strict rules to an extent and the current scenario of business slump also put forth a common environment of insecurity and instability, which again was likely to cause a strive to follow the rules and procedures rather than focusing on personal relationship. 

 
The entire group of 250 executives was equally divided on their orientation to specific and diffuse culture, which was likely due to the dual aspect of ‘approach and avoidance’ embedded in the existing state of business. On one hand we found that the present scenario is discernible with elevated turnover, high employee mobility, more takeovers, and added headhunt signifying ‘approach’, which was likely to source specificity towards their organization. On the other hand the same scenario was also accompanied with occurrence of insecurity and occupational refuge signifying ‘avoidance’, which made the other half to segregate out the task relationship they have with their subordinate, thereby showing orientation towards diffuse culture [Perfect state of reconciliation of specific/diffuse cultures as described by Trompenaars, (1995)]. The executives were divided into two groups in terms of their orientation to neutral versus affective culture, with the bigger group (62.8 percent) signifying affective culture at work. So this points out that traditional Indian managers of yesteryears are not too many with their neutral approach enduring in their way of work, as many of them have traveled through the changing business pattern acceding them to being emotionally expressive. It was also likely due to the fact that most of the executives in study being young and in low-level of their job are easily ruled by the neo-ersatz image of a ‘global manager’ of the 22nd Century with affective emotional expression. Relatively more number of executives (54 percent) had shown their orientation towards achievement culture than ascription at work, which was likely due to more young executives who were likely to show an apparent inclination to achieved culture at work whereby their short but quick look into the matter of achievement is admired. But overall we can say that there was a virtual state of reconciliation with an enough balance between achievement and ascription. Because corporate culture in the present state of business droop can be deliberately shaped and is consciously learned, it changed when conditions demand new directions, thereby a state of virtual reconciliation.             

 
A relatively bigger group (51.6 percent) of executives were with their orientation to large power distance (PD) at work as in case of India, centuries of hierarchial rule under emperors imbue the workplace more strongly than the egalitarianism acknowledged by democratic rule. To an extent the finding is at par with previous study of Hofstede (1988), which plotted Indians in large PD and high individualism quarter of the lateral map on classification of international organizational behaviour. However, the phenomenon of cultural synergies and convergence could be well sensed in this study if we look into another 48.4 % of executives with small power distance. Most of the organizations after merger with Japanese concerns replicated an organizational change and such a changed culture emblematic with an open set up, equal rights for all, participative management style, etc., gets translated into norms of behaviour, and hence put forth sizeable portion of executives with small power distance. 

 
Around 53.6 percent of the executives have shown their low uncertainty avoidance at work place, which is congruent to previous research trends established by Hofstede (1988), where Indian employees in large power distance and weak uncertainty avoidance were found to think of their organizations as traditional families. But due to ongoing recession, employees could no more see their organization as traditional families, which might have caused high uncertainty avoidance at work for remaining 46.4 percent. The study shows that there was a virtual closeness to a state of reconciliation of monochronic/polychronic time dimension (TD), with a relatively higher percentage of executives (51.6 %) having an approach to polychronic TD. Considering the closeness of the study set-up to its agrarian roots (Seelye and Seelye, 1998: 80), it is perceptible to believe that impact of such culture would stimulate in general the executives to decide on polychronic TD. But, as Benjamin Franklin’s business refrain: “Time is Money” has been well espoused right through the business community, so it is reasonably apparent to anticipate another substantial section of executives responding higher on monochronic TD. 

3.5 Descriptions of Executives’ Cultural Dimensions by Different Independent and Controlled Variables

 
Most of the previous imperative cross-cultural studies like Hofstede (1988), Trompenaars (1990), Kluckhohn and Strodtbeck (1961) remain abortive to understand the consequence of the independent variables across employees’ cultural orientation. Here researcher made an effort to look into the distribution of executives’ cultural dimensions diagonally their age, place of birth, background, and designation. In age wise distribution of the executives’ cultural dimensions the study reveals that executives after crossing their mid 40s in work life suddenly changed their orientation from particularism to universalism; and with growing age further, they exhibited greater point of reference towards universalism. It was also quite evident that after every five years of their life, executives have shown a difference in their orientation to specific – diffuse culture at work, which, markedly be evidence of the aspect of reconciliation. The degree of affectiveness decreased with growing age of the executives. But this did not continue invariably till the age of retirement as most elderly executives were yet again found to be affective like their young counterparts. The study finding apparently demonstrated a disparate picture from what is naturally evoked as more aged executives in the study were found to be achievement oriented than their young counterparts who by virtue of their young age and less experience are expected to be high on achievement index. The young executives below the age of 30 years preferred large power distance at work, but with growing age especially upto their 40s, these executives shifted to small power distance. But once again, much elderly executives were found to be of large power distance. The executives with their growing age reduced uncertainty avoidance in work and once they reached their mid-career sub-stage (35 – 40 years: where, they often make a major reassessment of their progress relative to their original career ambitions and goals), they once again exhibited high uncertainty avoidance. 

 
Distribution of executives’ cultural dimensions by their mother tongue reflected that executives speaking local dialect as their mother tongue were found to be particularist, specific, highly affective, with an approach towards ascription in job, large power distance, and polychronic time dimension. Whereas, those speaking dialect other than the local language were found to be universalist, diffuse, neutral, with an approach towards achievement in job, and small power distance with monochronic time dimension. Similarly, distribution of executives’ cultural dimensions across their background in the study reflected that executives with rural background were more particularist, diffuse, highly affective, with an approach towards ascription in job, large power distance, high uncertainty avoidance and monochronic time dimension, whereas, those with urban background were relatively less particularist, specific, less affective, with an approach towards achievement in job, lesser degree of large power distance, low uncertainty avoidance and polychronic time dimension. 


Summarizing the aspect of cultural dimensions determined by the place of birth, the study traced that executives born in same province where they were working were more particularist, specific, more affective, with an approach towards ascription in job, having large power distance, low uncertainty avoidance and polychronic time dimension. Whereas, executives hailing from a different province were relatively less particularists, diffuse, less affective, with an approach towards achievement in job, small power distance and high uncertainty avoidance, with monochronic time dimension.  


While measuring the extent of inclination towards particularism index among the three categories of executives (based on their designation) it is found that degree of inclination to particularism was highest among higher-level executives and lowest among middle-level executives. Executives with their growing level of jobs, and with the advancing level of responsibility and authority, tended to be less specific. If we take any of the poles of specific-diffuse continuum of cultural dimension, then we find interestingly that low-level executives were found to be high on “specific pole” and high-level executives were high on “diffuse pole”. Executive’s level of expression of emotion changed from affective to neutral with rise in hierarchy. The bipolar cultural dimension of ascribed and achieved status orientation explicitly depended on the weightages decided to designation followed by experience in organization. Higher-level executives have elevated orientation to achievement than their counterparts down the line. Higher-level executives were also found mostly with small power distance. The degree of uncertainty avoidance increased down the line in organizational hierarchy among the executives. The percentage analysis has shown that more number of higher-level executives approached time in a linear fashion (monochronic time dimension).

3.6 Correlation Between Cultural Factors And Degrees Of Motivation

 
In an extended analysis to evaluate whether motivational approaches hold across cultures, researcher worked first with the objective of finding out correlation between cultural dimensions and work motivation of executives and second to understand the joint and individual contribution of the seven cultural dimensions in predicting each of the six different work motives of executives. Pearson product movement correlation was used to analyze data in order to find out correlation of cultural factors to varying degrees of motivation of employees, as given in table – 3. It is seen that on the whole, cultural dimensions did not have very strong bonds with different types of motives, although have significant correlation with the six identified motives. Which means that culture was not enough to determine executives’ motivation even though the motivation differs across culture. 

‘Insert table 3 here’
3.6.1 Discussion and implication of the finding


Systematic differences exist between cultures, of course, but individuals also differ in their personality; which is part of their uniqueness. Our personality is result of both our innate predisposition and our experiences as we were growing up. It is embedded in both our physiological and psychological constitution and is shaped by our personal and collective history. 

Figure – 1: Culture Matrix
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With the correlation result as discussed it seems that of the two determinants of behaviour, innate predisposition or ‘collective mental programming’, (i.e., cultural dimensions) has less impact on motivation. Or in other words, we can say that when executives work in an organization in groups they develop from their experiences certain norms and values, which are common to all irrespective of their major cultural differences. These common values mould the work behaviour and motivation to a common super-ordinate goal of organizational effectiveness.  This is well explained by ‘culture matrix’, shown in figure – 1, which shows the hypothetical relationship among cultural, ideological and personality factors. Different cultures are pictured as discrete entities arranged along a particular dimension. Thus C1, C2, C3, C4, and so on can be, and usually are, compared in a relative manner. It is noticed that ideology and personality ‘cut across’ the cultural dimension. One can consider the three dimensions as being somewhat independent. That is, an individual from one culture may well regard himself/herself to be more similar to an individual from another culture if the two have similar ideologies or personalities based on their common organizational culture, than either of them will consider similar to someone from their own culture who has different ideology or personality. Therefore in such circumstances it is the organizational culture, which plays major role in the veracity of the workmen’s behaviour and modifies mental programmes to align with organizational culture. Similar modification is evidenced virtually in this study and hence we could not see major differences among executives’ motivation across their individual culture. As seen in figure 2 and 3, each person carries a certain amount of mental programming, which is classified into three levels of uniqueness – universal, collective, and individual level (figure 2). Almost all mankind shares universal level of culture. Collective level of mental programming (culture) is common to people belonging to a certain group/category and whole area of subjective human culture belongs to this level. Individual level of culture is unique and differs from person to person and this is the level of individual personality. 

It was hypothesized that based on this particular level of culture there would be a very significant differences in the work behaviour and motivation of the executives across their culture.

Figure – 2: Three Levels of Uniqueness in Mental Programming 
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 But we have found that differences in level of work behavior and motivation are not significantly due to cultural differences alone. This is likely due to modification of mental programmes that has taken place to align with their particular organizational culture. The phases involved in aligning Mental Programmes with organizational culture is shown in the figure – 3, where at the entry level, the state of Mental Programmes of a new comer and organization culture are represented in Stage – I of figure – 3: both may be at the same level to a certain extent. If attitude and behaviour of newcomer i.e., their mental programmes, mainly at level 2, i.e., collective levels (as shown in figure - 2) are not the same as that of the organizational culture, members of the organization do not accept them as their colleagues. Once the new entrants adapt themselves to organizational culture, they become committed and give their best to organization, but to achieve this objective, newcomer’s mental programmes are modified to maximum extent possible to align with organizational culture. The expected modified level is shown in Stage – II of figure – 3. The ideal condition is shown in Stage – III of figure – 3 and at this level, mental programmes are modified so that they get aligned completely with the organizational culture and he becomes a most committed executive as per this study. It is imperative to say that the modification has to be affected only to such portion of mental programmes, which guide a person to conduct oneself successfully in cultural environment of an organization. Therefore after Stage – III of figure – 3 the individual and cooperative cultural analogies do not act as an independent determinant to the behavioural differences in work. 

Figure – 3:  Modifying Mental Programmes to align with Organizational Culture
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So we can find that most of the executives inspite of having distinct individual and cooperative mental programmes (Culture) did not markedly differ on the level of their motivation based on differences in culture. As they have well adapted to their specific organizational culture, the individual mental programmes failed to mark a difference in their motivation. And moreover, whatever the differences that have occurred due to the cultural differences specially the difference at the level 2 and 3 are mostly seen among the executives who are new to the organizations and still have not completely adapted with the organizational culture. Therefore, executive’s power distance, time dimension and achievement–ascription dimension of culture remained independent of their modification to get aligned with organizational culture and thus proved to be determinant of their motivation to an extent, whereas level of uncertainty avoidance among executives certainly gets directed as per their organizational culture and hence is not significantly related to any of the motives.   

3.7 The Joint And Individual Contribution Of Cultural Dimensions In Predicting Work Motives

 
From the results of regression analysis as shown in table – 4, it was found that the multiple correlation value for executives’ achievement motive was 0.54, which means that the joint contribution of the seven cultural dimensions in predicting achievement motivation in work was 29.5 percent. Of these the maximum individual contribution was of monochronic – polychronic time dimension (TD) and achievement – ascription dimension of culture, which could be used for predicting achievement motivation of executives. This finding corroborates to the previous findings, which states that in highly achievement oriented culture, adherence to schedules also makes a statement about the status and importance of the person and time is often considered as money largely attribute to Monochronic TD (Kluckhohn and Strodtbeck, 1961). Further to these David C. McClelland (1962) has reported that if a person spend his time thinking about doing things better by adhering to plans, deadlines and schedules, he has a concern for achievement, which implies that person’s mode of using time is likely to craft disparity to his achievement motive.  

 
Joint contribution of the seven cultural dimensions in predicting executives’ influence motivation was 16.5 percent (R=0.40), which means that of seven cultural dimensions the maximum individual contribution was of monochronic – polychronic TD, achievement – ascription dimension of culture, and affective – neutral dimension of culture, which could be used for predicting influence motivation of executives. Timothy (1999) has reported that executives who are involved due to their influence motive are highly stimulated by challenging tasks because of their orientation to achievement culture. Therefore, the executives are rewarded with specialization when they prefer high quality work and quality contributions due to their concern for achievement. This illustrated that executives with high influence motive often tend to be achievement oriented in culture. 

‘Insert table 4 here’
 
Joint contribution of seven cultural dimensions in predicting executives’ control motivation was 13.9 percent and of these the maximum individual contribution was of monochronic – polychronic TD, universalism – particularism, achievement – ascription dimension of culture, and diffuse – specific, which could be used for predicting control motivation of executives. Moran (1990) compared Irish and American samples on three dimensions of locus of control, work ethic and achievement motivation and concluded that Irish workers were lower on need for achievement than their American counterparts due to their difference in locus of control.  Control motive of executives, would require a value system in which people are accorded status based on how well they perform their functions and not on the basis of who or what the person is. Therefore, a person who is likely to be a high achiever would also have prominence on controlling such performance of high achievement so that others could not attenuate the scale of his recognition. It has also strongly supported past findings by Shome, Sen and Bharadwaj (1995) on belief about work rules and extent of concern for orderliness, which revealed that managers with the factor structure of universalism were found to be having higher concern for orderliness i.e., high desire for control at work place, whereas the particularist managers were less concern for orderliness. This findings put together the observable fact that executives’ concern for orderliness, requires the credence that ideas and practices can be applied everywhere without modification with the focus on formal rules than on relationships. Joint contribution of seven cultural dimensions in predicting executives’ affiliation motivation was 15.3 percent. Of these maximum individual contribution was of achievement–ascription, monochronic–polychronic TD, and diffuse–specific, which could be used for predicting affiliation motivation. This study finding is on line with the previous research finding by Baum (1993) where relationship between entrepreneurs’ and managers’ motivational need (need for affiliation, need for autonomy, and need for dominance) was examined. It was concluded that nationality and role produced a significant interaction for need for dominance and affiliation, and these needs differed for entrepreneurs and managers between the two samples based on the factor of determination of status and power in society.
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Joint contribution of seven cultural dimensions in predicting executives’ dependence motivation was 15.1 percent. Of these the maximum individual contribution was of monochronic–polychronic TD, achievement–ascription dimension and diffuse–specific, which could be used for predicting dependence motivation of executives. In one of the oldest study by psychologist Furnham (1940), it has been reported that people’s way of spending time in day-to-day activities of life is decided by their desire for help from others in one’s own self-development checking with significant others (those who are more knowledgeable or have higher status, experts, close associates, etc.,). Agreeably we can say based on the study of Frese and Zempel (1996), that when executives would submit their ideas or proposals for approval, having an urge to maintain an “approved” relationship due to their dependence motive they would pervade a culture where schedules are strictly followed and punctuality and promptness (i.e., monochronic time orientation) are highly valued. As reported by Blumberg, Brenenstuhl, and Jourdan, (1988) based on their study on comparison of the job attributes preference of British, Japanese, Hungarian and United States managers, that Chilean managers list intrinsic job attributes (type of work, pride in company, and degree of involvement in dealing with other people) as the most preferred attributes and they also have scored high in n dependence in job preferences, i.e., have a higher desire for help from others in one’s own self-development than their colleagues from other nations. Lastly the joint contribution of seven cultural dimensions in predicting executives’ extension motivation was only 14.9 percent. Of these the maximum individual contribution was of achievement – ascription dimension of culture, small – large power distance, and monochronic – polychronic TD, which could be used for predicting extension motivation of executives. This finding strongly corroborates to the past study by Couger and O’Callaghan (1994), where it is concluded that people attracted to computer field have a high need for growth and simultaneously a low need for social interaction. Which means that high need for growth/achievement at work place necessarily entails a lesser interaction with society (i.e., low need for extension). The finding locates a link to one more study conducted in the last decade by Kring, Soose and Zempel (1996) where they have found from analyses on the East German sample that control at work (autonomy) and complexity (how difficult an individual’s job decisions are) affected changes in initiative. 

4. Conclusion

 
The need to understand cultural differences and to manage the meaning of organizations in different cultures is increasingly a competitive necessity. This research findings help bring clarity to what can appear a “fuzzy” area of cross-national / regional management. Research evidence seems broadly to reveal that (1) the impact of regional cultural differences is relevant to all areas of business as the national cultural differences; (2) globally operating or nationally operating companies have used different strategies to manage cultural differences; (3) these strategies are now inappropriate to emerging organizational structures and competitive requirements. Despite well-documented differences among diverse force of executives there are clear variations in the extent to which these are acknowledged. In some corporations, ethnic, regional, gender, and other cultural differences are publicly recognized and reflected in carefully constructed human resource policies and personnel procedures. But elsewhere diversity is barely on the agenda. It is due to the impact of strong corporate culture or so called ‘organizational culture’. As from the results of regression analysis it was found that the monochronic – polychronic time dimension and achievement – ascription dimension of culture are the two cultural dimensions, which can be used for predicting achievement motivation of executives. Therefore, while motivating executives through different reinforcements on their sense of achievement, their orientation towards these two particular cultural dimensions should be assessed as person’s mode of using time is likely to craft disparity to his achievement motive and similar for other work motives of executives
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Table – 1: Socio-demographic Characteristics and Occupational Features of the Sample

	Socio-demographic & Occupational Characteristics
	Findings

	Sex
	94 percent of the sample are male

	Age
	68.4 percent of sample fall in the age group of 25 – 40 years

	Religious Orientation 
	90.8 percent of sample are Hindu

	Mother Tongue
	54.8 percent speak the local dialect as their mother tongue

	Caste 
	89.6 percent are from the general caste group

	Place of Birth
	60.8 percent work in their place of birth

	Background 
	85 percent hail from urban areas

	Designation (Controlled) 
	41.2, 38.8, & 20 percent as low, middle and high level executives respy.  

	Job tenure
	Mean = 5.2 years

	Monthly Salary 
	Mean = Rs. 11365.78, SD = Rs. 5745.22 (Indian Currency)

	Number of promotions
	Mean = 1.12 number of promotions


Table – 2: Statistical Description of OEQ of Motivation of Executives by Different Independent and Controlled Variables

	Independent /Controlled Variables 
	Achievement
	Influence
	Control
	Affiliation
	Dependence
	Extension

	Age ANOVA, F value
	4.492**
	3.140**
	3.970**
	3.618**
	4.712**
	3.356**

	Background Ind. Sample t-test 
	1.186
	0.543
	1.896*
	1.232
	1.346
	0.087

	Designation ANOVA, F value
	14.700**
	4.221**
	2.083
	6.479**
	5.921**
	1.968

	Job Tenure ANOVA, F value
	5.057**
	6.199**
	1.715
	2.025
	3.411**
	3.055**

	No. of Promotion ANOVA, F 
	2.831**
	1.615
	2.363**
	0.265
	1.217
	1.697

	Salary ( ² test value
	31.94**
	12.29**
	2.83
	4.35
	13.81**
	15.94**


** p <  0.01  * p < 0.05 level

Table - 3: Correlations of Cultural Dimensions to Varying Degrees of Motivation of Executives

	Motives

           CD
	Univ-Part
	Diff-Spec
	Affec-Neu
	Ach-Ascp
	Small-Large

PD
	High-Low UA
	Mono-Poly TD

	Achievement
	-0.004
	-0.202**
	0.191**
	0.374**
	0.269**
	-0.078
	0.383**

	Influence
	0.071
	-0.084
	0.190**
	0.255**
	0.148*
	0.053
	0.278**

	Control
	0.172**
	-0.208**
	0.089
	0.223**
	0.140*
	-0.019
	0.214**

	Affiliation
	0.070
	-0.204**
	0.175**
	0.271**
	0.187**
	0.042
	0.215**

	Dependence
	0.151**
	-0.203**
	0.063
	0.254**
	0.201**
	0.039
	0.233**

	Extension
	0.092
	-0.163**
	0.116
	0.307**
	0.275**
	0.031
	0.163**


** p <  0.01  * p < 0.05 level, CD = Cultural Dimensions

Table - 4: Cultural Dimension wise Regression Coefficients and Beta Coefficients of Six Work Motives of the Executives
	Motives

           CD
	R
	R Square
	Adjusted R Square
	Univ-Part
	Diff-Spec
	Affec-Neu
	Ach-Ascp
	Small-Large

PD
	High-Low UA
	Mono-Poly TD

	Achievement
	0.543
	0.295
	0.274
	-0.026
	-0.091
	0.111
	0.293
	0.043
	-0.009
	0.347

	Influence
	0.407
	0.165
	0.141
	0.040
	0.004
	0.138
	0.236
	-0.032
	0.085
	0.276

	Control
	0.372
	0.139
	0.114
	0.167
	-0.140
	0.046
	0.154
	-0.010
	-0.033
	0.201

	Affiliation
	0.392
	0.153
	0.129
	0.025
	-0.130
	0.118
	0.199
	0.037
	0.078
	0.186

	Dependence
	0.389
	0.151
	0.127
	0.115
	-0.128
	0.006
	0.185
	0.054
	0.049
	0.205

	Extension
	0.386
	0.149
	0.125
	0.036
	-0.086
	0.046
	0.215
	0.144
	0.072
	0.114


 (Standardized Coefficients Beta value is given in the table – 4), CD = Cultural Dimensions  
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