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Abstract 

Being able to retain, attract and motivate employees with different cultural backgrounds 
is a great challenge for international organizations (Cullen & Parboteeah, 2008) and an 
understanding of needs, goals, values and expectations in different cultures is essential 
when working cross-culture; otherwise, what has successfully motivated employees in 
one culture may be demotivating and cause frustration among employees in other 
cultures. (Phatak, Bhagat & Kashlak, 2005)   

Fons Trompenaars and Charles Hampden-Turner (1998) have identified seven 
dimensions of culture; Universalism versus Particularism, Individualism versus 
Communitarianism, Neutral versus Affective, Specific versus Diffuse, Achievement versus 
Ascription, Attitudes to time, Attitudes to the environment.  

Needs theories and process theories are the most commonly used theories when 
explaining motivation.  Content/needs theories explain “what” induces a behavior 
(Alpander & Carter, 1991) and why people have different needs. (Phatak et al. 2005) 
While process theories explain “how” different needs induce different behaviors. (ibid) 

The degree universalism versus particularism and individualism versus communitarianism 
is quite similar between Sweden, France and Spain. But the three following dimensions 
show some differences between the countries. The third dimension identifies Sweden 
and France as highly specific while Spain is more leaning towards a diffuse-oriented 
society. Spain is also a more affective culture than both Sweden and France whilst 
France is highly neutral and Sweden is neither highly affective nor highly neutral. Finally 
Sweden and France have quite high degrees of achievement orientations while Spain is 
placing in the middle of achievement and ascription oriented. Furthermore when 
ranking the motivational factors both Spain and France ranks extrinsic factors among 
their top four while Sweden ranks all intrinsic factor in their top five.  
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1. Introduction 
The introduction will provide the reader with a broader insight of the chosen topic for this 
study, followed by a problem discussion and finally the overall purpose of the study and 
how the study has been limited. 

1.1 Background 
 

“Motivation is about what we can give to a person now so he or she can work 
better in the future”  

-Trompenaars & Hampden-Turner, 1998, p. 133 

Motivated employees are essential to reach organizational objectives and keeping a high 
level of initial and ongoing motivation among employees is a necessity in order for 
organizations to succeed in the business world. The degree of job satisfaction among 
employees explains the level of motivation, which can be weak or strong and vary 
between individuals under different circumstances. Unmotivated employees can result 
in underproduction, poorer quality, sabotage, turnover and absenteeism in the 
organization, (Alpander & Carter, 1991) while motivated employees work hard, produce 
higher quality and greater quantity of work, participate in organizational activities and 
are less likely to quit their job. (Sadri & Bowen, 2011) Lok and Crawford have found a 
strong correlation between employee commitment and job satisfaction with turnover.  

Motivation is defined as “a set of energetic forces that originate both within as well as 
beyond an individual’s being, to initiate work-related behavior and to determine its form, 
direction, intensity and duration”. It is the psychological process resulting from the 
interaction between an individual and the environment. (Pinder, 1998, referred in 
Latham & Pinder, 2005) 

There are two basic types of motivational theory that is commonly used to explain 
motivation; content or needs theories and process theories. Content theories describe 
“what” induces a behavior and process theories describe “how” behavior is induced. 
(Alpander & Carter, 1991) 

The way individuals behave is highly influenced by the national culture. Employee 
commitment may differ when individuals bring their personal values, attitudes and 
beliefs to work. There are significant differences between western and eastern cultures 
which reflect how organizations are structured and managed according to Hofstede and 
Trompenaars & Hampden-Turner. With the increasing of globalization, managers and 
organizations must have a greater understanding of how to adapt leadership styles and 
organizational culture in order to affect commitment and job satisfaction in different 
national cultures. (Lok & Crawford, 2003) 

Geert Hofstede (2001) defines culture as “the collective programming of the mind that 
distinguishes the members of one group or category of people from another”(p. 9), where 
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the mind symbolizes how people think, feels and acts with consequences of beliefs, 
attitudes and values.  

“Culture is an integrated phenomenon and by recognizing and accommodating 
taboos, rituals, attitudes toward time, social stratification, kinship systems and many 
other components, modern managers will pave the way toward greater harmony and 

achievement in the country in which an multinational business operates” 
  

- Sherman et al., 2005, referred in Miroshnik, 2001, p. 524 

Trompenaars and Hampden-Turner (1998) stresses that every culture distinguishes 
itself from other cultures with how certain problems are solved. These problems can be 
categorized under three categories; those problems which results from our relationship 
with other people; those problems which come from the passage of time; and those 
problems which relate to the environment. Through these categories Trompenaars and 
Hampden-Turner have identified seven dimensions of culture; 1) Universalism versus 
Particularism – In a Universalist culture there is only one good ways to do things and 
rules and laws are always followed. In Particularism cultures attention is given to the 
obligation of relationships and circumstances. Friendship is more important and comes 
first. 2) Individualism versus Communitarianism – Individualism means that people 
regard themselves as individuals and in Communitarianism cultures people regard 
themselves as part of a group. 3) Neutral versus Affective – This dimension explains how 
we express our emotions. Neutral cultures keeps their feelings controlled while in 
affective cultures, feelings are expressed loudly. 4) Specific versus Diffuse – In a specific 
culture status is confirmed to the job in hand, this means that my subordinate is not my 
subordinate when I leave my work. In diffuse cultures on the other hand my subordinate 
is still my subordinate outside my work. 5) Achievement versus Ascription - In 
achievement-oriented cultures status is assigned from what you have accomplished 
while in ascribed-oriented cultures status is assigned according to how you are as a 
person (age, education, gender, birth, skin-color etc.). 6) Attitudes to time – This 
dimension explains how different cultures approach time and the relative the 
importance that is given to the past, present and future. 7) Attitudes to the environment – 
This dimension explain the degree to which a culture can influence one’s destiny. Inner-
directed cultures have the perception that you have control over your destiny while 
outer-directed cultures have the perception that you have no control over your destiny. 

“Culture is that complex whole which includes knowledge, belief, art, law, 
morals, customs and any capabilities and habits acquired by a man as a 

member of society”  
- Taylor, 1977, referred in Miroshnik, 2001, p. 526 
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1.2 Problem discussion 
Being able to retain, attract and motivate employees with different cultural backgrounds 
is a great challenge for international organizations with the increasing competition for 
talented workers and the rapidly changing labor market. (Cullen & Parboteeah, 2008) 
An understanding of needs, goals, values and expectations in different cultures is 
essential when working cross-culture; otherwise, what has successfully motivated 
employees in one culture may be demotivating and cause frustration among employees 
in other cultures. (Phatak, Bhagat & Kashlak, 2005)   

Overall performance of an organization is highly affected by cultural values and research 
has shown that performance differences in an organization can partially be explained by 
how different national cultures define desirable organizational performances. One 
example is that the USA business culture focuses on short-term profitability while the 
business culture in Japan focuses more on long-term profitability.  (Franke et al. 1991, 
referred in Pagell, Katz & Sheu, 2005) 

Many “universal” management theories used by well-known, experienced international 
organizations have failed. The use of pay-for-performance among employees in for 
example Africa has in many cases failed due to particular, unspoken, rules about the 
result and timing of reward and promotion. The use of management-by-objectives is 
another theory that has failed in many cases in the southern Europe when managers 
have not complied with the intangible nature of preconceived policy guidelines. 
(Trompenaars & Hampden-Turner, 1998)   
 

1.3 Purpose 
The purpose of this study is to analyze if there is any correlation between what factors 
that motivates university students when applying for their first job after graduation and 
national culture.     
 

1.4 Research question     
Do national cultural factors influence what motivates university students when applying 
for their first job after graduation?   
 

1.5 How to limit my study     
Motivation and national culture are two extremely large topics with a lot of research. 
Analyzing these two subjects combined would be too extensive. Because of this I have 
decided to limit the study. This study has been limited to comparing national cultural 
differences among students who will soon graduate from university in a number of 
countries and if there is a correlation between these cultural differences and how they 
influence what motivates university students when applying for a job after graduation. 
There are a great number of different motivational theories and to limit my study in the 
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area of motivation I will use only one motivational theory. There are a many different 
models to use when analyzing the national culture as well and the one I intend to use are 
the one formed by Fons Trompenaars and Charles Hampden-Turner. They have 
identified seven dimensions to use when analyzing culture but I will only use five out of 
these seven. I will exclude how we manage time and how we relate to nature in my 
analysis. This because I do not think that these two dimension have an impact on what 
motivate students when applying for a new job. 
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2. Literature review 
The literature review will present earlier studies connected and/or relevant to the purpose 
of the study and the stated research question in chapter one; Do national cultural factors 
influence what motivates university students when applying for their first job after 
graduation? 

2.1 How does national culture affect motivation? 
Cullen and Parboteeah (2008) notes that a great challenge for international 
organizations in today’s business world is the ability to retain, attract, and motivate 
employees with different cultural backgrounds. When working across cultures an 
understanding of needs, goals, values and expectations in different cultures is of great 
importance; otherwise what has successfully motivated employees in one culture may 
be demotivating and frustrating for employees in another culture. (Phatak, Bhagat & 
Kashlak, 2005) For this not to happen, knowledge about what work means to people in 
different cultural backgrounds are essential. This knowledge comes from answering two 
basic questions: how important is work in people’s lives? And what do people value in 
work? (Cullen & Parboteeah, 2008) 

How important is work in people’s lives?    
To answer this first question the degree of work centrality and work obligation norms are 
used. Work centrality represents the importance (Cullen & Parboteeah, 2008) and value 
working (Phatak et al, 2005) has in the life of an individual in comparison to other 
activities such as community, family, leisure etc. Evidence suggests that there is a close 
correlation with the amount of working hours and the degree of work centrality. In 
cultures where the degree of work centrality is high they tend to work more hours and 
are more committed to succeed at work. Observations done by Inglehart, Basanez and 
Moreno shows that industrialized societies which used to strive on values that 
encouraged  work centrality, economic achievement, individualism and innovation now 
are shifting to values that concern quality-of-life issues and individual self-expression. 
The level of work obligation norms indicates how much of an obligation and duty work 
is to the citizens of a society; (Cullen & Parboteeah, 2008) for example, duty to save for 
ones future and duty to contribute to the society. (Phatak et al, 2005) A high level of 
work obligation norms represents a greater individualistic approach to work with 
longer working hours and a strong work ethic. (Cullen & Parboteeah, 2008) 

What do people value in work?     
Work values can also be explained as what people expect from work. Cullen and 
Parboteeah (2008) suggest two important types of work values: 1) extrinsic work values 
– external values related to salary, job security, and less demanding work, and 2) 
intrinsic work values – internal values related to openness to change, the pursuit of 
autonomy, growth, creativity, and the use of initiative at work. (Cullen & Parboteeah, 
2008) Values influences an individual’s needs as well as determine the behavior 
required to satisfy those needs. (Thomas, 2002) Figure 2.1 shows how cultural values 
affect various management functions, including motivating, in an organization. 
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Needs 
All human beings are striving to satisfy different needs. Whether there are basic human 
needs such as being hungry or a more complex need such as being the best in whatever 
one attempts. Needs are “a feeling of deficit or lacking that people experience at some 
time” (Cullen & Parboteeah, 2008, p. 697) and are satisfied with a goal-directed behavior 
resulting from motivation. The work setting is commonly used to satisfy many different 
needs, such as providing food and shelter, affording leisure, having responsibility, 
having a chance to use initiative, and developing relationships with other people. There 
is a basic assumption in many motivation theories that the more needs that can be 
satisfied through work, the harder one works. (Cullen & Parboteeah, 2008) 

 

 

Figure 2.1: Environmental Influences on International Management Functions 

Source: Phatak et al. (2005) p. 140 
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2.2 Motivational theories  
The interest for motivation and job satisfaction dates back to the early 1900s. From 
early management theories by Frederick W. Taylor and the Scientific Management 
Theory which argued that financial compensation enhanced motivation. Studies in the 
mid-twenties century focused on workplace behavior and techniques that was supposed 
to enhance work performance. The modern approach to motivation focuses on 
personality based views, cognitive choice/decision approaches, and goal/self-regulation 
perspectives. (Wiley, 1995)  

There are two basic types of motivational theory that is commonly used to explain 
motivation; content/needs theories and process theories. Needs theories explain “what” 
induces a behavior (Alpander & Carter, 1991) and why people have different needs. 
(Phatak et al. 2005) While process theories explain “how” different needs induce 
different behaviors. (ibid)  
 

2.2.1 Needs theories of motivation    
The assumption of needs theories is that work helps individual’s satisfy both basic and 
high level needs. (Cullen & Parboteeah, 2008) Maslow’s hierarchy of need theory, 
motivation-hygiene theory, and achievement motivation theory are among the most 
popular and well-known needs theories and are presented below: 

2.2.1.1 Maslow’s hierarchy of needs Theory    
Abraham Maslow proposed his hierarchy of needs theory in 1943. Maslow identified five 
basic human needs that is the foundation of all human activity. The five basic needs are; 
(Sadri & Bowen, 2011) (also shown in figure 2.1) 

 Physiological needs – the most obvious physiological need is monetary 
compensation such as wages, bonuses, stock options and retirement plans. Other 
physiological needs are; food, clean air, fresh water, shelter and to sleep, to be 
active, to rest. 

 Safety needs – the safety needs consists of the need to be safe from physical and 
psychological harm. 

 Love/belonging need – the love/belonging need consists of the need for affection 
and belonging.  

 Esteem – this need consist of the need for responsibility, reputation, prestige, 
recognition and respect from others.  This increases an employee’s self-
confidence and motivation.  

 Self-actualization – this need consists of the need for self-fulfillment and to 
become the best one can be. (ibid) 

 

Each need must be totally satisfied before the individual proceeds to the next level. 
When one need has been totally satisfied it ceases to be a motivator. (Sadri & Bowen, 
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2011) According to Wiley (1995) the main strength with this theory is that it identifies 
how an individual’s needs motivate behavior.   
 

 

Figure 2.1: Maslow's Hierarchy of Needs 

Source: http://www.comprofessor.com/2010  

 
 
2.2.1.2 Motivation-Hygiene Theory     
Frederick Herzberg introduced this theory also known as the “two-factor theory”. The 
theory argues that job satisfaction depends on achievement, recognition (verbal), the 
work itself (challenging), responsibility, and advancement (promotion). These five 
factors that affect job satisfaction are called motivation factors and are related to 
personal growth and self-actualization. When they are presented at a job, the employees’ 
basic needs are satisfied by the five intrinsic aspects of the work itself which will result 
in positive feelings as well as improved performance. Job dissatisfaction on the other 
hand depends on company policy and administrative practices, supervision (technical 
quality), interpersonal relations (especially with supervisors), physical working 
conditions, job security, benefits, and salary. These factors are called hygiene factors and 
have to do with the context in which the work is performed. If these factors are managed 
in the right way it can have a positive effect on performance, but only to a certain point. 
In order to generate really positive feelings and even higher performance, the manager 
must incorporate the motivation factors. (John B. Miner, 2005) (See figure 2.2)  
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Motivator factors Hygiene factors 
Achievement 
Recognition 
Work Itself 

Responsibility 
Promotion 

Growth 

Pay and Benefits 
Company policy and administration 

Relationship with co-workers 
Physical environment 

Supervision 
Status 

Job security 
Salary 

Figure 2.2: Motivation Hygiene Theory 

 
 
2.2.1.3 Achievement Motivation Theory    
David McClelland introduced the achievement motivation theory in the early 1950s. The 
theory focuses on three motives; achievement (hope of success, fear of failure, fear of 
success), power and affiliation. McClelland describes these motives as learned motives, 
arranged in a hierarchy of the degree in which they influence different behaviors in 
different individuals (Miner, 2005) depending on the strength of the particular need 
which varies according to the situation. (Wiley, 1995) If an individual experience the 
feeling of pleasure when in an achievement situation such as tackling a challenging task, 
the achievement is in the top of the motive hierarchy. This means that a minimal signal 
is needed to activate the expectations of achievement for that individual to feel pleasure. 
This in turn increases the probability that the individual is striving for achievement. 
Strong motives, in the top of the hierarchy, are more likely to influence feeling than 
weaker motives which will take a secondary role in influencing feelings. Individuals with 
a strong feeling of achievement prefer situations with intermediate level of difficulty and 
risk as well as situations where success can be achieved with their own effort and 
ability. These situations are called Achievement situations by McClelland. (Miner, 2005) 
Studies have shown that individuals with a strong achievement motivation will set 
higher goals than those who are weaker in the achievement motive. (Wiley, 1995) 

Power motivation can be expressed in behaviors in varying ways depending on the 
individual. The power motive is developed differently in every individual and there is a 
hierarchy of growth and development with four stages to describe the strength of the 
power motive in individuals. In stage 1, the strength of power motivation originates 
from others. In stage 2, the strength of power motivation originates from managing to do 
things on one’s own. In stage 3, power motivation involves competing and winning 
against another individual or helping that individual to get the feeling that he or she 
needs me. In stage 4, the strength of power motivation originates from influencing 
others, such as cooperate success. (Miner, 2005) 

Affiliation can have a great impact on an effectiveness of a manager and strong affiliation 
motives may interfere with effectiveness and the result on effectiveness may be 
negative. McClelland and Burnham explain the linkage as follow: 
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“For a bureaucracy to function effectively, those who manage it must be 
universalistic in applying rules. This, if they make exceptions for the particular 

needs of individuals, the whole system will break down. The manger with a high 
need for being liked is precisely the one who wants to stay on good terms with 
everybody, and, therefore, is the one most likely to make exceptions in terms of 

particular needs” (ibid, p. 50-51). 

 
 
2.2.2 Process theories      
The assumption with process theories is that motivation is generated by a combination 
of an individual’s needs, values and beliefs regarding the work environment. (Cullen & 
Parboteeah, 2008) Expectancy theory, equity theory, and goal-setting theory are all 
categorized as process theories and are presented below.  

2.2.2.1 Expectancy Theory     
There are several theorists that have contributed to the expectancy theory but the 
concepts set by Victor Vroom, Lyman Porter and Edward Lawler is the dominant. 
(Miner, 2005)  The theory argues that “performance is a multiplicative function of 
performance (the belief that effort will lead to performance), instrumentality (the belief 
that performance will lead to reward) and valence (the perceived feelings or value of the 
rewards or outcomes of performance)”. (Locke & Latham, 1990, p. 241) When 
instrumentality and valence are constant, the association between expectancy and 
performance will be positive. (Locke & Latham, 1990) If an individual has a positive 
valence towards an outcome then it is preferred having and if the individual has a 
negative valence towards an outcome then it is not preferred having. Instrumentality 
can be described as an outcome-outcome linkage, while expectancy which is the central 
variable in this theory can be described as an action-outcome linkage. The combination 
of valence and expectancy is called force by Vroom and people are expected to choose 
actions in a manner that maximizes the force. (Miner, 2005) 

“The force on a person to exert a given amount of effort in performance of his 
job is a monotonically increasing function of the algebraic sum of the products 
of the valences of different levels of performance and his expectancies that this 

amount of effort will be followed by their attainment”  (ibid, p. 98) 

The Expectancy theory differentiates between extrinsic and intrinsic motivation. 
Intrinsic motivation is “based on the desire for competence and self-determination” 
(ibid, p. 109) and is measured through observation on how much time an individual 
choose to spend on a specific task when there is a free choice as to what to do with their 
time. By enhancing the individuals’ sense of self-determination through free choices of 
what to work with or in what order to work on task, and the individuals competence 
through positive feedback it is said to facilitate intrinsic motivation. Extrinsic motivation 
is facilitated with the help of rewards and then usually in the form of money. There are 
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two aspects of extrinsic motivation; controlling and informational. Intrinsic motivation 
is decreased if the controlling aspect is prominent and intrinsic motivation is increased 
if the informational or feedback aspect is prominent and positive. (ibid)     
 
2.2.2.2 Equity Theory     
J. Stacy Adams introduced the equity or it may be equally appropriate to call it the 
inequity theory in the 1960s when the main source to job dissatisfaction where reported 
to be the feeling of unfairness among employees. The theory argues that an exchange 
occurs when an individual do something (input) and gets something in return 
(outcome). Examples on possible inputs to and outcomes from an employment exchange 
are presented in table 2.1. Inequity occurs when there is an imbalance between the 
input and outcome and this can result in dissatisfaction either in the form of anger (too 
little reward) or guilt (too much reward). (Miner, 2005)  
                

Table 2.1: Possible inputs to and Outcomes from an employment exchange 

Inputs Outcomes 
Education Pay 
Intelligence Intrinsic rewards 
Experience Satisfying supervision 
Training Seniority benefits 
Skill Fringe benefits 
Seniority Job status 
Age Status symbol 
Sex Job perquisites 
Ethnic background Poor working conditions 
Social status Monotony 
Job effort Fate uncertainty 
Personal appearance Herzberg’s dissatisfies 

Source: Miner (2005) p. 136 

 

To help understand the definition of equity, table 2.2 presents the amount of equity an 
individual may experience under varying terms of input and outcomes. (ibid) 
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Table 2.2: The amount of inequity Experienced Under Various Inputs and Outcome Conditions 

Perception of 
oneself 

 
Perception of the reference source 

 Inputs low – 
outcomes high 

Inputs high – 
outcomes low 

Inputs low – 
outcomes low 

Inputs high – 
outcomes high 

Inputs low – 
outcomes high 

No inequity Much inequity Some inequity Some Inequity 

Inputs high – 
outcomes low 

Much inequity No inequity Some inequity Some inequity 

Inputs low – 
outcomes low 

Some inequity Some inequity No inequity No inequity 

Inputs high – 
outcomes high 

Some inequity Some inequity No inequity No inequity 

Source: Miner (2005) p. 137 

 
 
2.2.2.3 Goal-setting Theory     
Edwin A. Locke and Gary P. Latham developed the goal-setting theory in 1990 and it is 
the most dominant theory in the field of motivation. (Latham & Pinder, 2005) The 
theory argues that task performances are directly affected by the conscious goal(s) the 
individual set up for a task. There is scientific evidence that if an individual set specific 
and difficult goal it will lead to a better performance than if the goal were specific, easy 
or vague. The individual or group must believe that they are able to attain the goal in 
order to commit to the goal which is a necessity for the goal to affect performance. Goal 
commitment is generally highest when there is some sort of values associated with 
attaining the goal. (Locke & Latham, 1990) Locke & Latham (1990) presents three 
different types of goal-setting; assigned goals, participating in the setting of employee 
goals, and letting employees set their own goals. Even though there are no differences 
between the levels of goal commitment among these types of goal-settings, assigned 
goals are more effective than what was first thought and have stronger influence on 
personal goals than the other types. There are several factors that explain this event; 1) 
assigned goal are often assigned by people with legitimate authority which can have a 
powerful influence of a subordinates consent, 2) Assigned goals may imply that the 
authority figure has confidence in that the subordinates can attain the goal which in turn 
can affect the subordinates’ self-confidence, 3) If the assigned goal is difficult it can pose 
a challenge to people and motivate them to use the task to improve their skills and prove 
their competence, and 4) Assigned goals help to define the standards people use to 
attain self-satisfaction with their performance. The incidence of feedback on the 
performance is essential to make goal-setting more effective and without feedback the 
long-term effect on performance with goal-setting is little. (Locke & Latham, 1990) 
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2.3 Hofstede’s framework of cultural dimensions 
The Dutch psychologist Geert Hofstede has developed a framework to compare culture 
through five dimensions. The dimensions framework was formed by studying 116.000 
employees in 40 countries of the multinational company IBMs subsidiaries and the 
analysis focused on how the values among employees differ between countries. With the 
help of the IBM study he developed five dimensions for studying culture: (Hofstede, 
2001) 

Power distance    
The first dimension of national culture concerns how different societies handle human 
inequity in areas such as physical and mental characteristics, status and prestige, wealth, 
power and laws, rights and rules. (Hofstede, 2001) Hofstede (2001) continues by 
explaining that the national culture decides to what extent people accept unequal power 
distance in these areas. Power distance indicates how desirable and acceptable 
inequality is as well as the level of dependency versus independency in the society. In 
organizations, inequality in power is inevitable usually in the form of superior-
subordinate relationships. This inequality in power distance among its member is 
essential for control and without it, the organization would reflect “a flock of birds, in 
which the only rule of behavior for each bird is to change the direction of its flight so 
that, relatively, it always sees its fellows in the same position and thus never leaves the 
group” (Hofstede, 2001, p.82). Societies with a high level of power distance are more 
likely to accept a hierarchical order where every individual has its place. On the other 
hand, societies with a low level of power distance strive for equality. (geert-
hofstede.com/dimensions.html) 

Uncertainty avoidance  
The second dimension of national culture is concerned with how societies handle 
uncertainties in life such as the uncertainty of the future. Do we control it or just let it 
happen? To deal with these uncertainties societies can turn to technology – all human 
artifacts, laws – formal and informal rules that guide social behavior and religion – all 
revealed knowledge of the unknown. How different societies cope with these 
uncertainties differ among all societies both traditional and modern. The family, the 
school and the state are all institutions that have been shaped through cultural heritage 
to handle these uncertainties. (Hofstede, 2001) Societies that are high in uncertainty 
avoidance do not tolerate unconventional behavior and ideas, and adhere to strict 
beliefs and behavior. Societies with low uncertainty avoidance on the other hand have a 
more relaxed approach to the unknown. (geert-hofstede.com/dimensions.html) 

Individualism – collectivism    
The third dimension of national culture is concerned with if the society is individualistic 
or if the society is more focused on the collectivity. How a society relates to 
individualism and collectivism reflects how we live together – for example nuclear 
families, extended families, tribes etc. But it will not just affect the family, but education, 
work, religion and politics are also affected. The level of individualism or collectivism 
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will strongly affect the relationship employees have with the organization where he or 
she belongs. In collectivism societies organizations demand greater emotional 
dependence from its members while in individualism societies, the organization demand 
individual responsibility of actions. (Hofstede, 2001)     

Masculinity – femininity  
The fourth dimension of national culture concerns how the society handle differences in 
gender roles. Even though the biological difference between men and women is the 
same in all societies, the difference in labor varies widely. While men appear to be 
autonomous, aggressive, and dominant, women appear to be nurturing, helpful, humble, 
and affiliating in many societies. In societies with a high level of femininity (low level of 
masculinity), life satisfactions among employees is a greater priority than work success. 
The opposite goes for societies with a low level of femininity. (Pagell et al, 2005) 

Time orientation     
The fifth and final dimension of national culture is the emphasis different societies place 
on time. Some cultures are very time-conscious and time is perceived to have a value. In 
these cultures being late to an appointment or a deadline would be considered an insult.  
In other cultures time is not limited or valuable rather these cultures perceive time as an 
inexhaustible resource. Individuals in these cultures are more relaxed in term of being 
on time for appointments and deadlines. (Phatak et al, 2005)    
   

2.4 Trompenaars & Hampden-Turners framework of cultural dimensions 
Trompenaars and Hampden-Turner (1998) claims that every culture distinguishes itself 
from other cultures with how certain problems are solved. These problems can be 
categorized under three categories; those problems which results from our relationship 
with other people; those problems which come from the passage of time; and those 
problems which relate to the environment. Through these categories Trompenaars and 
Hampden-Turner have identified seven dimensions of culture.   
 
Universalism versus particularism    
In a Universalist cultures there is only one good ways to do things and rules and laws are 
always followed. In Particularism cultures attention is given to the obligation of 
relationships and circumstances. Friendship is more important and comes first. 
Universalist societies are rule-based and there is equality that everyone should follow 
the same rules. There is a fear that the whole system will collapse if you start making 
exceptions about the stated rules. In particularism societies the focus is on the 
exceptional nature of the present circumstances. People in these societies foster their 
relationships and will protect, sustain discount the relationship no matter what the rules 
are. (Trompenaars & Hampden-Turner, 1998) 
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Individualism versus communitarianism    
In individualist societies people regard themselves as individuals and in 
communitarianism cultures people regard themselves as part of a group. According to 
Trompenaars and Hampden-Turner (1998) there is a significant similarity between this 
dimension and religion. Evidence has shown that protestant cultures are more 
individualistic while catholic cultures like the Latin Americans are more 
communitarianism. This relationship between individualism and communitarianism 
plays a major role when it comes to motivate employees. In communitarianism cultures 
there is a greater satisfaction to share an extrinsic money reward with colleagues than 
take the money for themselves as individuals, as in individualism cultures. (ibid) 

Affective versus neutral     
This dimension concerns how we express our emotions. Neutral cultures keep their 
feelings controlled and attenuated. But this does not mean that they are cold or not 
interested, they still express feelings loudly when experiencing rampant joy or grief. 
Affective cultures on the other hand express their feelings more loudly with gestures, 
loud laughs, grimacing, smiling etc.  The degree of being affective can vary among 
cultures and in some cultures the expressing of feelings may seem a bit exaggerated, for 
example when a Frenchman curses others in a traffic accident does not mean that he 
want to commit violence, he is just giving his point of view and is expecting the other to 
do the same. (Trompenaars & Hampden-Turner, 1998)   

Specific versus diffuse     
In specific oriented cultures status is confirmed to the job in hand, this means that my 
subordinate is not my subordinate when I leave my work. While in diffuse cultures on 
the other hand my subordinate is still my subordinate outside my work. In diffuse 
cultures there is a small public space and the private space is large. This means that it is 
harder to get to know a person in a diffuse culture, but once a friend is admitted, this lets 
him or her into nearly all private space. In specific cultures on the other hand the public 
space is relative large and the private space small. This indicates that it is more likely to 
be acquaintances in a specific culture than close friends as in diffuse cultures. 
(Trompenaars & Hampden-Turner, 1998) 

Achievement versus ascription     
In achievement-oriented cultures status is assigned from what you have accomplished 
while in ascribed-oriented cultures status is assigned according to how you are as a 
person (age, education, gender, birth, skin-color etc.) and has nothing to do with how 
effective you are at work. Cultures that emphasizes achievement is said to reflect 
developed and modern societies that is striving forward. Ascription-oriented societies 
on the other hand are said to be economically backwards and is reflected by late or 
underdeveloped societies. Ascribing societies has even been considered as harmful to 
the economic health of a society. (Trompenaars & Hampden-Turner, 1998)   
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How we manage time     
This dimension consider the orientation to past, present and future in a society. The 
concept of time can either be sequential, a series of events passing at regular intervals, or 
synchronic, time passes in a repetitive and circular way where the past and the future 
shape the present. Societies that manage time in a sequential approach like to do things 
one-thing-at-a-time, with a strict time schedule and agenda. In societies with a 
synchronic approach to time are on the other hand like having many things to do and 
are more flexible in terms of time schedule and agendas. (Trompenaars & Hampden-
Turner, 1998)    

How we relate to nature      
This last dimension presented by Trompenaars and Hampden-Turner (1998) consider 
the view different cultures has on the natural environment and if they act with the 
nature or against the nature. Trompenaars and Hampden-Turner (1998) describe those 
cultures who think that they can control and affect the nature as inner-directed. Inner-
directed cultures are competitive and one issue is that the “nature” can be everyone else. 
The mentality in inner-directed cultures is that “they” has to adapt to us. Cultures that 
do not think that the nature is neither controllable nor actuable are called outer-directed. 
In outer-directed cultures the mentality is that we have to adapt to “them”. In an 
organization the “nature” can be superiors for the subordinates.  

 
2.5 How Hofstede’s cultural dimensions affect motivation 
 
Individualism – Collectivism     
Phatak et al. (2005) notes that societies with a high degree of individualism are 
motivated by the opportunities of individual achievement and increased autonomy  than 
in societies with a high degree of collectivism, where people are motivated by achieving 
group goals, activities and rewards. Research shows that performance is higher when 
individualists are working alone than when working in a group while collectivists 
working in a group perform higher than when working alone.  

Power distance     
Organizations in societies with a high degree of power distance is more likely to be 
highly hierarchical structured with many levels of management. Work tasks, work 
design and reward systems are structured through formal rules and regulations set by 
the organization. In contrast, organizational structures in societies low in power 
distance are more likely to be “flatter” with the absence of formal rules and regulations. 
Instead, creativity is encourage and work tasks, work design and reward systems are 
usually formulated in consultation between superiors and subordinates. Intrinsic 
motivation is often favorably in societies with a low degree of power distance. (Phatak et 
al. 2005) 
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Uncertainty Avoidance     
According to Phatak et al. (2005), the unwilling to take risks, the need for job security 
and reluctant to make independent decisions characterize a society high in uncertainty 
avoidance. It is expected that decision-making is a task for managers and then provide 
explicit instructions to the subordinates, which results in hampered creativity and 
innovations. In societies low in uncertainty avoidance is characterized by a desire to 
perform tasks with calculated risks as well as continuous problem solving. Societies low 
in uncertainty avoidance is reflected by a higher level of achievement motivation, while 
societies high in uncertainty avoidance are reflected by strong security motivation. 

Masculinity – Femininity     
Masculine societies are characterized by distinct boundaries that divide work roles and 
non-work roles. The work role symbolizes the exerted profession and the duties and 
responsibility one have to the organization. The non-work role on the other hand is the 
role people plays outside work such as being a father, mother, sister, brother, friend etc. 
In highly masculine societies, the feeling of competition acts as a motivator. In contrast, 
the boundaries between work role and non-work role are more flexible in feminine 
societies. This make accommodating work schedules, such as flextime, part-time, and 
shift work, as well as jobs that nurture quality of life to act as motivators. (Phatak et al. 
2005) 

 Long-Term versus Short-Term orientation   
The differences in time orientation that is emphasized in cultures should reflect 
compensation schemes and reward systems in order to enhance motivation, job 
satisfaction and organizational commitment. (Phatak et al. 2005)   

 
2.6 Conceptual framework 
Conceptualization of the research question: Do national cultural factors influence 
what motivates university students when applying for their first job after 
graduation? 

The most important thing to study in order to answer the research question presented 
in chapter one is how different cultures relate to the cultural dimensions presented in 
the literature review which may influence how managers motivate employees as well as 
attract new talent to an organization. In this study I will rely on the cultural dimensions 
presented by Trompenaars and Hampden-Turner as well as the Expectancy Theory, 
which is one of the motivational theories brought up in the literature review. 

Trompenaars and Hampden-Turner (1998) have identified seven fundamental 
dimensions of culture which influence how to manage business internationally; 
Universalism versus particularism, Individualism versus communitarianism, Neutral versus 
affective, Specific versus diffuse, and Achievement versus ascription are concerned with 
our relationship to other while How we manage time and How we relate to nature are 
concerned with our time perspective and if we control our own destiny. 
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There are two questions that need to be answered in order to know how to attract new 
talent and retain existing employees in different cultures according to Cullen and 
Parboteeah (2008); How important is work in people’s lives? What do people value in 
work? (ibid) 

Work values can be explained by the expected outcome from working. Cullen and 
Parboteeah (2008) suggest two important types of work values: 1) extrinsic work values 
– external values related to salary, job security, and less demanding work, and 2) 
intrinsic work values – internal values related to openness to change, the pursuit of 
autonomy, growth, creativity, and the use of initiative at work.  

The expectancy theory differs in extrinsic and intrinsic motivation Extrinsic motivation 
is facilitated with the help of rewards and then usually in the form of money. By 
enhancing the individuals’ sense of self-determination through free choices of what to 
work with or in what order to work on task, and the individuals competence through 
positive feedback it is said to facilitate intrinsic motivation. 
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3. Methodology 
This chapter will present the used methodology. The questions discussed are; purpose of 
research, research approach, research strategy, data collection method, sample selection, 
analysis of data, and quality standards.  

3.1 Purpose of research     
Exploratory Stage      
An exploratory research design is often used in the initial phase to a larger and more 
comprehensive social science study (Berg, 2004) where the investigator aims to develop 
hypotheses and propositions for further study. (Yin, 1994) Fieldwork and data collection 
may be carried out before the actual research question is defined. (Berg, 2004)  

Explanatory Stage      
Explanatory research design are useful when doing complex studies, where there is a 
need to use multi-dimensional cases and compare a diversity of influences. This can be 
achieved by using a pattern-matching technique. (Berg, 2004) With this technique, 
empirically based patterns are compared with predicted ones. In an explanatory case 
study these patterns are compared with dependent or independent variables of study. 
(Yin, 1994)  

Descriptive Stage      
Before a descriptive research is used, the investigator must know exactly what unit(s) is 
to be analyzed and then present a descriptive theory of something. This theory will act 
as a framework for the investigator to follow throughout the study.  (Berg, 2004) 

This study mostly relies on a descriptive research method. This due to the fact that the 
research question will be answered by studying appropriate literature and scientific 
articles on the subject as well as through surveys with students from different cultures. 
Pattern-matching technique from the explanatory research method is used to compare 
the answers from the surveys with predicted patterns from the literature. 

 
3.2 Research approach 
According to Neuman (2003) there are several different techniques to use when 
collecting data, all of them clustered into two categories; quantitative – data are 
collected in the form of numbers which are usually presented with charts, tables and 
graphs or qualitative – data are collected in the form of text, words, phrases, or symbols 
describing people action and events in social life. 

Quantitative research  
For the most part qualitative research relies on a positivist approach to social science. 
This means that the researcher is the expert and concludes the research question with 
the help of the research that is done.  The aim with a qualitative research is to discover 
and document law like generalizations. The research uses a technocratic perspective and 
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follows a step-by-step approach in a linear manner with measuring variables and testing 
hypotheses that are liked to a general causal explanation. (Neuman, 2003)  

Qualitative research     
Qualitative research relies for the most part on explanatory or critical social science. 
With this type of research the research question is based on the people studied within 
the study. The aim with the qualitative research is to eliminate false conceptions held by 
those being studied and to treat people as creative, compassionate human beings and 
not as objects. The research uses a transcendent perspective and follows a non-linear 
manner by conducting examinations of cases that reflecting social life. (ibid)     

By comparing these two categories of ways to approach research it most suitable to 
conduct a quantitative research. This due to the fact that focus lies on conducting 
research on a small group of selected people where the results are going to generalize a 
larger group of people in their home country.   
  
 
3.3 Research strategy    
Experiments, content analysis, existing statistics, and surveys are four different ways of 
collecting data and conducting quantitative research. (Neuman, 2003) 

Experiments    
In experimental research the researcher usually divide the people being studied into 
two or more groups. One of these groups is then given a condition that the researcher is 
interested in studying.   

Content analysis    
Content analysis is usually used when the researcher examines information, or content 
in written or symbolic material such as pictures, movies, song lyrics etc.   

Existing statistics    
In existing statistic research the researcher analyze already existing information and 
then combine this information in new ways to address the stated research question. 

Surveys 
Surveys are the most widely used data collection technique in social science and are 
often used when doing descriptive or explanatory research. Surveys are used to measure 
many variables and follow a deductive approach. This means that the researcher begin 
with a theoretical problem and ends with empirical measurements and data analysis. 
Researchers using surveys ask people questions in a written questionnaire or during an 
interview. The results then provide a general picture of what a sample of a small group 
of selected people think or report doing. The results are then generalized to larger 
groups of which the smaller group was chosen. (ibid)  
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With these four types of quantitative research methods in mind I have chosen to do 
surveys with students at Lulea University of technology (hereby referred to as LTU) 
since this type is most suitable for the purpose of this study. 

 
3.4 Literature search     
The databases that have been used to find full text, scholarly (peer-reviewed) and earlier 
published scientific journal articles that are relevant to my field of research are Emerald, 
Ebsco, and Elsevier. Combinations of words used in the search are as follow: Culture 
AND Motivation AND Employee, Management AND Motivation, Management AND 
Motivation AND Employee, Motivation theory AND Employee, and Culture AND 
management. The library database has also been used to find literature on the chosen 
topic.   

 
3.5 Data collection method  
There are four different types of surveys; mail and self-administered questionnaires, 
telephone interviews, and face-to-face interview. The advantage of mail and self-
administered questionnaires is that it is cheap, the questionnaires can be sent to a wide 
geographical area, and the respondents can complete the questionnaire when it suits 
them. The disadvantage is the low response rate, the researcher cannot control the 
conditions under which the questionnaire is complete, the researcher cannot visually 
observe the respondents reactions to the questions, and someone else may answer the 
questions then the one the questionnaire where sent to. (Neuman, 2003)   

The survey that is created consists of questions formed by Trompenaars and Hampden-
Turner (1998) which are used to determine how different national cultures relate to the 
different cultural dimensions presented in the literature review. Furthermore the survey 
consisted of different forms of intrinsic and extrinsic motivational factors that have been 
asked to be ranked from 1-10 (1 = most important, 10 = least important) to determine 
what motivational factors are most important in different national cultures. The surveys 
was be sent by email to a total of 600 students. With the help from the international 
office at LTU I gain access to all the exchange students email addresses and I gained 
access to email addresses to the Swedish students through the LTU website. To increase 
the response rate I started the email with an introduction letter with a description of 
what the survey was about, the aim with the survey, and approximately how long time it 
would take for the respondent to complete the questionnaire. Three days after the 
survey was sent to the students I send a reminder to make sure that those who had 
forgotten to answer the questionnaire got a new chance. Before I send the surveys to the 
students I let a few students test the survey to make sure that the questions and 
language used where fully understood. 
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3.6 Sample selection 
This intent to examine if there is a correlation between national culture and what 
motivates newly graduated students when applying for a job. To answer the stated 
research question I first had to determine which people that I think was most suitable in 
order to give me the answers for the research question and accomplish the purpose of 
this study. I decided to email all exchange students as well as 300 randomly selected 
students participating in any of the business programs at LTU. Analyzes has only been 
done on those surveys answered by students in the 20-30 age range and by exchange 
students that has not been in Sweden for longer than 12 months. The empirical analyzes 
includes those countries where I got more than five responses from. Out of the 600 
students that where emailed I received more than five responses from students coming 
from Sweden, Spain, and France. For a closer look on the response frequency, see 
appendix 2.      
 

3.7 Analysis of Data 
According to Neuman (2003) qualitative data is usually presented in the form of charts, 
graphs, or tables to make the evidence clear to the reader. But before the data can be 
presented the researcher has to go through three stages; coding data, entering data, and 
cleaning data.  

Coding the data    
Coding the data means that in order to make the data easy to analyze with a computer 
program the raw data has to be reorganized in another form. This procedure is easy if 
the data is collected in numbers but is much more complicated when the data is 
collected with surveys using open-ended questions which are going to be reorganized 
into numbers. One example of coding data is that researcher uses 1 for the variable male 
and 2 for the variable female. (ibid) 

Entering data    
When researchers enter the collected data into a computer program it is usually done in 
a grid form. This means that each row represents each respondent, subject, or case these 
are called data records. Each column on the other hand represents specific variables and 
is called data fields. (ibid) 

Cleaning data    
When the researcher are coding the data and entering data it is extremely important to 
be accurate, otherwise the validity of the whole study may be threatened and the results 
may be misleading. After coding and entering the data the researcher may randomly 
select data to code again a second time (clean the data) to make sure that the data is 
accurate. There are two ways to clean the data; possible code cleaning – checking all 
variables for impossible codes, or contingency cleaning – checking for logically 
impossible combinations of codes. (ibid) 
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When analyzing the collected data I first had to code the data. When the questions are 
not open-ended questions but specific response options it makes it easier to code the 
data into numbers which I entered in rows using Microsoft Excel. The nationalities was 
coded into numbers as well which was enter in columns. I have been using the “possible 
code cleaning” to clean the data to make sure that the coding and entering of data has 
been accurate. The responses to each question have been summarized and analyzed 
according to nationality.  

 
3.8 Quality standards 
Reliability and validity are two terms used to measure the standard of the study.  
Reliability is concerned with how reliable the results are and if the same results will 
occur if the study were done again under the same or similar circumstances. Validity on 
the other hand is concerned with the truthfulness of the study and “how well an idea of 
the reality “fits” with the actual reality” (p. 179). (Neuman, 2003) There are three types 
of reliability and four types of validity according to Neuman (2003): 

 Stability reliability – refers to if the results are reliable across different time 
periods and answers the question: “does the measure deliver the same answer 
when applied in different time periods?” (p. 179) 

 Representative reliability – refers to if the results would be the same if applied to 
different groups and answers the question: “does the indicator deliver the same 
answer when applied to different groups?” (p. 179) 

 Equivalence reliability – are used when the researcher uses many items to 
measure the same thing. Equivalence reliability answer the question: “does the 
measure yield consistent results across different indicators?” (p. 180) 

 Content validity – a special type of face validity and answer the question: “is a full 
content of definition represented in a measure?” (p. 183) 

 Criterion validity – indicates if a construction is accurate through some standards 
or criterion. 

 Concurrent validity – a study with concurrent validity has to be associated with an 
already existing indicator that is proved to be valid. 

 Predictive validity – predicted logical future events that are related to a 
construction by an indicator are called predictive validity.  (ibid) 

In order to make the quality of the study as high as possible I began by e-mailing 300 
Swedish students as well as 300 exchange students. In order to increase the reliability of 
the study, analyzes has only been done on those surveys from national cultures with a 
minimum of five respondent, surveys from exchange students that has been studying in 
Sweden for no longer than 12 months, this to avoid fully adaptation to the national 
culture in Sweden, as well as those surveys answered by students in the 20-30 age 
range. The responses options are developed by two researchers for the same purpose 
(measure cultural dimensions) as this study, the questions were constructed in a way 
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that there are two extremes; this will increase the reliability in the way that all 
constructions are clearly conceptualized. 
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4. Empirical data 
In this chapter the data collected through surveys which was sent to student at LTU is 
presented, aiming to answer the stated research question in chapter one.  The data is 
categorized in the cultural dimensions presented in the literature review with a short 
recap in chapter two and at the end of the chapter the ranking of the motivational factors 
is presented.  

 
4.5 Universalism versus particularism 
Universalist societies are rule-based and there is equality that everyone should follow 
the same rules and laws. In Particularism cultures attention is given to the obligation of 
relationships and circumstances. Friendship is more important and comes first. 
(Trompenaars & Hampden-Turner, 1998) 

To determine if a national culture where either universalistic or particularistic I asked 
the respondents to answer the question below. The question is about if the respondent 
thinks that a friend could expect his or her help in a specific situation.  

 “You are riding in a car driven by a close friend and he hits a pedestrian. You 
know he was going at least 35 miles per hour in an area of the city where the 
maximum allowed speed is 20 miles per hour. There are witnesses and his 
lawyer says that if you testify under oath that he was driving 20 miles per 
hour it may save him some serious consequences.” 

What right has your friend to expect you to protect him?   

A) My friend has a definite right as a friend to expect me to testify to lower the 
figure. 

B) He has some right as a friend to expect me to testify to the lower figure. 
C) He has no right as a friend to expect me to testify to the lower figure. 

 

 

Figure 4.1: Level of universalism 
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The result to the question is presented in figure 4.1. It is shown that all three societies 
are highly universalistic with 100 percent of the respondents from Spain, 90 percent  of 
the respondents from France, and 88,5 percent of the respondents from Sweden have 
chosen option C. This means that there is one good way of doing things and rules and 
laws are followed prior to relationships and in this specific situation the friend should 
not expect help in these societies.  
 

4.2 Individualism versus communitarianism 
The relationship between individualism and communitarianism plays a major role when 
it comes to motivate employees. In communitarianism cultures there is a greater 
satisfaction to share an extrinsic money reward with colleagues than take the money for 
themselves as individuals, as in individualism cultures. (Trompenaars & Hampden-
Turner, 1998) 

To determine the level of individualism versus communitarianism among the 
respondents I used two questions. In the first question I asked the respondents to 
choose between two types of reasoning on how an individual could improve their lives.  

 “Two persons were discussing ways in which individuals could improve the 
quality of life. Which of the two ways of reasoning do you think is usually 
best?” 

A) One said: “It is obvious that if individuals have as much freedom as possible and 
the maximum opportunity to develop themselves, the quality of their life will 
improve as a result.” 

B) The other said: “If individuals are continuously taking case of their fellow human 
beings the quality of life will improve for everyone, even if it obstructs individual 
freedom and individual development.” 

 

 

Figure 4.2: Level of individual freedom 
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Figure 4.2 show the result of how many of the respondents from each country that chose 
option A. The result indicates that the nations are very similar in the question of 
individual freedom and all nations have a quite individualistic view on how to improve 
the lives of their own. The second question that I asked the respondents to answer was 
about who should be responsible if an installation is defect, the group or the individual.   

“An installation is defected and it was caused by negligence of one of the 
members of the team. Responsibility for this mistake can be carried in 
various ways. Which one of these two ways of taking responsibility do you 
think is usually the case in your society?”  

A) The person causing the defect by negligence is the one responsible. 
B) Because he or she happens to work in a team, the responsibility should be carried 

by the group. 

 

Figure 4.3: Level of individualism 

 
Figure 4.3 shows how many percentages of the respondents who think that the 
responsibility should be placed on the individual who caused the defect (option A) and 
not on the group. In total the level of individualism in this situation is quite low, but the 
Frensh are a bit more individualistic than Sweden and Spain.   
 

4.3 Specific versus diffuse 
In specific oriented cultures status is confirmed to the job in hand, this means that my 
subordinate is not my subordinate when I leave my work. While in diffuse cultures on 
the other hand my subordinate is still my subordinate outside my work. (Trompenaars 
& Hampden-Turner, 1998) 

To determine if a culture where specific or diffuse oriented I asked the respondents to 
choose between two discussions about how he or she would reason if their boss asked 
them to help him to paint his house.  
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“A boss asks a subordinate to help him paint his house. The subordinate, who 
does not feel like doing it, discusses the situation with a colleague. Who do 
you think is right?” 

A) The colleague argues: “You don’t have to paint if you don’t feel like it. He is the 
boss at work. Outside he has little authority.” 

B) The subordinate argues: “Despite the fact that I don’t feel like it. I will paint it. He 
is my boss and you can’t ignore that outside work either.” 

 

 

Figure 4.4: Level of specific culture 

 
Figure 4.4 shows how many of the respondents who chose option A, and would not help 
their boss painting his house if he or she did not feel like it. As the result indicates, both 
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not their boss outside work. What is interesting is that only 66.7 percent of the 
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feelings controlled and attenuated. Affective cultures on the other hand express their 
feelings more loudly with gestures, loud laughs, grimacing, smiling etc.  (Trompenaars & 
Hampden-Turner, 1998) 
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“In a meeting you feel very insulted because your business counterpart tells 
you that your proposal is insane. What is your response?” 

A) I will not show that this person has hurt/insulted me, because that would make 
me more vulnerable in the future. 

B) I will not show that I am hurt because that would spoil our relationship. This will 
allow me later to tell the counterpart how much I was hurt by his or her comment 
so he or she might learn from it. I rather show my emptions when the 
counterpart has more chance to improve our business relationship. 

C) I will show clearly that I am insulted so that my counterpart gets the message. I 
believe the clarity of my message will allow me to be able to control even greater 
emotional upset in the future. 

D) I will show clearly that I am insulted so that my counterpart gets the message. If 
business partners cannot behave themselves properly they have to bear the 
consequences. 

 

 

Figure 4.5: Level of neutral culture 

 
The results from the respondents who chose option A or B are presented in figure 4.5, 
which is equivalent to a neutral society.  As the figure shows, France is a quite highly 
neutral society where emotions are not expressed openly. This is the opposite from how 
the Spanish society is. Only 33.4 percent of the respondents from Spain would not show 
that they were insulted.    
 

4.5 Achievement versus ascription 
In achievement-oriented cultures status is assigned from what you have accomplished 
while in ascribed-oriented cultures status is assigned according to how you are as a 
person (age, education, gender, birth, skin-color etc.) and has nothing to do with how 
effective you are at work. (Trompenaars & Hampden-Turner, 1998) 
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In order to determine if a national culture favored status through achievement or 
ascription I asked the respondents to choose one of four stated alternatives that he or 
she thought were appropriate.  

 “There are different grounds for according status to employees, based in 
what people have succeeded in doing or on what qualities are attributed to 
them by the social system. Consider these statements and mark the one 
alternative you think is appropriate.” 

A) Status should lie in the permanent attributes of employees, i.e., their education, 
seniority, age, position and the level of responsibility ascribed. Status should not 
change according to occasion or just because of recent successes. It reflects 
intrinsic worth, not the latest forays. 

B) Status should lie in the permanent attributes of employees, i.e., their education, 
seniority, age, position and the level of responsibility ascribed. Such status tends 
to be self-fulfilling, with achievement and leadership resulting from what the 
corporation values in you and expects of you. 

C) Status is a matter of what the employee has actually achieved his or her track 
record. Yet over time this deserved reputation becomes a permanent attribute, 
allowing success to be renewed and enabling even more achievement to occur. 

D) Achievement or success is the only legitimate source of status in business. The 
more resent the achievement, the better and more relevant it is to current 
challenges. Achievement gets its significance from the humble nature of the 
individual’s birth and background, and from beating the odds. 

 

 

Figure 4.6: Level of status through achievement 

 
Figure 4.5 shows how many of the respondents who choose alternative C, which 
indicates on societies where status is given through achievement. As the figure shows, 
Sweden and France have a quite high level of status through achievement while in Spain 
status is given both through achievement as well as ascription.  
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4.6 Motivational factors 
In order to determine how different national cultures rank intrinsic and extrinsic 
motivational factors I presented 9 different motivational factors in the survey. I then 
asked the respondent to rank these motivational factors where 1 being the most 
important factors and 10 being the least important factor when he or she where 
applying for a job.  The result of the ranking is presented in table 4.1. 

 

Table 4.1: Ranking of motivational factors 

Intrinsic motivation factors Extrinsic motivation factors 
(A) Full appreciation of work done (E) Good wages 
(B) Feeling of being part of 
decision-making 

(F) Job security 

(C) Interesting work (G) Good working conditions 
(D) Promotion and growth in 
organization 

(H) Personal or company loyalty to 
employees 

 (I)  Sympathetic help with personal 
problems 

Ranking Sweden France Spain 
1 G E C 
2 E G F 
3 A C E 
4 B F I, H, G 
5 C D B 
6 F A, I A 
7 D H D 
8 H B  
9 I   

               

 
As presented in table 4.1, the Spanish respondents’ ranks extrinsic motivational factors 
higher than intrinsic motivational factors, with all five extrinsic factors ranked in top 
four. The same pattern can be found among the respondents from France where three 
out of five extrinsic factors are ranked in top four. The Spanish and French ranking 
differs a bit from the ranking among the Swedish respondents which ranks three out of 
four intrinsic factors in top five.  Whilst it is interesting to see that good wages (E) and 
good working conditions (G) are ranked in top four in all three countries.  
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5. Empirical analysis 
This fourth chapter will present an analysis of the empirical data and relate the data to the 
theory presented in the literature review in chapter two, to be able to find the answer to 
the stated research question in chapter one.  

Table 5.1 shows a summary of the empirical data presented in chapter four. The degree 
universalism versus particularism and individualism versus communitarianism is quite 
similar between all three countries. But the three following dimensions show some 
differences between the countries. The third dimension identifies Sweden and France as 
highly specific while Spain is more diffuse. Spain is also a more affective culture than 
both Sweden and France whilst France is highly neutral and Sweden is placing in the 
middle of affective and neutral. Finally Sweden and France is quite highly achievement 
oriented cultures while Spain is placing in the middle of achievement and ascription 
oriented.  
 

Table 5.1: Summary of Empirical data 

 Cultural dimensions  
SWEDEN FRANCE SPAIN 

Universalism Universalism Universalism 
Individualism/Group Individualism/Group Individualism/Group 
Specific Specific Specific/Diffuse 
Affective/Neutral Neutral Affective 
Achievement Achievement Achievement/Ascription 

 Ranking motivational factors  
Ranking Sweden France Spain 

1 G E C 
2 E G F 
3 A C E 
4 B F I, H, G 
5 C D B 
6 F A, I A 
7 D H D 
8 H B  
9 I   

Intrinsic motivation factors Extrinsic motivation factors 
(A) Full appreciation of work done (E) Good wages 
(B) Feeling of being part of decision-
making 

(F) Job security 

(C) Interesting work (G) Good working conditions 
(D) Promotion and growth in 
organization 

(H) Personal or company loyalty to 
employees 

 (I)  Sympathetic help with personal 
problems 
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Furthermore in the ranking of the motivational factors both Spain and France ranks 
extrinsic factors among their top four while Sweden ranks all intrinsic factor in their top 
five.  

 
Cullen and Parboteeah (2008) mention two questions to be answered in order to know 
how to motivate people in different cultures. The questions are;  

How important is work in people’s lives?    
To be able to answer this question the degree of work centrality and work obligation 
norms are used. (ibid) The differences in motivational ranking may suggest that both 
Spain and France have a greater degree of work centrality than people in Sweden does.  
Spain and France are more communitarianism societies which suggest that work is a 
duty and obligation for everyone to help the society and others through financial aid to 
the elderly and unemployed. This may explain why neither of; being part of decision-
making (B), promotion and growth (D), or full appreciation of work done (A) are ranked 
very high. As long as people in these countries have interesting jobs these motivational 
factors are less important. Sweden on the other hand which ranks intrinsic motivational 
factors high is more individualistic and thereby a lower degree of work centrality and a 
lower feeling of work as an obligation and duty. The reason for this may be that Sweden 
has a well-functioning safety net if something would happen with one’s job. This is also 
shown when the Swedish respondents rank Job safety (F) lower than respondents from 
France and Spain which may have a less effective safety net to rely on. If one would be 
unemployed in Sweden with a well-function safety net, makes work less important in 
people’s lives because you can live pretty much in the same way as unemployed as you 
would if you had a job. With the job situation that I asked the students to answer, 
parallels to the family can be made and a higher degree of communitarianism which is 
shown in Spain may also result in that people feel responsible for the well-being of their 
families and that is why it is very important to have a job that supplies the whole family 
which may describe why all extrinsic motivational factors are ranked in top four in 
Spain.  

What do people value in work?     
Work values can also be explained as what people expect from work. (Cullen & 
Parboteeah, 2008) To answer this second question we can incorporate extrinsic and 
intrinsic motivational factors. Extrinsic motivational factors are physical rewards that 
the people expect to get from working, allowing for more freedom outside work. Does 
this mean that in France and Spain they like to work harder and getting paid to be able 
to enjoy vacancies outside work when they rank extrinsic motivational factors higher? 
Maybe, as shown in the empirical data, Spain have a greater degree of status-through-
ascription than the other countries which could explain the high ranking of extrinsic 
motivational factors when intrinsic motivation relates to growing and being promoted 
within an organization through achievements. If the society is highly ascripted it means 
that it does not matter how hard you work or what you achieve, what matters is where 
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you have studied, your gender, you skin-color etc.  This may describe why intrinsic 
motivational factors are rank very low in Spain, how can you be motivated by something 
that you know will never happen? By ranking extrinsic motivational factors high as both 
the respondents from France and Spain has done may be reflected in the higher degree 
of work centrality in those countries and they may value what they get outside work 
higher, while in Sweden people value the overall quality of life, work included. 

Individualism versus communitarianism  
Phatak et al. (2005) notes that individualistic societies are motivated by the opportunity 
of individual achievements. As the empirical data has shown, all three countries are 
individualistic to some degree depending on the situation. This would suggest that these 
three countries would prefer intrinsic motivational factors. But this is the opposite of 
what the ranking suggests, where extrinsic motivational factors are ranked in the top, at 
least in Spain and France.   In the job situation all countries was ranked as quite high in 
collectivism but in the way of improving life all countries was individualistic. It is better 
to focus on the individualistic approach to improve one’s lives to explain the ranking. As 
a student they are in a stage in their lives where they have to think individualistic. They 
are studying for their own sake and studying is not a group project and therefore they 
rank extrinsic motivational factors higher.   Remember that Spain has a relative low 
degree of achievement orientation in their society and that may influence ranking of 
motivational factors as well and not just if they advocate individualism or 
communitarianism. 
 
Affective versus neutral   
It is interesting to see that the Spanish respondents ranks personal or company loyalty 
to employees (H) and sympathetic help with personal problems (I) much higher than 
both Sweden and France. This may suggest that countries with an affective culture 
rather share their feelings with others in a way to get help and understandings from 
others as well as having the feeling of emotional connection between the employee and 
the organization and that if people is giving possible inputs to the organization they 
expects some outcomes from the organization in the form of extrinsic factors, which is 
equal with the equity motivation theory. On the contrary, in cultures that is more leaning 
towards neutrality do not have the need of sharing their feelings with others and rather 
solve personal problems on their own and do not have an emotional connection towards 
the company which people in affective cultures may experience. 

Achievement versus ascription   
There might be a correlation between achievement oriented cultures and intrinsic 
motivational factors as well as between ascription oriented cultures and extrinsic 
motivational factors. Sweden is a highly achievement oriented society and as the ranking 
of motivational factors shows,  Sweden also ranks intrinsic motivational factors, which 
are more based on achievement and growth, higher than extrinsic factors. Even though 
France who also is an achievement oriented society ranks more extrinsic motivational 
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factors higher than intrinsic, they have more intrinsic factors in the top than Spain, 
which have a lower degree of status-through-achievement society.  
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6. Conclusions and implications 
In this sixth and final chapter I will answer the stated research question from chapter one 
as well as draw conclusions and findings from the analysis of the empirical data presented 
in chapter five. At the end of the chapter implications for further research will be 
presented. 

6.1 Final conclusions  
This study have come to the conclusion that national cultural factors Do influence what 
motivates students from different cultures when applying for a job after graduation. 
These finding are extremely important for international organizations to understand 
because of the increasing of globalization in the attempt of attracting new talent to the 
organization and thereby create competitive advantage over competition. 

To accomplish the purpose of this study, to analyze if there is any correlation between 
what factors that motivates university students when applying for their first job after 
graduation and national culture, I turned to students at LTU to get their view on the 
subject. 

The result from this study show that what motivates students that are applying for a 
new job whether they are intrinsic or extrinsic motivational factors are highly 
influenced by the relationship people have to some of the cultural dimensions and 
questions presented. The findings are not just important to be able to know how to 
motivate talent into choosing a job, the findings can also be used for managers to know 
how and why employees react the way they are in different situations and how to 
motivate employees into increasing productivity. It was hard to find any correlation 
between if a society where universalistic versus particularistic or specific versus diffuse 
and motivation, but these dimensions still have a great impact on how international 
business are done. 

Even though these findings are extremely satisfying, you have to keep in mind that what 
motivates people is not just a matter of national culture. There are many other factors 
that influence motivation. For example in Spain where Job Security was ranked very 
high may be a result from the poor economic climate and the high unemployment rate 
among youths in the country, or a high inflation rate in a country may result in good 
wages as motivational factors.    
 

6.2 Implications of further research   
Even though much research has been done in this massive area there are still many 
things to be discovered within national culture and motivation. When doing this study I 
have come across many interesting topics for further research. 
 
It would be really interesting to see a study on how different national cultures influences 
how multi-national companies (MNCs) with production in different countries motivate 
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their employees and see if there is any differences in what really motivates employees 
based on the national culture and how the MNC is motivating the employees. 
 
Additionally it would be interesting to find out how MNCs work with employees working 
in the same country but originates from different national cultures and if this affect their 
way of motivation employees.  
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Appendix 1 - Survey 
 
1. Please write your nationality, age, time spent in Sweden (if not Swedish) 

 

2. You are riding in a car driven by a close friend and he hits a pedestrian. You know he 
was going at least 35 miles per hour in an area of the city where the maximum allowed 
speed is 20 miles per hour. There are witnesses and his lawyer says that if you testify 
under oath that he was driving 20 miles per hour it may save him some serious 
consequences.  
 
What right has your friend to expect you to protect him? 
(Mark the alternative you think is right) 

My friend has a definite right as a friend to expect me to testify to lower the figure. 

He has some right as a friend to expect me to testify to the lower figure. 

He has no right as a friend to expect me to testify to the lower figure. 

3. In a meeting you feel very insulted because your business counterpart tells you that 
your proposal is insane. What is your response? 

I will not show that this person has hurt/insulted me, because that would make me more 
vulnerable in the future. 

I will not show that I am hurt because that would spoil our relationship. This will allow me 
later to tell the counterpart how much I was hurt by his or her comment so he or she might learn 
from it. I rather show my emptions when the counterpart has more chance to improve our 
business relationship. 

I will show clearly that I am insulted so that my counterpart gets the message. I believe the 
clarity of my message will allow me to be able to control even greater emotional upset in the 
future. 

I will show clearly that I am insulted so that my counterpart gets the message. If business 
partners cannot behave themselves properly they have to bear the consequences. 

4. There are different grounds for according status to employees, based in what people 
have succeeded in doing or on what qualities are attributed to them by the social system. 
Consider these statements and mark the one alternative you think is appropriate 

Status should lie in the permanent attributes of employees, i.e., their education, seniority, 
age, position and the level of responsibility ascribed. Status should not change according to 
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occasion or just because of recent successes. It reflects intrinsic worth, not the latest forays. 

Status should lie in the permanent attributes of employees, i.e., their education, seniority, 
age, position and the level of responsibility ascribed. Such status tends to be self-fulfilling, with 
achievement and leadership resulting from what the corporation values in you and expects of 
you. 

Status is a matter of what the employee has actually achieved his or her track record. Yet 
over time this deserved reputation becomes a permanent attribute, allowing success to be 
renewed and enabling even more achievement to occur. 

Achievement or success is the only legitimate source of status in business. The more resent 
the achievement, the better and more relevant it is to current challenges. Achievement gets its 
significance from the humble nature of the individual’s birth and background, and from beating 
the odds. 

5. Two persons were discussing ways in which individuals could improve the quality of 
life. Which of the two ways of reasoning do you think is usually best? 

One said: “It is obvious that if individuals have as much freedom as possible and the 
maximum opportunity to develop themselves, the quality of their life will improve as a result.” 

The other said: “If individuals are continuously taking case of their fellow human beings the 
quality of life will improve for everyone, even if it obstructs individual freedom and individual 
development.” 

6. An installation is defected and it was caused by negligence of one of the members of the 
team. Responsibility for this mistake can be carried in various ways. Which one of these 
two ways of taking responsibility do you think is usually the case in your society?  

The person causing the defect by negligence is the one responsible. 

Because he or she happens to work in a team, the responsibility should be carried by the 
group. 

7. A boss asks a subordinate to help him paint his house. The subordinate, who does not 
feel like doing it, discusses the situation with a colleague. Who do you think is right? 

The colleague argues: “You don’t have to paint if you don’t feel like it. He is the boss at work. 
Outside he has little authority.” 

The subordinate argues: “Despite the fact that I don’t feel like it. I will paint it. He is my boss 
and you can’t ignore that outside work either.” 
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8. Consider the relative significance of the past, present and future. Indicate your relative 
time horizons for the past, present and future by mark one alternative 

 
1 Seconds 2 Minutes 3 Hours 4 Days 5 Weeks 6 Months 7 Years 

My past started ….. 
ago  

My 
past 
started ….. 
ago 2 
Minutes 

My 
past 
started ….. 
ago 3 
Hours 

My 
past 
started ….. 
ago 4 Days 

My 
past 
started ….. 
ago 5 
Weeks 

My 
past 
started ….. 
ago 6 
Months 

My 
past 
started ….. 
ago 7 
Years 

My past ended ….. 
ago. 

My 
past 
ended ….. 
ago. 1 
Seconds 

My 
past ended 
….. ago. 2 
Minutes 

My 
past ended 
….. ago. 3 
Hours 

My 
past ended 
….. ago. 4 
Days 

My 
past ended 
….. ago. 5 
Weeks 

My 
past ended 
….. ago. 6 
Months 

My 
past ended 
….. ago. 7 
Years 

My present 
started ….. ago 

My 
present 
started ….. 
ago 1 
Seconds 

My 
present 
started ….. 
ago 2 
Minutes 

My 
present 
started ….. 
ago 3 
Hours 

My 
present 
started ….. 
ago 4 Days 

My 
present 
started ….. 
ago 5 
Weeks 

My 
present 
started ….. 
ago 6 
Months 

My 
present 
started ….. 
ago 7 
Years 

My present ended 
….. from now. 

My 
present 
ended ….. 
from now. 
1 Seconds 

My 
present 
ended ….. 
from now. 
2 Minutes 

My 
present 
ended ….. 
from now. 
3 Hours 

My 
present 
ended ….. 
from now. 
4 Days 

My 
present 
ended ….. 
from now. 
5 Weeks 

My 
present 
ended ….. 
from now. 
6 Months 

My 
present 
ended ….. 
from now. 
7 Years 

My future started 
….. from now 

My 
future 
started ….. 
from now 
1 Seconds 

My 
future 
started ….. 
from now 
2 Minutes 

My 
future 
started ….. 
from now 
3 Hours 

My 
future 
started ….. 
from now 
4 Days 

My 
future 
started ….. 
from now 
5 Weeks 

My 
future 
started ….. 
from now 
6 Months 

My 
future 
started ….. 
from now 
7 Years 

My future ended 
….. from now. 

My 
future 
ended ….. 
from now. 
1 Seconds 

My 
future 
ended ….. 
from now. 
2 Minutes 

My 
future 
ended ….. 
from now. 
3 Hours 

My 
future 
ended ….. 
from now. 
4 Days 

My 
future 
ended ….. 
from now. 
5 Weeks 

My 
future 
ended ….. 
from now. 
6 Months 

My 
future 
ended ….. 
from now. 
7 Years 
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9. Some managers are arguing about the best ways of improving cycle time and getting 
products to market when they are needed. 
Consider these four possible views and the mark the one alternative you think would 
improve cycle time. 

It is crucial to speed up operations and shorten time to market. Time is money. Enemies or 
tighter schedules and faster deliveries do too much talking and relating to each other. 

It is crucial to speed up operations and shorten time to market. The faster jobs are one the 
sooner you can’t “pass the baton” to colleagues/customers in the relay race. 

Just-in-time synchronization of processes and with customers is the key to shorter cycle 
times. The more processes and with customers is the key to shorter cycle times. The more 
processes overlap and run simultaneously the more time is saved. 

Just-in-time synchronization of processes and with customers is the key to shorter cycle 
times. Doing things faster results in exhaustion and rushed work. 

10. Rank these job related motivation factors from 1 to 10. (1= most important, 10=least 
important) 

 
Ranking 

• Full 
appreciation of 
work done 

 

• Feeling of being 
part of desicion-
making 

 

• Sympathetic 
help with 
personal 
problems 

 

• Job security  

• Good wages  

• Interesting work  

• Promotion and 
growth in the 
organization 
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Ranking 

• Personal or 
company loyalty 
to employees 

 

• Good working 
conditions  
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Appendix 2 - Response frequency 
 

Table 1: Respondent frequency from all surveys that was sent students as LTU 

Total number of surveys sent to students at Lulea University of Technology 
600 = 100% 

Number of surveys sent to exchange 
students 

Number of surveys sent to Swedish 
students 

300 = 50% 300 = 50% 
Proportion of responses from the total 

number of surveys sent to exchange 
students 

Proportion of responses from the total 
number of surveys sent to Swedish 

students 
47 = 15,66% 28 = 9,33% 

Proportion of usable responses from the 
total number of replies 

Proportion of usable responses from the 
total number of replies 

47 = 100% 26 = 92,86% 
 

Table 2 below presents the response frequency from the total number of French, 
Spanish and Swedish students: 

Table 2: Respondent frequency and usable answers from French, Spanish and Swedish students 

Number of surveys sent to 
French students 

Number of surveys sent to 
Spanish students 

Number of surveys sent to 
Swedish students 

57 = 100% 34 = 100% 300 = 100% 
Proportion of responses 
from the total number of 
surveys sent to exchange 

students 

Proportion of responses 
from the total number of 
surveys sent to exchange 

students 

Proportion of responses 
from the total number of 
surveys sent to exchange 

students 
10 = 17,54% 6 = 17,65% 28 = 8,66% 

Proportion of usable 
responses from the total 

number of replies 

Proportion of usable 
responses from the total 

number of replies 

Proportion of usable 
responses from the total 

number of replies 
10 = 100% 6 = 100% 26 = 92,86% 

 

 

 


