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There has been general upsurge in cultures and managerial research in the last decades or so. Despite this fact, 

empirical studies on culture dimensions to management practices across cultures have been limited in numbers and 

scope. In Africa, for example, we have very limited knowledge about its cultural values and the consequences it 

poses for motivation. In order to address this very crucial and important issue, motivation-related values were 

studied in four European countries (France, Italy, Netherlands and Scotland) and one African (Nigeria) country 

through survey questionnaire. A major research question was whether the results could help to explain the 

disappointing economic development of African countries, including Nigeria. The findings do confirm profound 

differences in cultural values for motivation among the five countries with collective interest playing a more 

important role in Africa-Nigeria. In view of these differences, untrimmed Western management models may not be 

very appropriate for adoption in Nigeria in particular and Africa in general without recourse to the prevailing local 

cultural values. The suggestion is made to look for appropriate and suitable African management models by studying 

the relatively more successful local companies and institutions. 
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INTRODUCTION 

 
Motivation has kept people in crises going throughout 

centuries; it has been the cause of increased standards of 

living, success, fortune, and satisfaction. Mark An-thony 

cased the Romans to turn from one extreme to another with 

his power to motivate. Most leaders throughout history have 

used varying techniques of moti-vation and persuasion. The 

same is true of successful managers.  
According to many, including Todes et al. (1977), the 

role of motivation in the work environment has great 

value. Many studies have evolved around various moti-

vational techniques for directing employees towards 

desired goals. However, “the challenge to management is 

to recognize and understand the impact of various mo-

tivational systems on individual and group behaviour 

within an organised work endeavour. The success or fai-

lure of motivation rests not on the technique itself but on 

management's ability to match the needs of people with 

 
 
 
 
 
 

 
appropriate rewards” (Todes et al., 1977).  

Motives are needs, which force people to move towards 

goals, or point they define. Studies of motivation have 

tried to respond to the "why" of the human beha-viour, 

which is directed towards a goal and the need for that 

goal. Hersey and Blanchard (1977) noted that mo-tives 

can be defined as needs, wants, drives, or impulses 

within the individual which are directed towards goals 

which may be conscious or subconscious. Freud long 

ago discovered the importance of subconscious motive-

tion; in order words, people are not always aware of 

everything they want (Hersey and Blanchard, 1977) . 

Dickson (1973) stated that employees are not motivated 

solely by money but by other factors, which is linked to 

their behaviour and attitudes.  
Todes et al. (1977) categorized the wants or needs of 

individuals into five views of human motives as sociologi- 



 
 
 

 

cal; biological; psychoanalytic; behaviorist; humanistic 

theory, which gives credit to biological drives, also ho-

nors sociological causes... the humanistic theory recog-

nizes the place of behaviorist stimuli and psychoanalytic 

stimuli in motivating human behavior.  
Many theories of motivation have been developed with 

the understanding of how employees‟ behaviours can be 

energized positively and how they can better be directed 

to achieve desired objectives.  
The objective of this research is to draw attention to the 

relevance of cultures to management with the sole 

purpose of contributing to a culturally feasible motivation 

theory building across cultures. Motivation practice in 

different so-cieties requires identification of the 'growth-

positive' and 'growth-negative' culture based-factors. 
 

 

Defining motivation 

 

Susan (1995) defined motivation as an energizing force 

that stimulates arousal, direction, and persistence of be-

havior. Motivation is both a force within an individual and 

a process used to get others to expend effort. Andrew 

(2000) says that motivation is concern with the "why" of 

behavior; the reason people do things.  
According to Stephen (2000), motivation is the willing-

ness to exert a persistent and high level of effort towards 

organizational goals, conditioned by the effort's ability to 

satisfy some individual needs. The key elements in this 

definition are intensity of efforts, persistence, direction 

towards organizational goals and needs.  
Decenzo (2001) stated that motivation is the result of 

the interaction between the individual and the situation. 

Certainly, individuals differ in the motivational drive, but 

an individual‟s motivation varies from situation to situa-

tion, from culture to culture. Robbins (2001) defined mo-

tivation as, the willingness to exert high levels of efforts to 

reach organizational goals, conditioned by effort‟s abi-lity 

to satisfy some individual needs.  
Motivation theories are classified into two groups: „con-tent 

theories‟ and „process theories‟. Content theories ex-plore 

what motivate people: that is, arouses and ener-gized the 

behavior. The most famous content theories are Maslow's 

need hierarchy, Herzberg's two-factor theory, and 

McClelland's three-factor theory. Process theories 

researched the specifics of the motivation process. Vroom's 

expectancy theory and Adam's equity theory are well known 

process theories. As the concept of motivation is reviewed, 

we should keep in mind that level of motiva-tion varies both 

among individuals and within individuals at different levels. 

Among motivation theories to be re-viewed are those of 

Maslow, Herzberg, Hofstede, and 

 
 
 
 

 

Vroom. 
 
 
Maslow's theory of motivation 
 
Maslow, a behavioral scientist, is one of the most promi-

nent writers in the area of human motivation. He deve-

loped the “Hierarchy of needs theory”. Maslow (1970) 

stated there is a connection between behavior of indivi-

duals and their needs, and the strongest "felt needs" 

determine behaviors of individuals at given times. Mas-

low's approach was based on the assumption that the 

individual is the basic unit in a social organization that is 

capable of "life-affirming and self -fulfilling" behavior. 

Maslow believed that work becomes a personal commit-

ment and its accomplishment creates satisfaction and 

self- actualization and provides a way to achieve indivi-

dual goals. Maslow categorized these "needs" into five 

levels; from the most primary needs of Physiological; 

Safety; Social at the base to the most secondary needs of 

Esteem and Self-actualization needs at the top.  
Basically, Maslow postulates that knowing the needs 

that employees are trying to satisfy, managers can help 

satisfy those needs so that employees can be satisfied 

and, then, motivated to work better. He believes that the 

lower needs are satisfied before an individual attempt to 

satisfy a higher level need in the hierarchy.  
According to Marcum (1999), Zemke (1998), and 

Henricks (1995), Maslow‟s need theory has received wide 

recognition, particularly among practicing mana-gers. Its 

popularity can be attributed to the theory‟s intuit-tive logic 

and ease of understanding. Unfortunately, how-ever, 

research does not generally validate the theory. Maslow 

provided no empirical substantiation for the theory, and 

several other studies, which includes the stu-dies of 

Lawler III and Suttle (1972), and Hall and Nongaim 

(1968) that sought to validate it found no sup-port. 
 
 

Herzberg's two-factor theory 
 

Both Herzberg and Maslow agreed that if an organization 

met the safety and social "needs" of its employee group, 

the satisfaction and level of performance of the group 

would rise. Herzberg (1968) proposed the "Two-Factor" 

theory of motivation. He conducted research among 200 

engineers and accountants regarding job satisfaction and 

dissatisfaction. The subjects were asked to think of a time 

when they felt good or bad in their work environ-ment.  
Herzberg, after analyzing the responses, concluded that 

there are two groups of factors, which cause satisfaction and 

dissatisfaction in an organizational setting and work 

environment. Herzberg called the first group of factors 



 
 
 

 

"motivators" and the second group "hygiene":  
The hygiene factors, also called maintenance factors, 

are of such a nature that their presence in the organi-

zation will not necessarily motivate an individual to work 

harder but the absence of which can create an unhealthy 

organizational environment. Hygiene factors, such as 

salary, company policy, supervision, job security, working 

conditions interpersonal relations, and status, are job 

context factors that help to maintain a healthy working 

environment. They do not motivate workers when pre-

sent but workers can become dissatisfied when these 

factors are absent.  
The second set of factors-the motivators- are related to 

the job content of workers. The presence of these factors 

can motivate workers to perform better and their absence 

can result in dissatisfaction. These factors include achi-

evement, recognition, advancement, challenging work, 

opportunity for growth, and higher responsibility.  
Herzberg maintains that both factors are important to 

the smooth running of an organization. The hygiene fac-

tor, even though not motivators can, if absent creates a 

poor job attitude. However, an organization may have 

good working conditions, with adequate provision of hy-

giene factors, which are only job context, and workers 

may not be motivated. If adequate attention is paid to the 

motivators, which are job content related, workers may be 

motivated to work harder and produce more. 

 

Hofstede work-goals motivation theory 

 

Hofstede (1980, 1990) postulated his motivation theory on  
18 work-goals. The work-goals were classified into five 

major groupings or super goals as relating to the needs 

or goals of individuals in motivation. The super goals are: 

do a good job, ambition, cooperation and indi-viduality, 

family and comfort and security. The five super goals are 

made up of these component goals among others: 

 

i.) Do a good job (challenging work, achievement, skill 

utilisation).  
ii.) Ambition (advancement, recognition).  
iii.) Cooperation (good working relationships with 

colleagues, with boss).  
iv.) Family and comfort (time for personal/family life; 

desirable living area).  
v.) Security (stable employment, welfare benefits). 
 

 

Vroom expectancy theory 
 

Vroom approaches the issue of human motivation quite 

 
 
 
 

 

differently from the ways Maslow and Herzberg did. He 

holds that people will be motivated to pursue the achi-

evement of a desired goal if: (1) they believe in the worth 

of the goal; and (2) they believe that their actions will en-

sure the attainment of the goal. In a more detailed form, 

Vroom believe that a person‟s motivation to perform will 

depend on the value the person places on the outcome of 

his efforts multiplied by his confidence that the efforts will 

actually help to desired goal; that is F = V × E  
Vroom‟s theory shows that individuals‟ have goals and 

are motivated towards actions that will ensure the achi-

evement of these goals. As such, managers should com-

municate how employees goals, such as promotion, more 

pay, recognition, and so on, can be earned in terms of 

what behavioral patterns are known to employees, such 

patterns should form the basis for administering rewards. 

Otherwise problems will occur in terms of workers‟ lack of 

confidence in organizational policy, and the result may be 

detrimental to good working environ-ment. 

 

Culture and management discourse 
 
The last decade has brought a renaissance of interest in 

cultural phenomena in societies and organizations. Re-

searchers from a variety of disciplines have provided 

range of theoretical and analytical studies. Perhaps be-

cause of the different epistemological, methodological 

and political orientations that distinguish these disci-

plines, the literature remains theoretically unintegrated – 

in a state of conceptual chaos.  
Before reviewing the relevant literatures about culture, 

and the impact of culture on motivation management, we 

must first agree on a workable definition of culture. Cul-

ture is a common word and like all common words it 

comes with much conceptual baggage, much of it vague, 

some of it contradictory. 

 

Contemporary concepts of culture 
 

Some management researchers subscribed to the view 

that sees culture as- a shared homogenous way of being, 

evaluating and doing-, which are ideas, shared by mem-

bers of a cultural group. Others see culture as heteroge-

neous combining differentiated and dynamic subcultures, 

still, others see culture from a multi- fragmented perspec-

tive that bring ambiguity into culture discourse - which are 

vital to motivation. As numerous intercultural scholars 

have noted, each culture has its own unique “world-view” 

or means for making sense of the world (Zahama, 2000). 

Hofstede (2003) defines culture as the “software of the 

mind”, a collective phenomena, shared with the people 



 
 
 

 

who live in the same social environment. It is the collective 

programming of the mind, which distinguishes the members of  
one social group or category of people from another. 

According to Deresky (2003), culture comprises the shared 

values, assumptions, understandings and goals that are 

learned from one generation, imposed by the current 

generation, and passed on to succeeding gene-rations. 

Valentini (2005) defined culture as the repository of 

knowledge, experience, beliefs, values, attitudes, meanings, 

hierarchies, religion, timing, roles, spatial rela-tions, 

concepts of the universe, and material objects and 

possessions acquired by a large group of people in the 

course of the generations through individual and group 

striving. On their part, Blackwell et al. (2007) stated that 

culture has two fundamental components: Abstract and 

Material. In terms of abstract components, one may con-

sider values, attitudes, ideas, type of personalities, sym-bols, 

rituals and summary constructs like politics and reli-gion. 

 

Hawkins et al. (2006) propagates that the main opera-

tional regime of culture starts by earmarking stated boun-

daries for individual behavior and by guiding the func-

tioning of such institutions as the family and mass media. 

In a societal setup these boundaries are termed as 

„norms‟. Further, norms are derived from cultural values.  
Given the commonalities among the various authors of 

culture quoted above, it is obvious that they concur that 

culture should be defined as that which is shared, harmo-

nious, homogeneous, but the definitions disagree with 

what exactly is being shared or harmonious and homoge-

neous.  
Culture consists of patterns, explicit and implicit of and 

for behavior acquired and transmitted by symbols, consti-

tuting the distinctive achievements of human groups, 

including their embodiments in artifacts; the essential 

core of culture consists of traditions (that is, historically 

derived and selected) ideas and especially their attached 

values.  
From a more dynamic perspective, culture is con-

ceived as being made up of relations, rather than as sta-

ble suggests that every individual embody unique combi-

nation of personal, cultural and value systems. This 

implies that national cultures, corporate cultures or pro-

fessional cultures, for example, are seen as symbolic 

practices that only come into existence in relation to, and 

in contrast with, other cultural communities. 

 

Levels of culture 
 
As almost everyone belong to a number of different groups 

and categories of people at the same time, people unavoid-

ably carry several layers of values within themselves, cor- 

 
 
 
 

 

responding to different levels of culture. 
 
For example: 
 
i.) A national level according to ones‟ country.  
ii.) A regional and/or ethnic and/or religious and/or lin-

guistic affiliation level, as most nations are composed of 

culturally different regions or ethnic or religious or lan-

guage groups.  
iii.) A gender level, according to whether a person was 

born as a girl or as a boy.  
iv.) A social class level, associated with educational oppor-

tunities and with a person‟s occupation or profession.  
v.) A generation level, which separates grandparents from 

parents from children; for those who are employed, an orga-

nizational or corporate level according to the way employees 

have been socialized by their work organization 
 
In modern society, they are often partly conflicting: for 

example, religious values may conflict with generation 

values; gender values with organizational practices. Con-

flicting values within people make it difficult to anticipate their 

behavior in a new situation. These socialization pro-cesses 

or levels of culture as presented in Figure .1 are more ways 

of doing things, or practices, as opposed to fun-damental 

assumptions about how things are (Figure 1).  
The model of Figure 2, taken from Iguisi (1993), indi-

cates how we assume culture patterns in a country to 

stabilize themselves through feedback loops, but also to 

change under the influence of outside forces.  
In the center is a system of societal norms, consisting 

of the value systems shared by major groups of the popu-

lation. Their origins are in a variety of ecological factors (in the 

sense of factors affecting the physical environment). The 

societal norms have led to the development and pattern 

maintenance of institutions in society with a particular 

structure and way of functioning. These include the fami-ly, 

education systems, politics, and legislation. These 

institutions, once they have become facts, reinforce the 

societal norms and the ecological conditions that led to 

them. In a relatively closed society, such a system will hardly 

change at all. Institutions may change, but this does not 

necessarily affect the societal norms; and when these 

remain unchanged, the persistence influences of a majority 

value system patiently smooth the new institu-tions until their 

structure and functioning is again adapted to the societal 

norms. Change comes mainly from the outside, through 

forces of nature (change of climate, silt-ing up of harbors) or 

forces of man (trade, colonization, scientific discovery). The 

arrow of outside influences is deliberately directed at the 

origins, not at the societal norms themselves. It is believed 

that norms change rarely by direct adoption of outside 

values, but rather through a 



   
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Figure 1. The nature of cultural differences: national, professional, and organizational.  
Source: Adapted from Hofstede, 1991.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Figure 2. The stabilization of culture patterns.  
Source: Iguisi and Hofstede, 1993. 



      

   Table 1. Demographic Data      
         

    France Italy Scotland (GB) Netherlands Nigeria 

   Sample size 51 105 81 146 314 

   Managers 58 % 48 % 65 % 44 % 64 % 

   Non managers 42 % 52 % 35 % 56 % 34 % 

   Total: 100 % 100 % 100 % 100 % 100 % 

     Education: (>13 yrs)   

   Managers 73 % 86 % 88 % 68 % 80 % 

   Non managers 54 % 62 % 65 % 80 % 64 % 

     Age over 39   

   Managers 45 % 67 % 56 % 75 % 60 % 

   Non managers 54 % 42 % 35 % 70 % 54 % 

     Family size (>4)   

   Managers 17 % 26 % 33 % 10 % 71 % 

   Non managers 07 % 00 % 20 % 09 % 50 % 

     Dependents (>4)   

   Managers 09 % 26 % 15 % 21 % 85 % 

   Non managers 07 % 01 % 16 % 09 % 50 % 
 
 
 

shift in ecological conditions: technological, economical, 

and hygienic. In general, the norm shift will be gradual 

unless the outside influences are particularly violent 

(Hofstede, 1980a).  
The system of this model in Figure 2 implies that one 

cannot understand one element-such as, motivation with-

in the organization-without its societal context. 

 
THE RESEARCH SETTINGS AND METHODOLOGY 
 
This survey study was carried out in five different European and 

African countries. The European countries are France, Italy, Nether-

lands and Scotland, while the African country involved in the 

research is Nigeria.  
The research aimed at comparing motivation management 

values across five countries. For this purpose, written survey 

questionnaire was used.  
The Research and Development Unit of Euro-African Management 

Re-search Centre (E-AMARC – Maastricht-Paris-Brussels-Stirling) 

developed the survey questionnaire. The questionnaire used as a base 

the 'Value Survey Model' developed by Hofstede (1982) for cross-

national comparison of work-related values, and the Cross-Cultural 

Management Survey Model developed by Iguisi (1993) for cross cultural 

comparison on appropriate management.  
The questionnaire tried to obtain a fair representation of the opinions 

of two categories of respondents: Managers (everybody leading the 

work of others), non-managers (higher educated employ-yees). The 

questionnaire contains items about the manager's motivation-related 

values and perceptions. Only the questions found significantly relevant 

for the understanding of the effect of culture on management motivation 

practices are reported and examined in this 

 

 

study.  
The rationale for this research approach was that they reflect the 

res-pondents‟ point of view, and thus should be able to reveal the 

common and uncommon characteristics and the local culture. A 

focus on culture in the anthropological sense of the term is 

characteristics of E-AMARC re-search approach.  
In analyzing the research data, the ordinal data has been treated 

as "quasi-interval" answers. This permits the use of mean score of a 

particular question for a variety of statistical treatments. 

 

The research population 
 
Table 1 shows a number of relevant demographic data from the 

groups of respondents across the five countries. In order to correct 

for the imbalance in the composition of the samples among 

managers (man.) and non-managers (nman.), the job-groups and 

country-wide comparisons will always be based on [man + nman] / 

2, that is, on a straight mean of the scores for the two groups, given 

equal weight to each. 
 

 

DISCUSSIONS 

 

The survey questionnaire contained a number of ques-

tions aiming at understanding "what makes people thick". 

Table 2 presents the data on Maslow, Herzsberg, Hofstde 

and Vroom motivation factors as they are per-ceived to 

influence motivation by the respondents.  
This research project describes the results of a survey 

study of five countries; France, Italy, Scotland, Nether- 



  
 
 

 
Table 2. Ranked orders of motivation-related values factors across cultures.  
 
  Italy France Scotland Netherlands Nigeria 

 

 Have sufficient time left for your personal or family life. 9 9 6 5 13 
 

 Have challenging tasks from which you get a personal sense of 
1 1 3 8 2  

 
accomplishment  

      
 

 Have little tension and stress on the job 17 17 17 17 18 
 

 Have good physical working conditions (good ventilation and 
11 11 9 3 12  

 
lighting, adequate workspace etc.).  

      
 

 Have working relationship with your direct boss 5 5 4 4 6 
 

 Have security of employment. 10 14 8 7 3 
 

 Have freedom to adopt your own approach 2 3 5 11 10 
 

 Work with people who cooperate with one another. 6 4 1 2 7 
 

 Be consulted by your direct superior in his decisions 11 10 12 15 17 
 

 Make contribution to the success of your company 3 7 7 10 1 
 

 Have opportunity for high earnings. 8 12 11 6 5 
 

 Serve your country 18 18 18 18 11 
 

 Live in an area desirable to you and your family. 4 2 2 1 9 
 

 Opportunity for advancement to higher-level jobs. 9 15 10 9 15 
 

 Have an element of variety and adventure in the job 13 8 13 14 16 
 

 Work in a prestigious and successful company 14 16 14 13 14 
 

 Have an opportunity for helping others 15 6 16 16 9 
 

 Work in a well-defined job situation 16 13 15 12 8 
 

 
 
lands and Nigeria.  

The results presented in Tables 1 - 2 confirmed that the 

cultures of France, Italy, Scotland and Netherlands as 

measured by the motivation-related values and de-sires 

of the respondents are different.  
Examination of responses on the motivation-value factors 

presented in Table 2 reveals that the Italians ranked “have 

challenging tasks, have freedom to adopt their own 

approach to tasks, make contribution to the success of their 

organization, live in desirable area for self and family, and to 

have good working relationships with direct superior” as the 

five most important motivation-value factors. To “serve your 

country, have little tension and stress on the job, work in a 

well-defined job situation, have opportunity to help others 

and work in prestigious and successful organisation” as the 

five lest important motivation-value factors. The French 

respondents ranked "have challenging task, live in desirable 

area, freedom of approach to tasks, cooperation with others, 

and good working relations with superior” as the five top 

motivation-value factors. They ranked “serve your country, 

have little tension and stress on the job, work in a 

prestigious and successful organisation, have security of 

employment and well-defined clear job situations” as the five 

lest motivation-value factors. The Scottish respondents 

ranked “coopera-tion with others, live in desirable area, 

challenging tasks, 

 
 
have good relationship with superior and to have freedom of 

approach to tasks” as the five top moti-vation-value factors. 

They ranked “serve your country, to have little tension and 

stress on the job, to have opportunity to helping others, to 

have well defined and clear job situations and work in 

prestigious and successful organisation” as the five lest 

motivation-value factors. The Dutch on their part ranked “live 

in desirable area, cooperation with others, have good 

physical working conditions, have good working 

relationships with direct superior and have opportunity for 

higher earnings” as the five top motivation-value factors. 

They ranked “serve your country, have little tension and 

stress on the job, have opportunity to helping others, to be 

consulted by direct superior and to have variety and adven-

ture on the job” as the five lest motivation-value factors. To 

the Nigerian respondents, they ranked “make contribution to 

the success of their organisation, to have challenging tasks, 

have security of employment, opportunity for higher level 

jobs and cooperation with others” as the five top motivation-

value factors.  
They ranked ”have little ten- sion and stress on the job, 

have variety and adventure in the job, to be consulted by 

direct superior, work in presti-gious and successful 

organisation and opportunity for helping others” as the 

five lest motivation-value factors.  
The difference in the ranked order of the work-goals 



 
 
 

 

among the four European country respondents is of little 

significance. Though there is not much difference among 

these countries, there are significant differences when 

compared with the African-Nigerian respondents. In a 

collectivist society like Africa-Nigeria, goals like security 

of employment, contribution to the success of organi-

sation, opportunity for advancement to higher level jobs 

and earnings have symbolic cultural and economic va-

lues that add to their rated importance.  
Some of the value clearly relate to „motivation factors‟ 

and others relate clearly to „hygiene factors‟ in Herzberg 

terms. For example, variety and adventure in the job, 

challenging job, freedom on the job, recognition and 

opportunities if they refer to advancement, not merely to 

earnings, higher salary, all clearly relate to „motivation 

factors‟. On the other hand, factors like opportunity for 

higher salary, good physical working conditions, security, 

and good relationship with superior are clearly hygiene 

factors. However, some factors like clear job description, 

cooperation and challenging tasks sit on the fence and 

may deflect one way or the other depending on the tasks 

and situations at hand. Comparing the five highest moti-

vational factors to Herzberg's two-factor theory, the Euro-

pean respondents ranked, challenging tasks, desirable 

living area, freedom of approach to job, working relation-

ships with superior and cooperation with others, are moti-

vator factors. For the African Nigerian respondents, con-

tribution to success of organisation, security of employ-

ment, advancement to higher level jobs and earnings are 

hygiene factors. Herzberg stated that to the degree that 

motivators are present in a job, motivation will occur. The 

absence of motivators does not lead to dissatis-faction. 

Further, he stated that to the degree that hy-giene‟s are 

absent from a job, dissa-tisfaction will occur. When 

present, hygiene‟s prevent dissatisfaction, but do not lead 

to satisfaction. In this study, the lack of chal-lenging task 

for the respondents would not necessary lead to 

dissatisfaction. Higher earnings for the respon-dents than 

what they believe to be fair may lead to job 

dissatisfaction. Conversely, the respondents will be moti-

vated when they are engaged in challenging tasks but will 

not necessarily be motivated by higher earnings.  
The result of this study supports the idea that what 

motivates employees differs from organisation to organi-

sation and from country to country given the context in 

which the employee works. What is clear, however, is the 

emphasis given to the ranked order of the most impor-

tant motivation value factors across cultures. 

 

Implications for management and organisation 
 
One crucial question raised here is, what motivates em- 

 
 
 
 

 

ployees to work effectively and productively? Iguisi (2007) 

has tried to provide answers to this question by saying 

that challenging jobs, which allows a feeling of 

achievement, responsibility, growth, advancement, en-

joyment of work itself and earned recognition, have not 

appeared as very motivating factors as was the case with 

most studies of this nature conducted in the West. This 

difference may be due to cultural influences. The West 

tends to be individualistic (Hofstede, 2003; Iguisi, 2007) 

while Africa-Nigeria and most other African countries tend 

to emphasize the social aspects of a job situation. In 

Africa-Nigeria, clear job description, which ranked 8 posi-

tion, is a very strong motivator and this seems to be con-

sistent with traditional African value concern for paterna-

listic superior-subordinate relations. Similarly, contribu-

tion to the success of one‟s organisation to the African-

Nigerian respondents is more important than to be con-

sulted by one‟s boss in his decisions and freedom of 

approach to job. To make a contribution to the growth of 

one‟s organisation is rather a static affair „present‟ orient-

ted and suggests a group of well-motivated employees‟ 

who would want to be consulted by their superiors and 

get involved with the effectiveness of the organisation 

and cordial human relationships  
The ranked order of the motivation value factors of the 

respondents provides very useful information for ma-

nagement and the employees. Knowing how to use infor-

mation provided by the study results in motivating emplo-

yees is a complex task. The strategy for motivating 

employees depends on which motivation theories are 

used as a reference point. If Hertzberg's theory is fol-

lowed, management should begin by focusing on earn-

ings and job security (hygiene factors) before focusing on 

interesting work and full appreciation of work done 

(motivator factors). If Vroom's theory is applied, manage-

ment should begin by focusing on challenging tasks and 

desirable living area for the employees in effort to 

achieving organizational goals and objectives. If 

Hofstede‟s work-goal theory is applied, management 

must focus on advancement to higher level jobs, earn-

ings, and security of employment in order to motivate the 

employees to effectively become satisfied and produc-

tive. 
 

 

Conclusion 

 
A comparison of the results provides some interesting in-

sight into motivation values across cultures. Challenging 

tasks, which ranked as number one motivator for Italy and 

France, ranked number two for Nigeria and number three for 

Scotland, is a self-actualizing factor. The number one 



 
 
 

 

ranked motivator, contribution to success of organisation, 

is a physiological factor. According to Maslow, if ma-

nagement wishes to address the most impor-tant motive-

tional factor of employees, challenging tasks, physiolo-

gical, safety, social, and esteem factors must first be 

satisfied. If management wished to address the second 

most important motivational factor of employees, opportu-

nity for higher earnings, increased salary would suffice. 

Contrary to what Maslow's theory suggests, the ranges of 

motivation factors are mixed in this study. Maslow's con-

clusions that lower level motivation factors must be met 

before ascending to the next level were not validated in 

this study.  
It is perhaps very interesting to note that the rank 

order of the factors by the African-Nigerian respondents 

seems to be gravitating towards „hygiene and mainte-

nance factors‟. Of the seven factors most highly ranked, 

only „security and earnings‟ are indisputably motivation 

factors in Herzberg terms.  
One of the points to observe from the table is the rela-

tive low position (10
th

 and 17
th

) scored by “freedom on 

the job” and “to be consulted by direct superior” respect-
tively for the African-Nigerian respondents. Variety and 
adventure on the job, which is associated to recognition, 

scored the 16
th

 position. All these factors are motivation 

factors by Herzberg and host of other western theorists 
and should have scored much higher. The fact that they 
did not suggests that the respondents have other prio-
rities and we may have to look into culture and environ-
ment for further explanations.  

The results of this study indicate that job context is 

more important than job content. Organisational control or 

interpersonal factors (job-context factors such as co-

operation, security, opportunity, contribution and earn-

ings), for the most part, received high-ranking more than 

internally mediated factors (job-content factors such as 

success, consultation, freedom and the job itself).  
The results suggest therefore that efforts to motivate 

the African- Nigerians should focus on job context rather 

than on job content. Changes in nature of organisational 

control factors or interpersonal factors are likely to be 

more valued than changes in the work itself. Work 

enrichment programs that help the respondents function 

as members of a group, and which emphasize formal 

rules and structures, are more likely to motivate them in 

an extrinsic oriented society of Nigeria, where satisfac-

tion tends to be derived from contribution and security, 

than in Italy, France, Scotland and the Netherlands where 

the job itself is more valued. The results suggest that the 

African-Nigerian respondents may be effectively 

motivated by the hygiene factors as long as these factors 

explicitly meet their personal and family needs. 

 
 

 
 

 

The results presented in Tables 1 - 2 also suggests that 

the Italian, French, Scots and the Dutch‟s respondents 

ranking of motivation-value factors, all corresponding to 

“higher” Maslow needs. On their part, the African-

Nigerian correspondents‟ ranking of the motivation-value 

factors corresponding to “low” Maslow needs. These find-

ings illustrate that cultures and organisational work 

settings may have dramatic effect on motivation values 

across cultures.  
The empirical evidences that result from this research 

have shown that the different management theories of 

motivation in the form they have been developed and 

applied in the West may not or partially fit culturally in 

Africa. The similarities and differences among the five 

country respondents suggest that it make sense to study 

and compare western motivation values and traditional 

cultural values, beliefs, perceptions and attitudes among 

countries, regions and sub-cultures within the same 

country.  
This study calls for caution in importation and impo-

sition of training and education practices that draw 

uncritically on Western motivation management theories 

and models without due sensitivity to the cultural diffe-

rences and specificities of how motivation are conceived 

of and practiced in different cultures. It also calls for an 

indigenous approach that builds naturally on prevailing 

cultural norms and values, and for a closer examination 

and more detailed reporting and support for an appro-

priate, viable and feasible motivation management theory 

orthodoxy that is congruent with local environ-ment.  
Finally, it is argued, based on the empirical evidence of 

this research results, that the generally accepted Wes-

tern (most especially US) motivation theories like Mas-

low, Herzberg and Vroom may not be very appropriate for 

motivating employees in Africa-Nigeria and for uni-versal 

formulating and theorizing on motivation manage-ment. 
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