Seminar Plan
Motivation and Leadership
Lecture recap (15 min)
a) Affecting factors to motivation for MNE’s  

· Compensation for other family members

· Currency fluctuation

· Taxes – local and head office

· Return package

· Comparison with expats and locals; comparison with other departments

· Education, home leave travel

b) Role of work centrality in motivating employees 

Work centrality can be defined as the importance of work in an individual’s life relative to his or her other areas of interest, provides important insights into how to motivate human resources in different cultures (Channey & Martin, 1995). Bhagat (1990) and associates found that Japan has the highest level of work centrality, followed by moderately high levels for Israel, average levels for United States and Belgium, Netherlands and Germany, and low levels for Britain. In recent years, the number of hours worked annually by German workers has been declining, while the number for Americans has been on the rise; moreover, some observers have explained it in cultural terms, noting that Germans place high value on lifestyle and often leisure to work, while their American counterparts are just the opposite (Hodgetts & Luthans, 2003: 398

c) Motivation in different culture (dimensions) 

In high context collectivist cultures, offering rewards for individual behaviour that runs against group norms is unlikely to motivate

In feminine cultures – shorter/more convenient working hours are valued

Masculine cultures value opportunities for promotion 

A study of American expatriates working in Saudi Arabia – they were compared to Maslow’s needs hierarchy – Saudis much more concerned about the social needs category than the Americans and less concerned with self-actualisation needs.

So a Middle-Eastern hierarchy may have esteem and social categories at top of pyramid, Self-Actualisation in middle followed by safety and physiological needs.

However another study of school administrator’s needs in Saudi Arabia found autonomy and security were highest needs.

So a need to identify culture-specific need hierarchies and differences in hierarchies based on occupation

Japanese saying: `The nail that sticks out gets hammered down’i.e. no individual should stand out from the group…So an  individual reward may be de-motivating and embarrass employee 

High uncertainty avoidance suggests need for job security, low uncertainty suggests motivation by risky opportunities and job variety

High power distance suggests motivators in boss-subordinate relationship, low power distance suggests motivation by teamwork and peers  

Individualism suggests motivation from opportunities for individual advancement and autonomy, collectivism suggests appeals to group goals and support

Masculinity suggests people are more comfortable with traditional division of work, femininity suggests looser boundaries, flexible roles  

d) Motivation in poly and monochronic cultures  

Monochronic cultures tend to provide employees with simple, straightforward—and measureable—tasks to accomplish within specific time limits, with intrinsic and extrinsic rewards tied to employee focus on the job at hand. 

      Polychronic cultures tend to provide employees with less direction and more flexibility in time   limits, with intrinsic
Activity 2. Introductory Case: Motivatin Who? (20 min)
Provide the case to students. Allocate 5 min to reading and dissuss the questions in a class.
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CASE

In the UK, a telecommunications company employed teams of engineers to
make installations around the country. In the first years of the company’s life,
productivity had rocketed, but now was leveling out and in some regions,
declining. Quality measures indicated a growing level of dissatisfaction
among the teams. Absenteeism was a problem. Increasing numbers of these
highly skilled experts were leaving, often to work for competitors.

It seemed possible that these morale problems had
arisen from faulty service by the sales department,
who were responsible for making and confirming
orders, and scheduling the engineers’ visits. How-
ever, an investigation showed this was not the case.
On the contrary, the sales department had been
winning industry commendations. The problem was
restricted to the engineering department, and the
company embarked on a crash program of gen-
erous incentives designed to keep these staff and
attract new recruits.

Salary levels were raised, and bonuses paid for
increased productivity. Easier working conditions
were introduced and new cars provided. The most
successful teams were awarded vacations abroad.
The program succeeded, and productivity once
again hit record levels.

But morale fell correspondingly among the sales
force. A sales manager commented:

We work closely with those engineers so we
know what’s happening. They're being re-
warded for doing their jobs and no more. But
what about us? We were the best in the coun-
try, but the company never recognized us.
Now they've sent out this message that only
the engineers are valued and we're not. My
best staff are leaving and I don’t blame them.
The moment the right job comes up, I'm off
too.

QUESTIONS

1 What mistake has the company made?
2 How could this mistake have been avoided?

DECISION

3 You are a consultant hired by the company to find a
solution. What do you propose?





Source: Mead, R & Andrews, T.G. (2009) International Management, p. 217

Activity 3. Incentives Across Cultures (40 min)
Divide students into groups of 4-5, allocate two countries for each group. Provide the handouts as a guide and 10 min for preparation. It is important to link suggestions with the cultural characteristics. Let the group present their answers in front of the class. The task is as follows.

You are an HR consultancy firm approached by an international company. The company is planning to open new branches in two countries. Taking into consideration cultural differences, the company is hesitant about appropriate incentive system in each branch. 
1. Identify and compare needs hierarchy in each country.

2. Analyze whether job rotation/job enlargement/job enrichment would be effective motivators for employees in each country.

3. Suggest the top 3 types of reward in each country. Justify your answer with analysis of cultural dimensions.
Incentives Types
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Source: Gibson et al. (2012) Organizations: Behavior, Structure, Processes

Motivation strategies for particular cultures (Steers, et al 2013. P.311)
	Core Cultural dimensions
	Motivational strategies

	Hierarchical
	· Emphasize external rewards and large salary differentials  

· Provide clear directions to subordinates 

· Support decisive and powerful leaders  

	Egalitarian
	· Intrinsic rewards and minimal salary differentials 

· Encourage participative and consultative decision making 

· Support flexible and collaborative leaders 

· Reward constructive feedback and creativity 

	Individualistic
	· Emphasize extrinsic rewards (pay, promotion) tied to personal achievement  

· Emphasize individually based incentives  

· Stress personal responsibility for accomplishment 

· View employees as performers 

· Provide employees with autonomy and opportunities for advancement 

	Collectivistic
	· Emphasize intrinsic rewards (meaningful work) tied to commitment and loyalty  

· Group based incentives 

· Stress group norms and moral persuasion 

· View employees as family members 

· Build teams and networks focused on task performance  

	Masculine 
	· Create competitive environment to stimulate best efforts 

· Emphasize performance based incentives using monetary rewards 

· Showcase high performance 

· Encourage thinking big, conquering the environment 

· Provide assertiveness training programs 

	Feminine
	· Emphasize harmony and team effort for collective results 

· Emphasize seniority and or membership based incentive 

· Showcase team efforts and organization-wide accomplishments 

· Encourage respect for traditions and the environment  

· Encourage continued membership for entire workforce 

	Monochromic
	· Provide simple and straightforward directions, one task at a time 

· Provide strict time limits for each project, require written report 

· Focus on the job, keep personal relations as minimum 

	Polychronic
	· Identify task requirements but let employees choose how best accomplish them 

· Provide flexible time limits for various task, check progress through personal discussions 

· Focus on personal relations as a means of succeeding on the job 


Activity 4. Case Study: “Jack Welch of General Electric: A Neutron Bomb or a Motivator?” (30 min)
Distribute the case to students. Allocate 10 min for reading the case and guide the discussion with the following questions. At the end of discussion, present GE performance indicators.
1. What techniques does Jack Welch use to motivate employees? How can such a non-nonsense approach create motivational atmosphere? Can culture explain the effectiveness of such motivation technique?

2. What are the disadvantages of such approach? Would employee empowerment and stimulating competition have the same impact in other cultures?

Jack Welch, now the ex-chairman of General Electric (GE), has been referred to as “Neutron Jack”—when he enters a GE facility, the building remains standing, but the workers are wiped out. Welch picked up the nick- name by cutting more than 100,000 workers from GE’s payroll in his first five years (1981–1986). He eliminated the jobs through layoffs, attrition, and the sale of businesses. When Welch took over at age 45 in 1981, he was GE’s youngest chairman. By the time Welch stepped down in the fall of 2001, he had devastated 289 lackluster businesses such as consumer electronics. He bought companies worth $19 billion and sold companies worth $10 billion. 

Welch set out to create a company that could outpace the economy and thrive even in the toughest times. He utterly transformed GE, reshaping the corporate culture to reflect his relentless energy and informal but rigorous style. Welch sorted operations according to a simple criterion: to keep from being sold or shuttered, each had to be No. 1 or No. 2 in its market. He grouped businesses that he said met the test into a number of groups: services, such as GE Credit Corp. and a unit that maintains nuclear power plants; technology products in high-growth markets, such as jet engines and plastics; and what Welch calls the core businesses. These are the classic big players in such mature industries as light bulbs and electric motors. Currently, GE is a global market leader in 12 large-scale businesses. 

Welch is a sensitive but no-nonsense man who views the world as competitively tough. To compete, a firm like GE must be bold, free of bureaucratic red tape, and staffed by self-motivated, proud, and quick-moving managers and employees. People who don’t personally know Welch may fear his blunt, somewhat abrasive style. But those who spend time around him tend to like his intelligence, humor, and openness. 

GE can be enormously exciting for those in the right places or attuned to the Welch mentality. By all ac- counts, Welch has transformed the company’s bureaucratic culture to an astonishing degree. In eliminating managerial layers, Welch moved authority for most decisions down to the operating division level. He promotes a feeling of what he calls ownership, urging managers to act like entrepreneurs instead of hired help. Welch says he also promotes free communication: “We are out to get a feeling and a spirit of total openness. That’s alien to a manager of 25 or 30 years who got ahead by knowing a little bit more than the employee who works for him.” Welch says he wants to instill in managers “the confidence to lead and the confidence to share.” 

Welch is not shy about expressing his opinions on how to manage and motivate people. Here are a few of his thoughts: 

On being a tough manager: 
I got a raw deal with all those things about tough-guy Jack—fear, intimidation, guns and sticks and whips and chains. If you’re mean, you don’t belong at General Electric. Let me tell you why the name Neutron Jack is wrong. Competitiveness means taking action. Nuking somebody means you kill him. We start a renewal process. When people leave our company, we provide a soft landing. People who have been removed for not performing may be angry, but not one will say he wasn’t treated with dignity. I don’t think anyone would say he was treated unfairly, other than that bad management might have messed up the strategy. We can look ourselves in the mirror every morning and say we did what we could. 

On the role of GE’s top management: 
[Vice chairman] Larry Bossidy (currently the CEO of GE Credit) knows GE Credit. He built it. I know the plastics business. [Vice chairman] Ed Hood knows jet engines. After that, we start to get into very shallow water. But we know people. We know how to spot good ones more often than we spot bad ones—we don’t bat 1,000—and we know how to allocate resources. 

On freedom in the American system: 
Welch believes that the U.S. system of free enterprise is an advantage that Americans have over the Japanese: 

It allows people like me to become chairman of GE in one generation; it allows the talented young employees in our company to move up fast. The idea of liberation and improvement for our workforce is not enlightenment—it’s a competitive necessity. 

The need for leaders: 
Call people managers and they are going to start managing things, getting in the way. The job of a leader is to take the available resources—human and financial—and allocate them rigorously. Not to spread them out evenly, like butter on bread. That’s what bureaucrats do. You clearly want somebody who can articulate a vision. They have to have enormous energy and the incredible ability to energize others. If you can’t energize others, you can’t be a leader. 

On self-confidence: 
Self-confidence is the fuel of productivity and creativity, decisiveness and speed. 

GE has not only has survived under Welch’s leader- ship but is looking youthfully exuberant. During his 20-year reign as CEO, Welch has infused the company with a sense of entrepreneurship, and in doing so has become one of the country’s most admired CEOs. The quality Welch seems to value most in people is self- confidence, and he works hard to inspire it in others. He’s a believer that people must control their own destinies or others will. 

Welch’s successor is Jeffrey Immelt, who is working to continue GE’s successful performance. Following in Welch’s footsteps is a challenging job that Immelt faces each day. 

Source: Gibson et al. (2012) Organizations: Behavior, Structure, Processes

GE performance indicators (http://www.sstawski.com/download/GE.pdf)
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