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Abstract

The main aim of this research is to investigate the relationship between cross-cultural management and
employee motivation in international NGOs working in the area of Khyber Pukhtun Khwa in Pakistan. This
research uses a mixed methods approach of both quantitative and qualitative methods, particularly, semi-
structured interviews and questionnaire survey was used to collect data. Probability sampling was used to
derive the sample for quantitative data and a purposive sampling technique was used to derive sample for
semi-structured interviews. The quantitative data collected is analyzed via Statistical Packages for Social
Sciences (SPSS) operations and qualitative data was analyzed by content analysis. A post positivistic
approach is adopted. This research investigated the impact of cross-cultural management on employee
motivation and also the effect of demographic variables on the relationship between cross-cultural
management and employee motivation. Mainly the participants’ perception of the impact of culture on
employee motivation is positive and constructive. The result from Scatter plot diagram of cross-cultural
management and employee motivation shows that all the points are neatly arranged in a narrow cigar
shape, which suggests that there is a strong correlation between the two variables. Furthermore, Pearson
correlation co-efficient (r) value if 0.513 which shows a strong positive relationship between the two
variables. The interpretation of qualitative data also reveals a relationship between the two. This research
will provide new insights on cross-cultural management and perceived employee motivation in the context
of NGOs. Although the results were favorable, but still more work needs to be done using a broad range of
sample before it can be strongly suggested to scholars and practitioners that cross-cultural management
has an impact on employee motivation.
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Introduction

Individuals start a corporation by working together. For example, Horng (2010) found that 43 out of 60 US
enterprises have a narrow and culturally driven set of attributes. The results also suggest that the success of
these organisations is founded on the employees' commitment, as well as their values and beliefs. Employes
are motivated by an underlying duality, which drives them to need to adhere to a winning team while also
wanting to be stars in their own right (p. 32). However, worldwide firms face a difficult task in retaining,
attracting, and motivating people from diverse cultural backgrounds (Tung, 1981). Working cross-
culturally requires knowing different cultures' needs, goals, beliefs, and expectations; otherwise, what
motivates one culture may demotivate and frustrate another (Chen, 2010).

But the fundamental issue of employee motivation remains unsolved. Employee motivation is not
universally agreed upon by scholars. Approaches change rapidly depending on the situation and the
individual's pace. Cross-cultural management is one of the concerns changing top management's approach
to employee motivation. In culturally diverse organisations, senior management must identify employee
motivation challenges and execute motivating tactics.

To encourage employees in a culturally diverse organisation, managers must understand and apply many
variables. However, motivation is based on individual needs, as described by Abraham Maslow. He goes
on to say that these requirements are prioritised and must be met in sequence. According to this hypothesis,
senior management in a culturally diverse organisation can easily detect these demands and manage the
organisation.

However, cross-cultural management can be used to motivate employees. Aside from motivation, cross-
cultural management can help an organisation gain unity and boost performance. In summary, cross-
cultural management is employed to achieve organisational goals. With increased globalisation and
pressure from local companies, it is more crucial than ever for managers, especially from developing
nations, to retain high standards and loyal staff.

There are various ways to stimulate employees at work. These influences can be real, like financial
incentives, or intangible, like self-actualization (Nardon, 2014). Although employees may be motivated by
a variety of factors, this study's focus is on the impact of cross-cultural management on employee
motivation. The essential element to emphasise is that any company needs talented individuals to succeed,
and that employees must be driven to perform better for the company's success. The most significant aspect
for company performance is motivated employees, which is influenced by the organization's and host
country's cultural diversity.

Thus, research on the impact of cultural diversity on employee motivation is critical to helping top
management implement good strategic changes such as correct HR practises and strategic planning to boost
employee output and loyalty. Choosing personnel that suit the culture and executing HR strategies and
procedures will ultimately benefit the company.

The broader background of the study is Pakistan. Due to time and budget restrictions, a country-by-country
study is not practical. As a result, the current analysis solely includes NGOs in Khyber Pukhtun Khwa
(KPK) (i.e. province of Pakistan). This study focuses on multinational non-governmental organisations
(NGOs) because the researcher has worked in them in Pakistan and their work environment is more
culturally diverse. As a result, the researcher believes that this is a more promising field for investigation.
An NGO, according to the World Bank, is "a private organisation that pursues activities to alleviate
suffering, promote the interests of the poor, safeguard the environment, provide basic social services, or
conduct community development” (Operational Directive, p. 14). The NGO Directory in Pakistan lists five
foreign NGOs functioning in KPK. These NGOs are listed below:
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International Rescue Committee (IRC).
WWF

World Food Programme (WFP).

RTI International.

HTSPE Pakistan.

World vision.

The fact that the top management of all six NGOs is foreign provides a strong framework for the current
investigation. A lack of motivation is the main issue for international NGOs in Pakistan, according to
Ahammad (2016). According to the report, this issue is exacerbated by cultural differences among
international NGOs' staff. While every worldwide NGO has some similarities, each has its own distinct
qualities. The personnel of these international NGOs also come from many cultural backgrounds. It will be
tough to encourage employees that have different cultural backgrounds. To paraphrase an international
NGO CEO, “Employee engagement in a culturally varied setting is a constant battle, where failing could
mean the organisation's demise”.

The ongoing growth of multinational NGOs in Pakistan necessitates top management concern. The
increasing number of national and international NGOs in Pakistan creates a more diverse and demanding
environment. To handle these many cultural backgrounds under one roof, there is a need for greater
improvement in how to manage people from different parts of Pakistan.

Objectives

i. To investigate how cultural diversity impact motivation.

ii. To provide a critical literature review of cross-cultural management and employee motivation and
how these terms are interrelated.

iii. To find out the relationship between cross-cultural management and employee motivation in
Pakistani context.

iv. To know how employees with different cultural background of international NGOs can be
motivated.

Literature Review and Hypotheses Development
Cross-cultural Management

As a managerial discipline is not clearly defined. Management experts believe the word has value and
suggest two extensions: 1) managing people from diverse cultures; 2) reducing the impact of cultural
variations on management positions (Fischer et al., 2014). To analyse changes in organisational practises in
an era of globalisation and propose a new conceptualisation of management in international organisations
for employees with varied cultural contexts and identities.

Jiao (2013) and Van (2001) as essential works in understanding global company culture and management.
While Adler's work initiated research on the impact of culture on various organisational tasks, Hofstede is
noted for his extensive global research on work-related value in three categories spanning 50 countries.
These two authors are the main sources of information on cross-cultural management. Although many
authors consider Hofstede's work to be the most significant contribution to cross-cultural management,
Smith (2008) offers the most thorough description:

“Cross-cultural management analyses employee and client behaviour in organisations around the world and

prepares people to work in those organisations. It strives to understand and improve the relationship among
coworkers, clients, suppliers, and alliance partners from other countries and cultures. By incorporating
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foreign and intercultural aspects, cross-cultural management enhances domestic management. Cross-
cultural management is generally regarded a strategy to tackle cultural differences that cause conflict and
miscommunication (Wiscombe, 2002). Managers of multinational firms can never avoid making cultural
misunderstandings and blunders with staff (Zhao, 2017). Cultural differences may cause havoc in global
business: management scholars have been harping on this for decades (James, 2003). But it's fresh and
troubling that experts are obsessing over cultural disparities.

However, the literature contradicts the above-mentioned position. They will emphasise the importance of
liberating cultural connections at the interface where information, values, and experience are shared (Collis,
2003). Despite its difficulty, one must consider culture and its implications. The difficulty is “treating
variety as a resource rather than a threat” (Baron, 2002).

Also, organisations who are smart enough to comprehend their cross-cultural employees' engagement can
achieve superior decentralisation and authorization at the lowest level, although this healthy opinion seems
to be rare (Cullen, 2008). Similarly, Muhonen (2013) stated that internal debate and evaluation of
managerial ideas and procedures might be beneficial. Management and subordinates working in cross-
cultural environments must frequently learn local organisational practises and reflect on their cultural
credentials (Farndale, 2015).

Motivation

To act requires motivation. Unmotivated persons are those that lack motivation. Zhao (2017) define
motivation as “someone who is energised or activated toward a goal” (p. 54). To begin work-related
performance and establish its form, direction, intensity, and duration, Smith (2008) defines motivation as:
“a set of energetic forces that produce both within and beyond an individual's being.” It is the emotional
reaction to a person's environment. Similarly, James (2003) claim that the word “motivate” indicates to
move, push, or urge someone to do something.

The motivation literature is rich of instances that indicate that more driven people would achieve more
success than less motivated people (Horng, 2010). According to Nardon (2014), there are three sorts of
motivation: intrinsic (i.e., to act for reasons other than behaviour) and extrinsic (i.e., to act for reasons other
than behaviour) (i.e., doing something for interest and satisfaction). Figure 2.5 shows the model.

However, research demonstrates that both extrinsic and intrinsic motives are vital for motivating
employees. In most vocations, both internal and extrinsic motivator rewards are good. Extrinsically
motivated individuals are particularly important for global management.

There are several motivation theories in the literature. Although, according to Farndale (2015), these
theoretical viewpoints initially appear minor, their contributions to motivation research are evident and
acknowledged. In the next section, we'll look at some key motivation theories.

Employee Motivation

Globalisation and greater variety have made it difficult for many businesses to improve efficiency and
production. But this needs a motivated employee. Global management must create a sound motivated
environment within the organisation to promote creative and pleasant employee behaviour.

The diverse perspectives on employee motivation stem from four basic ideologies (Collis, 2003). These
were identified as rational-economic, social, self-actualizing, and complex employees (Cullen, 2008). The
rational-economic employee philosophy claims employees are only motivated by money. From this
perspective, managers emphasise pay and extrinsic reward systems. The second viewpoint is the social
employee, which asserts that employees are motivated by social desires, not work-related. In actuality,
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proponents of the social employee perspective stress the need of fostering social interactions at work. The
third perspective is the self-actualising employee who is organically motivated, takes pride in their work
and is satisfied with their actions. Last but not least, complex employee says that employees are motivated
by a variety of motives, emotions, experiences and talents and that this is a constant process as new motives
are learned, changing their job-related behaviour (Horng, 2010). Businesses that embrace these viewpoints
deliver highly tailored rewards and a work environment that fosters employee motivation.

The various perspectives on employee motivation discussed above assist scholars define the construct of
employee motivation. According to Ahammad et al., (2016), employee motivation is a combination of
personal and workplace elements that explain why employees behave as they do. Employee motivation is
also concerned with certain employees working harder than others (Chen, 2010). In this context, work
features refer to specific employment aspects, such as job diversity, while personal features refer to
personality traits, such as need for achievement.

Baron (2002) defines employee motivation as the willingness to increase energy to achieve a goal or
reward. Collis (2003) contends that employees will repeat rewarded behaviour while punishing behaviour
will be confiscated. However, he identified intrinsic motivation in relation to job content, arguing that
intrinsic motivation occurs when employees execute their jobs well (Farndale, 2015). Horng (2010)
discovered that extrinsic motivation is linked to the job environment, which provides an employee with
inducements and rewards for doing their job. Muhonen (2013) states that “you get what you reward” when
it comes to global corporations. According to Smith (2008), in this modern era of globalisation,
corporations recognise the need to perform better by informing their workers that they matter for the
organization's success. Thankfully, the research seems to acknowledge that people are motivated in many
ways and that employee motivation is never linear (Tung, 1981).

The Link between Cross-cultural Management and Employee Motivation

One of the most difficult tasks for cross-cultural managers is motivating personnel from diverse cultures.
Cross-cultural management study now focuses on employee motivation. Ahammad et al., (2016) state that
while keeping people engaged in a cross-cultural setting is difficult, it is necessary to fulfil organisational
goals.

According to Chen (2010), international management research has given considerable attention to
employee motivation, but the results have been equivocal due to the complexities of employee motivation
across cultures. Recent research suggests that cross-cultural managers must be aware of staff motivation
tactics to help the global organisation achieve its goals (Collis, 2003).

However, earlier research on cross-cultural employee motivation has largely focused on American and
British behaviour and goals (Farndale, 2015). In this context, the most widely acknowledged work of
Maslow, Herzberg, and McClelland is consistently duplicated globally. This is not to disparage the above-
mentioned American scholars' contributions to employee motivation, but to comprehend the impact of
cross-cultural management on employee motivation. However, the researcher feels that this study will add
to understanding in this subject.

It is important to establish the context in which this method has been confined, according to Teijlingen
(2001). Regarding the rise of positive psychology in the West, see James (2003). He claims that people in
this century were less joyful than people in the 1950s when they were less wealthy. “A typical 25-year-old
today is between three and ten times more likely to develop serious depression than a 1950s,” Nardon
(2014). Affluence seems to have no effect on happiness once you reach a specific income level, roughly
£15,000 per year. In fact, earning more money makes you less happy.” According to Jiao (2013), this
premise resembles Maslow's need hierarchy of employee personal growth theory. In contrast, a cross-
cultural employee who has achieved a good quality of living will be motivated by a higher ordered need.
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Employee empowerment is a common theme in cross-cultural management research on employee
motivation (Wiscombe, 2002). Employees can be empowered, according to Zhao (2017), by delegating
power and responsibility, participating in top management decisions, and most importantly, by creating a
setup that addresses the demand for control. Cullen (2008) state that effective organisations have cross-
cultural management oriented to employee motivation. Fischer (2014) investigate the impact of cross-
cultural management on employee motivation in several nations. They indicated that management cannot
accept that just satisfying the control need will boost performance in a culturally diverse situation. To
establish an effective cross-cultural management plan, top management should not only assess their
employees' demands, but also how those needs are culturally influenced. For example, in some cultures, a
simple pat on the back might motivate employees, whereas in other cultures, managers should utilise more
intricate and advanced strategies to motivate their staff.

Research Model

Cross-Cultural Employee

Motivation

Management

Figure 1. Research Model

Methodology
Brief Description of Methodology

This study employed mixed methods to explore the impact of cross-cultural management on employee
motivation. To verify the validity of the quantitative research results, a qualitative research approach was
used, specifically semi-structured interviews. Due to the nature of motivation, it is vital to interview
respondents to determine their motivational level. Data were acquired from staff of foreign NGOs in
Khyber Pukhtun Khwa, Pakistan, using convenience sampling and non-probability sampling. Purposive
sampling was used to choose the sample for qualitative semi-structured interviews, which were
subsequently analysed using content analysis. Quantitative data were analysed using SPSS 19 and bivariant
analysis and regression to determine the impact of cross-cultural management on employee motivation. The
data analysis led to conclusions.

Research Instruments

The current study was used both semi-structured interviews and questionnaires. An interview was done
first, followed by a questionnaire survey. Semi-structured interviews were chosen because:

To find new insights and identify general patterns (Robson, 2002)

To understand link between different variables (Saunders and Thornhill, 2003)
Interviews provide a high level of flexibility and response rate.

Interviews give us the opportunity to observe non-verbal communication.
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These studies was also involve questionnaires. An NGO in Pakistan was be surveyed to determine the
impact of cross-cultural management on employee motivation. The questionnaire has three parts. Section 1
concerns the respondent's personal data. The reason for including the respondent's personal information is
to offer the examiner with detailed demographic information. Section 2 asks about cross-cultural
management in Pakistani NGOs. Section three asks about employee motivation.

Quantitative Data Presentation

Cross-cultural management and staff motivation were assessed using a questionnaire. Data were gathered
from 5 international NGOs in KPK, Pakistan. These NGOs were randomly selected for a sample of 200
respondents. The sample frame for these NGOs' respondents came from the Pakistani Ministry of Social
Welfare's database. The NGOs' staff were given 200 surveys. Dillman (1978) claims that late responders
received a follow-up call. So, 156 questionnaires were received, or 78% of the total. Five of these were
rejected due to respondents' insufficient answers or information. Finally, 151 effective responses were
analysed, yielding a 75.5% response rate. In the social sciences, this is considered high responsiveness.

Demographics of Respondents

Table 1: Demographics of the respondents

Gender Frequency Percent Valid Percent Cumulative
Percent
Male 92 60.9 60.9 60.9
valid Female 59 39.1 39.1 100
Total 151 100 100
. Cumulative
Age Frequency Percent Valid Percent Percent
Under 30 34 22.5 22.5 22.5
30to 39 38 25.2 25.2 47.7
40 to 49 38 25.2 25.2 72.8
Valid 50 to 59 25 16.6 16.6 89.4
60 and above 16 10.6 10.6 100
Total 151 100 100
Education Frequency Percent Valid Percent Cumulative
Percent
Post  graduate 38 25 2 25 2 25 2
degree
Graduate four 42 27.8 27.8 53
years university
Graduate two 30 19.9 19.9 728
years college
Valid Attended some o 15.9 159 88.7
college
Graduate high 17 113 113 100
school
Total 151 100 100
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Experience Frequency Percent Valid Percent Cumulative
Percent
Less than 1 37 24.5 24.5 24.5
Year
1t0 2 Years 39 25.8 25.8 50.3
Valid 3to4 Years 35 23.2 23.2 735
510 6 Years 20 13.2 13.2 86.7
More - than 6 29 13.2 13.2 100
Years
Total 151 100 100
Experience of other country Frequency Percent valid Percent Cumulative
culture Percent
None 68 45 45 45
1 country 46 30.5 30.5 75.5
2 countries 19 12.6 12.6 88.1
valid 3 countries 10 6.6 6.6 94.1
4 countries 7 4.6 4.6 99.34
5 or above 1 0.66 0.66 100
countries
Total 151 100 100
Ethnicity of the respondents Frequency Percent Valid Percent CLIJ:)n;rLJ(J::l[[VE
Punjabi 66 21.2 21.2 21.2
Afghani 32 43.7 43.7 64.9
. Balochi 16 10.6 10.6 75.5
Valid s
Sindhi 19 12.6 12.6 88.1
Kashmiri 18 11.9 119 100
Total 151 100 100

The above 1 shows that 92 were males and 59 were females as per the data gathered accordingly from 151
people, where 60.9% was male ratio and 39.1% was female ratio. The relationship and variance of the
gender variable with the impact of cross-cultural management on employee motivation is shown in table 3.
The response for age group Under 30, 30 to 39, 40 to 49, 50 to 59, and 60 and above was 22.5%, 25.2%,
25.2%, 16.6%, and 10.6% respectively in ascending order as shown in Table 1 above. There were 34
respondents under the age of 30, 38 respondents were from age group 30 to 39, 38 respondents between 40
to 49, 25 were between 50 to 59, and 16 were above 60 years of age. Less response rate for the age group
60 and above is due the fact that in Pakistani society people above age 60 does not like to work.

As seen from the above table 1, there were 38 respondents from Post graduate degree level which made
25.2% of the total respondents, 42 have four years graduate university degree (i.e. 27.8%), 30 were two
years college degree holder (i.e. 19.9%), 24 attended some college, while 17 are high school graduate (i.e.
11.3%).

As seen from the following table 1, out of the 151 total participants, 37 have been working with is
organisation for less than 1 years (i.e. 24.5%), 39 have work experience with particular organisation of 1 to
2 years (i.e. 25.8%), 3 to 4 years are 35 in total (i.e. 23.2%), 20 have been working with this organisation
for 5 to 6 years 13.2% of total, while 20 are more experience with more than 6 years of working (l.e.
13.2%).
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Of the total 151 participants, 68 have not visited any country, 46 visited at least one country, 19 visited at
least 2 countries, and 10 visited at least three, 7 visited at least 4 countries, while only 1 visited 5 or more
countries. Second largest response was from those employees who have visited at least one country
(30.5%). Third, fourth, and fifth responses are 19, 10, and 7 who have visited 2, 3, or more than 4 countries
with percentage of 12.6%, 6.6%, and 4.6% respectively. See the following table 1 for the frequency and
percentage of the country visited by the respondents.

Although there are more than 25 different ethnic group in Pakistan but five of them were in majority these
are: Punjabi, Afghani, Balochi, Sindhi, and Kashmiri. From the table 1 it can be noticed that a large number
of participants are from Afghani ethnic background that is 43.7% of total respondents. The reason for this
high response rate is the fact that current research has been conducted in Khyber Pukhton khwa province of
Pakistan where more than 80% people are from Afghani origin. Nearly 21.2% of the respondents were
from Punjabi background, while Balochi are 10.6% and Sindhi were 12.6% of total respondents. 18
respondents (i.e. 11.9%) are from Kashmiri background. The frequency as seen from the table 1 above
shows that 66 respondents out of 151 were from Afghani background, 32 were from Punjabi, 16 from
Balochi and 19 from Sindhi background, while 19 from Kashmiri background.

Reliability Analysis

In order to find the internal reliability of the two constructs (i.e. cross-cultural management and employee
motivation), Cronbach Alpha was calculated which provide the estimate of reliability. If the value of
Cronbach Alpha is greater than 0.6 than we can perform our analysis. In other word the value of 0.6 or
greater shows that the construct is reliable. Result of Cronbach Alpha test shows a value of 0.67 which is
above the acceptable value of 0.6. The following table 2 shows the results.

Table 2: Reliability Statistics

. Cronbach's Alpha Based on
Cronbach's Alpha Standardized ltems N of Items
0.674 0.752 20

Correlation Analysis

The result of table 3 shows Pearson correlation co-efficient (r) value of 0.513 with a significance (Sig) level
of 0.01. The value 0.575 indicates a strong positive relationship between “cross-cultural management” and
“employee motivation” as any value of ‘r’ above 0.5 is considered a strong positive relationship. The table
also shows no missing values as the value of n is 151(the total number of respondents).

Table 3: Correlation analysis

Mean_CR Mean_EM
Pearson Correlation 1 575"
Mean_CR Sig. (2-tailed) 0
N 151 151
Pearson Correlation 575" 1
Mean_EM Sig. (2-tailed) 0
N 151 151

**_Correlation is significant at the 0.01 level (2-tailed).

So, the result confirms that cross-cultural management have a positive impact on employee motivation in
the context of Pakistan. The greater the degree of cross-cultural management, the greater will be the
employee motivation.
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Analysis of Demographic Variables
Gender

The analysis of demographics reveals that, on average male (52.7%) is more agree with the impact of cross-
cultural management on employee motivation as compared to female (30%). The reason is two folded, it
might be because male constitute the larger portion of the respondents or/and male as compared to females
are more adaptive to cultural change. Although there were 6.7% male how answer neutral while female
respondents were 1.7% of the total. In case of disagreement 2% male and 3.3% female are of the opinion
that cross-cultural management have no effect on employee motivation.

Table 4: Gender VS impact of CRM on EM

Impact of CRM on EM
. Total
Disagree Neutral Agree
Mal Count 3 10 79 92
ale
% of Total 2.00% 6.70% 52.70% 61.30%
Gender
Count 5 2 51 58
Female
% of Total 3.30% 1.30% 34.00% 38.70%
Count 8 12 130 150
Total
% of Total 5.30% 8.00% 86.70% 100.00%
Age Group

The analysis of age group shows that age group of 30 to 39 have the highest percentage of agreement with
the impact of cross-cultural management on employee motivation (i.e. 24%). The second most agreed
respondents is from age group 40 to 49 (i.e. 22.7%) and the third most agreed is under 30 age group (i.e.
16.7%) while 50 to 59 are 14% and above 60 are 9.3% agreed with the statement. However, a total of 5.3%
respondents disagree with the statement including 2% from under 30, 0.7% from each 30 to 39, 40 to 49,
and 50 to 59, while 1.3% from above 60. However, the overall result shows that most of the respondent
regardless of their age group are agree with the statement that cross-cultural management have an impact
on employee motivation.

Table 5 Age Group Vs Impact of CRM on EM

Impact of CRM on EM

. Total
Disagree Neutral Agree

Under 30 Count 3 6 25 34
% of Total 2.00% 4.00% 16.70% 22.70%

30 0 39 Count 1 1 36 38
% of Total 0.70% 0.70% 24.00% 25.30%

Age

G?ou 40 t0 49 Count 1 2 34 37
p % of Total 0.70% 1.30% 22.70% 24.70%

50 to 59 Count 1 3 21 25
% of Total 0.70% 2.00% 14.00% 16.70%

60 and above Count 2 0 14 16
% of Total 1.30% 0.00% 9.30% 10.70%

Total Count 8 12 130 150
% of Total 5.30% 8.00% 86.70% 100.00%
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Highest Level of Education

The analysis of education background reveals that graduates with four university degree are more tentative
towards the impact (i.e. 24%). The result is obvious because first they constitute the largest portion of the
sample and second, they have good knowledge of cross-cultural management and employee motivation due
their high education. However, in case of disagreement our analysis provided a somehow strange result that
5 respondents from postgraduate degree holders are disagree as compared to 1 respondent from four-year
graduate degree holder. However, respondents with higher education (i.e. postgraduate or four-year
graduate degree holder) are more in favour of the impact of cross-cultural management on employee
motivation than other respondents who has less education level. The following table 6.

Table 6: Education Vs Impact of CRM on EM

Impact of CRM on EM

Disagree Neutral Agree Total

Post graduate degree Count 0 1 32 38
g g % of Total 3.30% 070%  21.30%  25.30%

Graduate four years Count 1 5 36 42
university %of Total  0.70% 330%  24.00%  28.00%

Education  Graduate two years Count 0 2 28 30
college % of Total 0.00% 1.30% 18.70% 20.00%

Attended some college Count 2 2 19 23
9 % of Total 1.30% 1.30% 12.70% 15.30%

. Count 0 2 15 17
Graduate high school o/ et 0.000 130%  10.00%  11.30%

Total Count 8 12 130 150
% of Total 5.30% 8.00% 86.70% 100.00%

Work experience in organization

With regard to work experience in organisation employees with 1 to 2 years of experience are 25.3% agree
with the statement that cross-cultural management has an impact on employee motivation.

Table 7: Work Experience Vs Impact of CRM on EM

Impact of CRM on EM

} Total
Disagree Neutral Agree
Less than 1 Count 5 2 30 37
year % of Total 3.30% 1.30% 20.00% 24.70%
Count 0 1 38 39
1to 2 years
% of Total 0.00% 0.70% 25.30% 26.00%
Work Count 1 4 30 35
. 3 to 4 years
Experience % of Total 0.70% 2.70% 20.00% 23.30%
Count 0 3 17 20
5 to 6 years
% of Total 0.00% 2.00% 11.30% 13.30%
more than 6 Count 2 2 15 19
years % of Total 1.30% 1.30% 10.00% 12.70%
Total Count 8 12 130 150
ota % of Total 5.30% 8.00% 86.70% 100.00%
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The reason is quite simple that they spend enough time in the organisation and now use to the day to day
operation. Overall employees with more than 1 year of experience are agreeing with the statement. For
more detail see table 7 above.

Ethnicity

The demographic variable is the ethnic background of the employee. The result shows a strong agreement
from Afghani ethnic background employee with the statement (i.e. 39.9%). The reason behind is the largest
percentage of Afghani in the sample (i.e. 44% of the total). On overall 86.7% respondents show agreement
with the statement that cross-cultural management have a positive impact on employee motivation. For
further details see table 8 below.

Table 8: Ethnicity Vs Impact of CRM on EM

Impact of CRM on EM

Disagree Neutral Agree Total
Punjabi Count 0 3 29 32
% of Total 0.00% 2.00% 19.30% 21.30%
Afghani Count 5 2 59 66
% of Total 3.30% 1.30% 39.30% 44.00%
. . Count 1 1 13 15
Ethnicity Balochi % of Total 0.70% 0.70% 8.70% 10.00%
Sindhi Count 0 4 15 19
% of Total 0.00% 2.70% 10.00% 12.70%
Kashmiri Count 2 2 14 18
% of Total 1.30% 1.30% 9.30% 12.00%
Count 8 12 130 150

Total

Qualitative Data Analysis

The aim of this part is to analysis the qualitative data gathered from semi-structured interviews. The
objective of this part of study is to demonstrate the results from qualitative data and matches it with
quantitative data analysis. As mentioned above due to shortage of time and resources the researcher only
conducted four interviews two from employees and two from managers of international NGOs in the region
of Khyber Pukhtun khwa. These four cases were purposively selected based on the experience of these
respondents of cross-cultural management practices and good knowledge of motivational theories. The
respondents were selected from International Rescue Committee (IRC) and World Food Program (WFP).
Multi respondents’ approach were applied to have an in-depth knowledge of the cross-cultural management
impact on employee motivation and also check it from different perspective (i.e. management perspective
and employees’ perspectives).

Analysis of qualitative data reveals that international NGOs have a relaxed environment and mainly
influence by the structure of particular organization, like one manager argues in his interview that: “our
NGOs has a very low organizational structure”, basically he means that our organization has a horizontal
hierarchical structure. This further implies that in these organization employees are valued and they can
enjoy “easy-going mentality”. This thing further suggests that in these organizations according to
Hofstede’s theory a “low power distance culture” has been implemented which basically suggest that cross-
cultural management will improve the motivation of employees rather than hinder their motivation. It was
also noticed in the interviews that these NGOs keep its culture as results oriented but do not damaging the
motivation of employees by creating an environment which is “easy to go”, for example one employee
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mentioned in his interview that: “due to friendly culture in the organization we do not have to think about
anything else than our job”.

Furthermore, these NGOs have tried to develop a close relationship between top management and
employees by constant communication, like one manager speaks out: “we have a formal meeting almost
twice a year and in which each body have the freedom to speak”. The organizational culture is very friendly
and also mixed as mentioned by the managers of these organizations. This cross-cultural management has
been well research in previous literature and has been already discuss in the section 2.4. Resultantly, this
mix of different culture seems to answer the motivation of employees. Based on the result of qualitative
analysis it seems that cross-cultural management is well established in the NGOs and fit with reality. So,
culture is a source of employee motivation as it provides: “a challenging and interesting work
environment”. As it is described in the section 2.6 that cross-cultural management is a source of motivation
for employees when it is used to develop a dynamic and challenging environment.

Regarding motivation respondents describe the company ability to create an environment where employee
feels that they are the part of this organization and their existence matter are the most important
motivational factor. Certainly, these NGOs support their employees to find solution to problems and also
how to prevent these. The basic needs are fulfilled by the salary incentive they get while personal needs
were fulfilling by the amount of freedom they get in these organization. Similarly, managers also
mentioned in their interviews that employees are motivated because: “they have a place to work with good
environment and equipment”. Additionally, job satisfaction a kind of motivation is also very good in these
NGOs. The employee of international NGOs in Pakistan appears satisfied with their job and top
management as one employee mentioned in their interview that: “this organization is just like our second
home and the people there is our family members”. Similarly, the terms like “we are family”, “Friends”,
“Employee do not have to think about anything else than their job”, “relaxing atmosphere”, and “easy-
going mentality” are mostly used by the respondents show that they are satisfied by the cross-cultural
management of the organization.

To conclude, it has been observed in these interviews that managers and employees have good knowledge
of their NGOs cross-cultural management perspective and they are satisfied by it. Furthermore, it implies
that cross-cultural management has in fact have influence on employee motivation especially in the
international NGOs sector in Khyber Pukhton Khwa region of Pakistan. Therefore, this result also justified
the result of our quantitative analysis which state that the greater the cross-cultural management of an
organization the greater will be employee motivation.

Conclusions

The main aim of this research is to investigate the relationship between cross-cultural management and
employee motivation. The purpose is to answer the research questions and to discuss the main
considerations of the chosen topic. Furthermore, limitation and difficulties face during conducting this
research are outline at the end of conclusions. As this research was carried out in the context of
international NGOs in KPK, Pakistan, therefore, the particular aim is to find out the relationship between
cross-cultural management and employee motivation of this particular sector. As globalization increase the
diversity of organizational culture, so there is a need for further understanding of how these diversities of
culture impact the employees of that particular culture. However, research on cross-culture management is
still a new born baby, while research on the effect of cross-cultural management on employee motivation is
lacking the empirical evidence. Therefore, there is a need for a research which particularly target the
consequences of cross-cultural management i.e. employee motivation.

The research was based on both quantitative (questionnaire survey) and qualitative (semi-structured
interviews) data. Based on the findings it was observed that there are differences in culture regarding
international NGOs of KPK, Pakistan. In particular, the finding several that international NGOs have a
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relaxed environment and mainly influence by the structure of particular organization. Furthermore, the type
of firm, its internal culture and the diversity of its top management culture has positively influenced the
employee motivation. Similarly, employee own beliefs and attitude are shaping organizational culture
which in turn has a great effect on employee motivation.

On the other hand, the most important factor regarding employee motivation is the fair treatment of top
management as mentioned in Table 4.8. When employee feels that they are the part of the organization and
their existences matter for the top management, their work motivation increases, and they are more satisfied
with their work. Furthermore, it was also observed in the questionnaire survey as well as in the semi-
structured interviews that employees are more satisfied from their work conditions and the cultural
diversity of the top management. Employees work according to their own values and beliefs and in doing
so they actually foster their organizational culture, which further suggests that they have a strong sense of
belonging. However, Table 4.8 shows that the main source of employees’ motivation of these NGOs is
financial as 129 of 151 agree with the statement. The reason behind may be the financial position of these
employees and also as these jobs are a contract base that is why employees in these NGOs want maximum
benefit as the job can be finishes any time. Alternatively, the feeling of belonging, satisfaction, being
appreciated by the top management, faire treatment, and the opportunity to improve job position are the
main points to have a positive influence of cross-cultural management employees’ motivation in the
context of international NGOs in KPK, Pakistan.

However, regarding the main question of the current research it was statistically proven by drawing Scatter
Plot diagram and performing bi-variant analysis in form of Pearson correlation co-efficient that there is
positive relationship between cross-cultural management and employee motivation in the context of
international NGOs in KPK, Pakistan. Additionally, our results from qualitative data analysis also confirm
the relationship. As it has been observed in these interviews that managers and employees have good
knowledge of their NGOs cross-cultural management perspective and they are satisfied by it. Furthermore,
it implies that cross-cultural management has in fact have influence on employee motivation especially in
the international NGOs sector in Khyber Pukhtun Khwa region of Pakistan. Therefore, this result also
justified the result of our quantitative analysis which state that the greater the cross-cultural management of
an organization the greater will be employee motivation.

In conclusion, the stimulation of employee motivation in different organization depends on the regional
culture, organizational culture, and value orientation of the host country (Thomas, 2008). Furthermore, the
development of employee motivation that is steady with the motivational needs of unlike cultures is not
accidental (Erez and Earley, 1993). Consequently, employee motivation might be best informed by
different dimensions of culture that relate to the way in which the features of motivation are consistent with
employees of particular organization. Summing up, the prominence of cross-cultural management will
further grow, and it will take time to fully develop it impact on employee motivation. But the researcher
fully believes that it will take on an important and influential role in developing the organizational
environment of international NGOs in Pakistan.

Research Implications

This research will provide new insights on cross-cultural management and perceived employee motivation
in the context of NGOs. The particular implications of the current research are given below:

e This research will help managers of NGOs to better understand what kind of motivational factors
influence their employees.

e This research will also help in designing a culturally diverse workplace that increases employee
motivation and satisfaction.
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o  Even though, current research is only limited to a particular region and services sector, but still it
will serve as a starting point for practitioners and researcher to deepen their understanding of the
influence of cross-cultural management on employee motivation.

e This study also contributes to the literature on cross-cultural management and employee
motivation.

e  Current study also contributes to the development of NGOs’ sector in Pakistan, as there is a
general scarcity of research work carried out relating to this sector.

Limitation of the Study

Current research has several important limitations. Firstly, the research focus was on international NGOs in
a particular region that is KPK in Pakistan, which limited the generalize ability of the results to other
regions and sectors of Pakistan in particular and worldwide in general. Second, the research was conducted
in KPK which has the minimum literacy rate in Pakistan, as low level of education effect employee’s
values which in turn influence their motivational level, therefore this is a cultural limitation of the current
study. Third, is the subjective interpretation of interview data, as the result of this data is based on
researcher interpretation which may be influenced by his personal views. And finally, the sample size for
conducting semi-structured interviews was too small due to time and resources limitations therefore, it may
not be possible to generalize it to cover all situations. Beside this some other limitations of the current study
are given below:

e The time available for this research was very limited.

e The influence of cross-cultural management on employee motivation is a new area of research
particularly in Pakistan which required a lot of study.

e  Getting response was difficult as most respondents were not using internet and also limited time
scale.
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