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Summary 
 
Different attitudes in different countries and kinds of culture? The general idea of this work is 
to find out if multinational organizations preserve their way of dealing with their personnel in 
Brazil as they do in their home countries. Culture is a subject of high importance inside most 
organizations now days. Corporations have to learn the culture of the country they are inter-
ested in doing business with, so that negotiations can occur and deals can be made. At the 
same time we have a strong wave of globalization going on around the globe promoting some 
type of homogenization of world cultures. How is it that organizations can cope with both 
ways? It seems that, what is happening is that they are actually one of the biggest powers 
causing globalization, at the same time that when settling inside of a new culture they have 
also to adapt to local ways so employees will be able to perform in an environment known 
and comfortable to them. 
 
As the purpose of this thesis is to examine in what way the managerial attitude, and especially 
the employee performance management, inside a multinational organization is different on the 
Brazilian market compared to its home-market we had to use theories and models related to 
culture and cultural organizations as well as motivational theories from well established 
sources in these particular fields. Authors like Hofstead, Trompenaars, Schein and Maslow 
are among others that we decided were suitable for our purpose. 
 
Beside the theories, the literature on the subject and internet links, we also conducted inter-
views over the internet, that were essential for the results we obtained. These interviews were 
made in form of a questionnaire sent to employees of different multinational organizations 
both in Brazil and in its original country to enable us to get an overview of the organization. 
 
The results we got from our research show that there is a difference between the Brazilian and 
the international market although this difference is not very much accentuated. It seems like 
there is a homogenization of how companies deal and value their Human Resources happen-
ing and that the Brazilian market is picking up on it. We came upon interesting questions that 
were being raised with the development of our research that unfortunately we could not ad-
dress as it was not the purpose of this work but we feel that it was significant to bring them up 
as followed a natural line of thought that had relevance to our work.  
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1 Introduction 

1.1 Background 
 
Both of the authors of this thesis have experience of working and living in the Brazilian envi-
ronment and therefore also a broad picture of the management culture in the country, although 
from somewhat different perspectives. Peter is Swedish and has worked for six months in São 
Paulo, Brazil and is married to a Brazilian whereas Ivia is a native Brazilian, but living and 
working in Sweden at the moment. The question arose among the authors as to what extent 
the management culture is different in the two countries. Theoretically and logically there 
ought to exist differences as the countries are situated on different sides of the Atlantic Ocean, 
have different climates and cultural backgrounds, not to mention the difference in the social 
economy between a so called “developed” and “developing” country etc. But contemplating 
about this topic it was another perspective that caught our interest: what are the differences in 
employee performance management in a multinational corporation between its original coun-
try and Brazil?  
 
There are lots of multinational corporations active on the Brazilian market and therefore in the 
Brazilian management culture. A natural area to examine for people with the authors’ back-
ground would probably be doing a comparison between the Swedish and the Brazilian man-
agement culture. Considering that there always is a management or leadership culture present 
inside a multinational corporation as such we wondered which one of the two is the strongest 
one. Could it be the case that a multinational corporation, with all its history and cultural 
characteristics, treats its employees differently in Brazil than in its home country? Which one 
of its cultures is really the strongest – the original culture from its home country or the man-
agement culture it presumably adapts when active on the Brazilian market? Or put in a per-
haps more tangible example: does a multinational like McDonald’s have different policies 
concerning employee performance management in the US compared to in Brazil? To what 
extent is it different to work at McDonald’s in Brazil with a Brazilian manager compared to 
working in the US with an American manager? Are there for instance differences in manage-
rial attitudes, gratifications, career opportunities, educational offerings etc? Is an employee 
with a drug problem treated differently in Brazil than in the US? McDonald’s is only used as 
an example here to illustrate in a more tangible way the problematic, but there are others rele-
vant for the Brazilian market such as Carrefour, Wal Mart, Ericsson, Scania, TIM etc, etc.  
 

1.2 Purpose of thesis 
 
The purpose of this thesis is to examine in what way the managerial attitude, and especially 
the employee performance management, inside a multinational corporation is different on the 
Brazilian market compared to its home-market? 

1.3 Limitations  
 
We will send out a questionnaire containing 16 questions to 12 different offices of multina-
tional companies in Brazil and in the country where they have their headquarters. We have 
limited the number of send outs due to the restricted time for the project. Half of the question-
naires will be sent to Brazil and the other half to offices outside Brazil. We will also limit our-
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selves to examining the managerial attitudes using theories concerning cultural differences in 
management and theories about employee performance management.  

1.4 Approach 
 
We will at first build a theoretical base for our investigations using theories inside the area of 
cultural differences and employee performance management. Examples of authors whose 
findings will be used are Maslow, Hofstede and Trompenaars, but also others, who have writ-
ten about theories regarding employee performance management, will appear. Using the theo-
retical framework, that we will develop, we will create a questionnaire with in-depth ques-
tions and consecutively use the theories to analyze the results. The findings of our field-work 
will be used to try to explain the outcome plus give advice for the future to the companies. 
The study will have a qualitative approach as the questionnaire is rather extensive, but could 
also be said to have quantitative parts as the result of some of the questions is quantifiable.  
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2 Method 

2.1 Preconception 
 
To have a preconception about something in these circumstances means the understanding the 
author has about the actual subject from beforehand. This preconception can come from both 
personal experiences, but also from experiences others have made and then passed on through 
literature, word-of-mouth etc. The combination of personal preconceptions and those from 
others together form the individual preconception the researcher has, when starting his study. 
(Gummesson, 1991) 
 
To have preconceptions can be a problem as it can influence the researcher in his work and 
make him draw the wrong conclusions from his findings. However can lack of preconceptions 
also be a problem as it can lead to severe misunderstandings, when dealing with the informa-
tion or interpreting respondents. (Gummesson, 1991) 
 
At the bottom of the line the important thing for a researcher, when dealing with his or others 
preconceptions, is to present his background and possible influences so that others reading his 
study can critically judge what scientifical value to give the research.  
 
When we started our work we both agreed that there would probably be a variation of the 
managerial attitude in Brazil compared to in other countries, but we did not know how big it 
would be. As both of the authors have some kind of involvement with Brazil and also an in-
terest in the Brazilian market, we thought that our study could be an interesting and relevant 
way to learn more and explore the differences in managerial attitude found on the Brazilian 
market, compared to what we are used to in other countries.  
 
There is a possibility that our understanding of the Brazilian market from beforehand can in-
fluence our conclusions, but we believe that it without our preconceptions also would have 
been hard to carry through a study like this. After all, for persons without our background it 
would have been hard to achieve the relevant contacts and questions to make such a study.   

2.2 Work methods 
 
As our works purpose was based in a comparison and understanding of the Brazilian manage-
rial attitude in relation to others organization cultures, we had to rely and make a lot of use of 
the internet, particularly of e-mails to be able to do our interviews and also data collection on 
the companies not based in Sweden, since we did not have the time or the means to visit these 
organizations both in Brazil and in the other countries they are located. Of course book re-
searches of different authors were too of vital importance in the way of collecting and getting 
to know the theories available of the area in question. 
 
Our work was to be made with a qualitative point of view, where we would get a better under-
standing of the peculiarities of the Brazilian market regarding employee treatment and also as 
not a large number of interview samples were to be handled out. Moreover as our goal was to 
examine and understand in what way the managerial attitude in Brazil would be distinguished, 
instead of finding answers to a more quantitative nature as “how often ”or “how many”, the 
qualitative method would better  fit our purpose.  
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To go in the field and study some type of tendency/observable fact is normally and perhaps 
better used in a case study type of method, usually those are made with the help of deep, but 
not a large number of interviews. The goal is to achieve a better understanding of the phe-
nomenon proposed, so that an explanation and interpretation would become accessible. It is 
through the material collected, view and analysis of the same that one will try to find a pattern 
to reach a qualitative result, as one is interested in finding a structure and coherence of such  
phenomenon. 
 
The interviews in this work have all been made over e-mail and this constitutes a certain risk 
per se. It was impossible for us to make use of abstract information from the respondents, 
such as emotional reactions to the questions made or verifying the correct understanding of 
the questions. To avoid misunderstandings we have in some cases placed small explanations 
to terms used in the questionnaire and also made extra questions encouraging the respondents 
to give examples of the relevant practice within the company. To avoid the previously men-
tioned risk, concerning emotional reactions, we could however not find a solution suitable to 
this project. Making the interviews by phone would present other practical problems and is 
any case not a perfect solution to the predicament as emotional reactions are easy to hide over 
phone. As face-to-face meetings were simply not possible, this risk was one we had to live 
with to be able to carry through the project.  

2.3 Data selection 
 
One of the most common ways of collection of data in a study investigation would be the in-
terviews, and the search of material available in books, magazines and the internet. The inter-
views can be made in a standardized way, meaning that the questions would be the same to 
every person interviewed, so that would be no place for variation leading hopefully to a 
clearer view of the results in the end. According Lindgren and Lindgren an interview can be 
structured or standardized. A standardized interview is linked to how the questions are de-
signed and what kind of results would follow. In a structured kind the interview would follow 
a clear and distinct line, which is necessary so that one would be able to compile and under-
stand the results. This type is more commonly used in a quantitative collection of data. There 
is yet an open kind of interview, where the questions are not prepared beforehand; the inter-
view assumes a more conversational tone and the questions are created accordingly to the 
conversation that is taking place at the moment. Through an open interview it is possible to 
catch the respondents’ opinion and experience which is of great significance. One could say 
that it is the respondent that put limits to the phenomenon by given his/hers own picture of 
reality. This type of interview usually more used in a qualitative collection of data. 
(Lindgren/Lindgren, 1999,) 
 
One can also use make use of  “mixed “ kind of interview, a semi-structured one where there 
are some “base questions” prepared beforehand, serving as a guide but that the conversation 
/interview is open to explore other angles.  
 
In our case we chose to prepare a standardized questionnaire to be sent to all our respondents, 
with some open questions, encouraging the people who would answer it to make comments, 
suggestions or to speak more freely about some point that they thought relevant. We decided 
that this type of questionnaire would be a for our purposes suitable one, as neither author 
would be present to make the interviews. The questions were also the same for both Brazil 
and the other few countries they were to be sent to, they were first made in English and than 
translated to Portuguese. 
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The choice of the organizations for the work was made with the help of one well known and 
respected magazine in Brazil, “Exame”. There we could find a list and some information 
about organizations from Brazil and multinationals in different areas. This was an important 
source of information to us about where to come in contact with the companies. “Dagens In-
dustri”, a well established business newspaper in Sweden was also of use, as it published an 
article about one of Scania’s managers in Brazil. The article made clear that the manager had 
experience of working in many different countries and therefore we thought he could have 
special insights to bring to the project and entered in contact with him in particular.  

2.3 Validity 
 
Perhaps the most important aspect of research would be the external validity, without it the 
whole point of research is lost and bears no important weight. The objectivity of the work and 
also the author has to be viewed and measured so the results can be taken in consideration and 
validated. There are two kinds of validity, internal and external. Internal validity refers to a 
connection between the concept of the model and the operational, meaning that there should 
be a measurable or comparable definition of those two. It is important to adopt a valid defini-
tion of a concept used as well as to find an empirical distinguished feature that can be applied 
to a plausible understanding of what the concept really means. External validity refers to con-
formity between the measured data the scientist acquires when using an operational definition 
and reality. (Wiederheim P, Eriksson LT, 1991, s.28) 
 
About the objectivity of the authors one aspect that should be counted in favor is that even 
though both have some connection with the Brazilian life and market, none of them has ever 
worked in a multinational organization or any kind of big organization in Brazil. Our ques-
tions were genuine. Because of the cultural differences we did consider that we would find 
some kind of discrepancy but we did not have a clear view or an answer pre-formed about the 
how it would be, how big or even that that would be large enough to make an impact in our 
results. Even so, one should be aware that a person values and concepts in life are very hard to 
hold back. We do recognize it and tried to work open minded, we also accept that our link to 
Brazil could have some kind of interference on the way we looked at the information received 
even if we tried not to let it influence us.  
 
The questionnaire we sent was made based on issues pertinent on the area of Human Re-
source, they were based on incentive programs, rewards and/or benefits, employee satisfac-
tion research, autonomy at work, the relationship between regular employees and their man-
agers, salary development and education. All of those are concepts that are actual and very 
much relevant to the research. 
 
The results of our work should shed some new light on the area we proposed to research; it 
shows how employee performance management is in multinationals in Brazil in relation its 
host countries. We believe that we reached an impartial conclusion and therefore our results 
should be considered valid. We feel that these results should be able to be used in a more gen-
eralized way. 
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2.5 Reliability 
 
“Reliability is an attribute of any system that consistently produces the same results, prefera-
bly meeting or exceeding its specifications.”1 The results found here are backed up with the 
data collected in form of interviews, theories available in the field found in diverse books and 
also the internet. All of it coming from well establish and reliable sources and authors. Of this 
data, we believe that the questionnaires (interviews) we had answered have an important 
place. Without them our work would probably lack the legitimacy to be claimed valid and 
current. 
 
We do believe that with the information compiled by us here we have a representative result 
of what the market looks like at the moment. Nevertheless we understand that the research 
could and can be more extensively worked upon and developed if only more time and re-
sources are inserted.  
 
 
 
 
 
 

                                                 
1 http://dictionary.reference.com/ 
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3 The Brazilian market 

3.1 The country 
 
Brazil is the fifth biggest country in the world and has about 169 million inhabitants according 
to the most recent count. The country has been a colony under Portuguese rule and that is also 
its main language. Brazil became independent from Portugal in 1822 and is today a federal 
republic with a president as both chief of state and head of government. Since 2003 Luiz Ina-
cio Lula da Silva is Brazil’s president, but there is a new election to be held in 2006 and he 
might not be reelected. The president comes from the worker’s party (PT) and was highly 
popular among the Brazilians when he was elected and a lot of people put there hope in 
changes to him. This because Lula comes from very poor conditions and was even working as 
polishing shoes at the street as a little boy. Since he has become president his party has been 
involved in a vast corruption scandal and his popularity has fallen.  
 
One of the political problems that mark the country is the lack of a land reform. There is a 
strong movement for people without land (MST), which hold strong protests and block roads 
in the country from time to time.  

3.2 The economy 
 
Brazil has the biggest and most important economy in South America and its main partners in 
trade are the USA, Germany and Italy. Its main production sectors are agriculture, mining, 
manufacturing and the service sector. The agriculture is also the sector that gives most people 
work with 20% of the working people and thereafter follows industry with 14%.  
 
In 2005 the GDP is expected to rise with 2.6% and the country has ran record surpluses in 
trade over the last years and also enjoys a growing productivity, especially in the agricultural 
sector. GDP per capita is 8500$ in 2005, but it is very ill distributed. The 10% of the popula-
tion that has the smallest income possesses only 0.7% of the total household income in the 
country. This figure should be compared with the 10% that have the biggest income, which 
possesses 48% of the total income in the county! As much as 22% of the population lived 
below the poverty line in 1998 and as everyone can easily understand this fact leads to ex-
treme differences in the society. In São Paulo it is for instance not uncommon to see people 
living at the street in paper boxes beside people using helicopters to go to work and avoid the 
rush hour traffic.  
 
The inflation rate has stabilized in the latest years and was 6.8 in 2005 and this during a pe-
riod of big appreciation of the country’s money, the real. The biggest part of the industry and 
income in the country is found in the southern part, where cities like São Paulo, Rio de Ja-
neiro and Curitiba are situated. As the northern and especially northeastern parts of the coun-
try are a lot poorer there are a lot of people moving to the south in search for a better life. One 
exception is the Amazonian city of Manaus, which is a free trade area and has a lot of export-
ing and importing industry. Total unemployment rate is 9.9% and only 86.4% of the popula-
tion is literate (persons over 15 years of age that can read and write).  
 
Another big problem in the country is the violence and crime rate that comes with a country, 
which has so enormous economic differences as Brazil. In 2003 Sweden had 94.8 robberies 
and 1.1 murder per 100 000 inhabitants whereas the figures for Brazil landed at 483.9 robber-
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ies and 23.0 murders per every 100 000 inhabitants. A crime that occurs regularly in Brazil 
and doesn’t even exist in the statistics for most Western countries is extortion using kidnap-
ping, which has a rate of 0.23 per 100 000 inhabitants. This is a crime that preoccupies many 
successful managers and at least one of the participants in this study has actually been the 
victim of this type of extortion.  
 
 
Sources:  Swedish National Encyclopaedia  

CIA World Fact Book  
Brazil’s Ministry of Justice 
Swedish Crime Advice Council 
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4 Theoretical framework 

4.1 The perfect manager? 
 
Is there such a concept as a universally perfect manager? A manager that is able to function in 
almost any environment and culture using his employee’s potentials to a maximum and 
thereby also maximizing the organizations financial profit, without exploitation. Answering 
these questions lies a bit from the scope of this thesis, but they are interesting to contemplate 
over as a background when we now look a bit closer on the theories surrounding this area in 
the literature. In any way we will examine in what ways the managerial attitude changes and 
adapts itself to the Brazilian market. To build a basis for our explorations we will first have a 
look at the theories of the psychologist Abraham Maslow.  

4.2 Maslow on management 
 
Already in high school students all over the world come in contact with the works of Abra-
ham Maslow. His most famous creation is perhaps the hierarchy or stairway of needs. This 
hierarchy is illustrated in the figure below.  
 
 

 
 
 
Maslow states that human beings seek fulfillment of a number of internal needs or wants (in-
trinsic motivators). If those needs are unfulfilled then the individual will attempt to satisfy 
those needs. According to the author, these needs are arranged in a hierarchical order of five 
levels: physiological (ex. hunger, warmth), safety (ex: security, freedom from pain), social 
needs (ex. affection, a sense of belonging), esteem (ex. self-respect) and self-actualization 
(fulfillment of one’s potential). Maslow advocates that an individual need to first satisfy one 
level to be able to move to the next. Here we have one of the most criticized points in his the-
ory; people are complex and vary in the ways they experience needs, which means that indi-

Figure 1. Maslow’s hierarchy of needs. Alan Chapman, 
http://www.businessballs.com/maslowhierarchyofneeds5.pdf 
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viduals can experience different need levels simultaneously and may not advance in the hier-
archy in the same way that Maslow suggests. (Maslow, 1998) 
 
That is also the main difference between Maslow’s theory and Aldefer’s EGR-theory, whose 
theories otherwise are quite similar to each other. In the EGR-theory Aldefer states that the 
environment might mean that certain needs cannot even be met. He means that the hierarchy 
has three levels instead of five: existence needs (equivalent to the physiological and safety 
needs of Maslow), relatedness needs (equivalent to the social and esteem needs of Maslow) 
and growth (equivalent to Maslow’s self-actualization needs). (Dick and Ellis 2000) 
 
These psychological theories are of interest to our case because they show how we human 
beings function. To be able to go on to another level in the hierarchy the needs of the before 
lying levels have to have been fulfilled. In a country such as Brazil, where violence, poverty 
and many other extreme problems are present in the every day life, this is perhaps even more 
obvious. Of what good is it to a company to have a well educated and highly skilled em-
ployee, if he cannot satisfy his needs on an inferior level in Maslow’s and Aldefer’s hierar-
chies, as for instance those of safety and physiology (including things as food, health care 
etc.). An employee that feels that it has problems to satisfy these needs will according to the 
theories not reach or at least not fulfill the superior levels either. Such a person will not be 
able to perform its best and can not be expected to be fully stable psychologically. Therein 
lays one of the problems for a company active in a developing country and in this specific 
case, Brazil. The workforce might be cheap and expendable, but how can the company create 
an environment where the workforce will be able to perform its best and be fully creative? 
There are of course various ways to deal with this situation, which we will see later on, and 
some of them differ from the ways companies act in first-world countries, which are often the 
home-countries of many multinational companies.  

4.4 Physiological theories  
 
Herzberg’s two factor theory was developed with an organizational perspective. It suggests 
that there are two groups of factors that affect behavior. The first one is hygiene factors, being 
aspects of the job, which, while not motivating in themselves, would, if they were not present, 
possibly lead to severe dissatisfaction and ultimately loss of motivation (ex. pay, work envi-
ronment, level of job security). The hygiene factors would be the base and prevent dissatisfac-
tion. In other words they have to be present in order to make it possible for the next factor to 
grow from there. The other factor is the motivator or satisfier factor and is those that are re-
lated to job content and define how the person feels about her job (ex. responsibility and 
autonomy, opportunity to self-actualization). Interestingly, one point in common in these 
three theories by Herzberg, Aldefer and Maslow and also with others is that none of them 
cites money as a significant motivator (beyond the basic level or performance). This is also in 
accordance to what many researches have concluded with empirical works within the organ-
izational field. (Dick and Ellis 2000) 

4.5 Introduction to motivational theories 
 
As the aim of this study is to examine in what way the managerial attitude, and especially the 
employee performance management, inside a multinational corporation is different on the 
Brazilian market compared to its home-market, a fundamental part of the work has to be 
based on motivational theories. How do managers normally treat their employees in Brazil 
and why? Could employees perhaps be treated differently to be made perform better? Are 
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there discrepancies in what methods are used to motivate Brazilian workers compared to those 
of other countries? These are all relevant questions to which answers mainly have to be 
sought inside the area of motivational theories.  
 
With what aspects deal the motivational theories? It is mainly the driving force that will make 
employees work harder and make greater efforts to the benefit of the organization and while 
doing so have the feeling that they are evolving and developing. They can be seen as a means 
for the company to steer their employees in the same direction as the company’s objectives 
and make full use of the inlaying creativity their workforce has.  
4.5.1 The basis of motivational theories 
 
Motivational theory is primarily an area of psychology that attempts to describe why people 
behave in a certain way. Two different concepts are used by psychologists in this area; drive 
and motive. The main difference between them is that drives are almost unconscious, it’s an 
internal force that creates motivated behavior and because of it, it’s somewhat beyond our 
control. A motive on the other hand is something human beings obtain through learning, what 
we learn through our actions that can lead to some kind of return or reward. (Dick and Ellis 
2000) 
 
In order to motivate employees so they can enhance the performance at their tasks, organiza-
tions first have to identify and understand what motivates them. Without realizing this basic 
fact, organizations would be running the risk to adapt incentives that may not be the best tools 
to motivate its workforce, or even worse, create the opposite effect on them. Some theories 
were created in attempt to identify specific things that motivate people. They identified pri-
marily two different groups of motivation; intrinsic motivators as needs or drives that origi-
nate within the person, such as desire for status or prestige and extrinsic motivators as things 
that originate outside the person and that can produce desires and needs, such as money. (Dick 
and Ellis 2000) 
 

4.5.2 Examples of motivational theories  
 
Theory X and theory Y by Douglas McGregor has its base on the belief that there is a direct 
correlation between the way managers treat their employees and employee motivation. To 
McGregor managers are likely to have two views on employees’ attitude: one that will result 
in high levels of motivation (Theory Y) and one that will result in lower levels of motivation 
(Theory X). (Hume, 1995) 
 
In theory X, employees are treated with little or no respect.  The emphasis is in discipline, 
control, obedience, dependence and conformity.  This kind of attitude from the managers is 
based on the assumption that the average human being dislikes work and will avoid it, if given 
a chance. Therefore people need to controlled and directed to be able to work in a way that 
will help the organization achieve its goals. Also, average people would like to evade respon-
sibility if possible, they prefer to be directed, they want security first and foremost and do not 
have high ambitions. (Hume, 1995) 
 
Theory Y on the other hand emphasizes decentralization, participation, discussion and delega-
tion. It is based on the assumption that the expenditure on mental and physical effort in a 
work environment is as natural as play or rest. Threats and external control are not the only 



 16

options for an organization to get its employees to work toward its goals. People will disci-
pline themselves if they are committed to the organization and one way to make it happen is 
to insert rewards. People are committed to objectives in proportion to the rewards associated 
with achieving the objectives. The average human beings learn, under proper conditions, to 
accept and even seek for responsibility. Creativity and intellectual capacities are distributed 
widely in the population but are only being partially used, especially under the conditions of 
the modern industrial life. (Hume, 1995).  
 
On the whole, theory Y promotes a flexible type of management, i.e. a more participative one. 
It implies that to be able to motivate employees it is necessary to allow them to use their abili-
ties and skills, so that they will feel more integrated and committed to the organization. 
 
The Achievement-motivation theory was created by the psychologist David McClelland and 
assumes that the individuals have three intrinsic needs as the basis of motivation: needs for 
achievement, needs for affiliation and needs for power. The author states that achievement 
motivation is fixed in early childhood and all individuals have each of these needs, but in dif-
ferent levels of intensity. He also believed that the country one is born in has an influence on 
that level, in other words that different cultures have different levels of achievement motiva-
tion. (Dick and Penny 2000, Hume 1995) 
 
McClelland relates his theory to the management area and implies that a high need for affilia-
tion is important for junior and middle management jobs, while senior management jobs re-
quire a high need for power. With that in mind one can understand that the interconnection 
and relationship between these three needs are of special importance for management careers. 
(Dick and Penny 2000, Hume 1995) 

3.5.3 Process theories of motivation 
 
Process theories of motivation tend to focus on relationships that might improve, or reduce, an 
individual’s motivation. They perceive motivation as a result of a combination of an individ-
ual’s values and needs together with his or hers beliefs concerning the work environment. 
Here we have: 

 
• Expectancy theory 
• Equity theory 
• Goal-setting theory 

  
 
The expectancy theory was presented by Victor Vroom in 1964 and has a view on motivation 
that is more complex than simple need satisfaction. “An expectancy is defined as a momen-
tary belief concerning the likelihood that a particular act will be followed by a particular out-
come” (Vroom, 1964). In his theory he proposes that work motivation besides being a func-
tion of an individual’s needs and values it is in addition a function of an individual’s beliefs 
concerning what happens if one work hard. Part of the amount of motivation lays in an indi-
vidual’s desire to satisfy his or hers needs, but the level of it will depend on the individual’s 
belief regarding how much or even if, his efforts at work will eventually satisfy his needs. The 
theory has three variables and is often represented in form of an equation:  
 
Motivation = Expectancy X Valence X Instrumentality 
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Valence would be the anticipated satisfaction one attaches to the outcome; instrumentality the 
extent to which performance related outcomes lead to need-related outcomes and expectancy 
finally being the perceived probability that effort will lead to performance related outcomes. 
(Vroom, 1964) 
 
The question raised by some critics of this theory is if people really engage in this cost-benefit 
analysis when thinking about working harder. Regan and Kilduff suggested that people tend 
to make decisions to do things and then justify those decisions after the event, not before. 
(Regan and Kilduff, 1988) 
 
Equity theory is based on a concept of social comparison, which is a process where individu-
als compare themselves with other people to arrive at a self-judgment, in a work environment 
it has its focus on the fairness that people perceive in the rewards that they receive for the 
efforts. Those rewards are not only made in form of financial pays, but also recognition, bene-
fits, job privileges and prestige to name some. The theory tells us that by assessing the fair-
ness of working conditions people will estimate an input/output ratio, meaning that they will 
evaluate what they are putting into a job compared with others. If an individual decides that 
his input surpassed the output he will be dissatisfied and motivated to minimize the inequity 
in some way. Researches during the past thirty years show that equity theories predictions 
have proved to be very strong. (Adams, 1965) 
 
Goal-Setting theory simply presumes that people want to achieve goals, that the mere exis-
tence of goals is motivating enough in itself. It has several principals of goal setting: 

 
• Set clear and specific goals; 
• Assign difficult, but achievable goals; 
• Increase employee acceptance of goals 
• Provide incentives to achieve goals 
• Give feedback on goal attainment  

 
If followed, according to supporters of the Goal-setting theory, managers will be able to get 
employees motivated to meet the organizational objectives.  

4.6 Organizational theories 
 
“A fish only discovers its need for water when it is no longer in it. Our own culture is like 
water to a fish. It sustains us. We live and breathe through it. What one culture may regard as 
essential, a certain level of material wealth for example, may not be so vital to other cultures” 
(Trompenaars, p. 21, 1993) 
 
The conception of organizational culture is deeply and clearly connected with the conception 
of culture in general and with the national culture of a country. Culture is in general defined 
as a collection of values and norms, tradition, behavior, symbols and beliefs shared by a group 
of people that through those characteristics can identify themselves as part the same group. In 
order to define organizational culture and to understand the culture of a particular company 
one will need first to take a look in the general and/or national culture surrounding it. The 
organizational culture will be fairly a reflection of the national culture, with some elements 
that are particular to the organization and its market and moreover to the type of organization 
in question, all adjusted to make a “whole” culture organization. One of the distinctions to be 
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made here is that it has a defined environment that will be within the organization’s bounda-
ries, not meaning though only the physical space.  
 
“Culture is those set of attitudes, values and beliefs that exist in any given organization and 
which serve as “guides for actions” for employees” (Schein, 1990)  
 
Schein was very concerned about describing and explaining how culture could be used to un-
derstand what one organization is like and he has, together with other authors, suggested that 
culture may be analyzed in three levels; surface knowledge, daily enactment and basic as-
sumptions.  
 
Surface knowledge integrates the more tangible portions of culture, for example, the methods 
of communication or how people dress themselves. Basic assumptions on the other hand are 
the less tangible parts of it, such as the nature of people and their beliefs. Daily enactment in 
its turn is concerned with the way things are done, the language used, the appropriate behav-
iours etc. (Schein, 1990)  
 
According to other authors it is the basic assumptions that will act as the more powerful 
guides to action. The argumentation made is that these are so deeply rooted within the culture 
that they are taken for granted by employees so that they eventually stop being questioned or 
challenged. (Dick and Ellis 2000) 
 
For Hofstede, “Culture could be defined as the interactive aggregate of common characteris-
tics that influence a human group’s response to its environment. Culture determines the iden-
tity of a human group in the same way as personality determines the identity of an individual. 
Moreover, the two interact; “culture and personality” is a classic name for psychological an-
thropology. Cultural traits sometimes can be measured by personality tests.” but in the case of 
the organizational culture. (Hofstede, p.21,1980) 
 
4.7 A Model of National Culture (Hofstede, 1994) 
 
Geert Hofstede has created a model to describe national culture that is applied to organiza-
tions and management. The model is based on five cultural dimensions and is a result of vari-
ous research projects.  
 
The five dimensions in the model are:  

 
• Power Distance 
• Individualism 
• Masculinity 
• Uncertainty avoidance  
• Long-term orientation 

 
Power Distance, or the degree of inequality among people which the population of a country 
considers as normal. It has its focus on the norms that tell superiors how much they can de-
cide the behavior of their subordinates, from relatively equal to extremely unequal.  
High power distance countries have norms, values and beliefs such as: 

 
• Inequality is fundamentally good  
• Everyone has a place; some are high, some are low 
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• Most people should be dependent on a leader 
• The most powerful are entitled to privileges 
• The most powerful should not hide their power 

 
In countries with high power distance cultures the idea of inequality and hierarchy in organi-
zations is rooted in early socialization in the family and school, children are expected to be 
obedient to parents and others. That behavior reflects in organizations in these countries that 
use management systems and processes that reflect a strong concern with hierarchy.  Japan for 
instance, is recognized by many as one of the most hierarchical countries known.  
 
Individualism or the degree to which people in a country have learnt to act as individuals, with 
values, norms and believes focuses on the relationship between the individual and the group. 
The cultures of these countries view people as unique. These cultural values are often dis-
cussed with their opposite, called collectivism. Individualistic countries have norms, values 
and beliefs such as: 

 
• People are responsible for themselves 
• Individual achievement is ideal. 
• People need not to be emotionally dependent on organizations or groups.  
 

In contrast, a collectivist country has norms, values and believes such as: 
 
• One’s identity is based on group membership. 
• Group decision-making is best. (But in reality one person can decide and the group is 

there to support this decision) 
• Groups protect individuals in exchange for their loyalty to the group. 

 
Masculinity or the degree to which “masculine” values like assertiveness, performance, suc-
cess and competition prevail over “feminine” values, those are generally tender. In more mas-
culine cultures the job is considered a main motivator and the managers act more decisively in 
such cultures. Arabic countries tend to rank high on masculine oriented culture.    
High masculine countries have norms, values and beliefs such as: 
  

• Gender roles should be clearly distinguished. 
• Men are assertive and dominant. 
• Machismo or exaggerated maleness in men is good. 
• People – especially men – should be decisive. 
• Work takes priority over other duties, such as family. 
• Advancement, success and money are important. 

 
Uncertainty avoidance relates to norms, beliefs and values regarding a tolerance from ambi-
guity. It is the degree to which people in a country prefer structured over unstructured.   High 
uncertainty avoidance countries have norms, values and beliefs such as:  
 

• Conflict should be avoided. 
• Deviant people and ideas should not be tolerated. 
• Laws are very important and should be followed. 
• Experts and authorities are usually correct. 
• Consensus is important. 



 20

• In countries with this kind of culture management systems and processes make or-
ganizations and employees dependable and predictable.  

  
Long-term orientation Values positively rated in this dimension are thrift and perseverance. 
Respect for tradition and fulfilling social expectations are values that are negatively related 
here. Managers in these kinds of cultures are selected based on the fit of their personal and 
educational characteristics to the company. The Eastern countries, in contrast to the Western, 
rank highest on long-term orientation and value synthesis in organizational decisions. In these 
kinds of (organizational) cultures socialization and training for long-term commitment have a 
higher value than work related skills.  
 
4.6.2 Cultural Dimensions Model (Trompenaars and Hampden-Turner 1998) 
 
This model, used by Fons Trompenaars and his colleagues, is similar to Hofstede’s, but one 
can say that it is wider and goes a little deeper than his. It also contains two more dimensions 
and deals with a broader array of countries.   
 
Five of the seven dimensions of the model deal with the challenges of how people relate to 
each other and are ranges of cultural differences, these five include: 

 
• Universalism versus particularism: the choice of dealing with other people based on 

rules or based on personal relationships. 
• Collectivism versus individualism: the focus on group membership versus individual 

characteristics. 
• Neutral versus affective: the range of feelings outwardly expressed in the society. 
• Diffuse versus specific: the types of involvement people have with each other ranging 

from all aspects of life to specific components.  
• Achievements versus ascription: the assignment of status in the society based on per-

formance versus assignment based on heritage.  
 
The two following dimensions deal with how a culture manages time and how it deals with 
nature and include: 

• Past, present, future or a mixture: the orientation of the society to the past, present or 
future or some combination of the three.   

• “Control of” versus “accommodation with” nature: nature viewed as something to be 
controlled versus something to be accepted.  

 
4.6.3 Schein’s typology for analyzing organizational behavior (Schein, 1985) 
 
According to Schein’s concept of organizational culture it is “a pattern of basic assumptions – 
invented, discovered or developed by a giving group as it learns to cope with its problems of 
external adaptation and internal integration- that has worked well enough to be considered 
valid and, therefore, to be taught to new members as the correct way to perceive, think, and 
feel in relation to those problems.” In 1990 he developed a typology for cultural analysis. 
Each dimension, described in detail below, is concerned with specific sets of beliefs that or-
ganizations have. 

 
• The organization’s relationship to its environment 
• The nature of human activity 
• The nature of reality and truth 
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• The nature of human nature 
• The nature of human relationships 
• Homogeneity versus diversity 

 

The organization’s relationship to its environment (beliefs that relate to the broader envi-
ronment) 
Some organizations believe they are very important and are capable of dominating the envi-
ronment, whereas others believe that they have a limited niche that they need to keep and pro-
tect if they are to survive. Such beliefs strongly influence the organization’s strategic behav-
ior. Those who believe they are dominant will be prepared to fearlessly go into new markets, 
new products and services or even to acquire smaller organizations. Those who believe they 
have a specific niche will be concerned to protect their market share, to compete effectively 
and to stay within their field of knowledge and competence.  
 
The nature of human activity (beliefs about what the core activity of the business should 
be).  
In larger organizations there is likely to be a lack of consensus on what the core activities 
should be. Different departments tend to view their own tasks as being the most important or 
have strong ideas about what other departments should be doing. Groups may also differ in 
their beliefs about how the organization should achieve its goals.   

The nature of reality and truth (the methods used to establish “facts” and what are per-
ceived as relevant facts).  
Most organizations operate in conditions of relatively high ambiguity and uncertainty. It is 
often difficult to tell what the immediate future holds and what any given set of information 
might mean. Organizations often have preferred methods of establishing facts and may also 
have strong beliefs about what counts as relevant facts.  

The nature of human nature (beliefs about what people are like) 
Some organizations have theory X beliefs about people believing that “the carrot and stick” is 
the only way to get people to work. Others might believe more along the lines of theory Y, 
believing that people come to work for more reasons than pay. Such beliefs will underpin the 
management style in an organization, such as the police and army, theory X beliefs are perva-
sive and manifest in the giving of orders and “discipline codes” that set out tightly prescribed 
codes of conduct.  
 
The nature of human relationships (beliefs are about how people should relate to one an-
other both hierarchically and horizontally) 
Some organizations believe in extremely formal relationships in which everybody – the boss, 
colleagues and subordinates – are called by their surnames and an appropriate title (Miss, Mr., 
and Ms) and people keep their distance from each other. Some companies have separate din-
ing areas for management and shop-floor staffs, other organizations are highly informal. Eve-
ryone is on first-name terms and go out together socially. Some organizations may emphasize 
the importance while others may value individuality.  
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Homogeneity versus diversity (beliefs about how similar or diverse the workforce should be) 
Does the organization expect everyone to have similar attitudes and behave in similar ways 
(homogeneity) or welcome differences between people (diversity)? There is evidence that 
many organizations prefer the former state.    

4.6.4 Peters’ and Waterman’s eight attributes of excellence 
 
Peters and Waterman developed eight attributes after they had looked at some of the best-
managed companies in the United States and established that they had a number of points in 
common. These attributes gives us the idea that culture can be managed and therefore 
changed. They are:  
 

• A Bias for Action:  
Company gets things done; increases knowledge, interest, and commitments. 
 
• Close to the Customer:  
Customer satisfaction is very important throughout all the roles that the business plays. 
 
• Autonomy and Entrepreneurship:  
Encourage risk taking and innovation. 
 
• Productivity Through People:  
Everyone is respectful and enthusiastic towards each other. This creates an atmosphere 
that enables good work. 
 
• Hands-on, Value-Driven:  
Company philosophy and values are discussed openly. Leaders in the organization are 
also positive role models. 
 
• Stick to the Knitting:  
Company focuses on doing what it does best. 
 
• Simple Form, Lean Staff:  
Authority is shared as much as possible between the employees. 
 
• Simultaneous Loose-Tight Properties:  
There is good planning and controlling that still allows for worker autonomy and a less 
rigid atmosphere. 

4.7 Ways forward for the companies 
 
How can Brazilian and other companies move forward and be more effective when it comes 
to using and getting the best out of their employees? One of the answers could be to act more 
as a coach and less of a boss. If all the theories about management we have presented have 
one thing in common it is that they suggest a more humane way of managing the employees.  
 
As Hume suggested with his “theory Y” most people want to take responsibility and do their 
work properly to the best of their ability. If you as a manager don’t look at your employees in 
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this way it might be wise to ask yourself why you hired them in the first place, if you don’t 
trust them to do their work. (Hume, 1995) 
 
Cook points out that to be a good coach for you employees doesn’t mean that you’re supposed 
to be their friend, but that you’re supposed to lead them in a positive, enthusiastic and suppor-
tive way. One part of doing this is to protect the employees from outside interference. You 
should in other words create an environment inside which the creativity and, perhaps more 
importantly in today’s result-driven world, the productivity of your workforce is being al-
lowed to flourish. (Cook, 2004) 
 
Furthermore he points out that a good manager in today’s world should also be a good listener 
– not only to suggestions, but also to critics. He mentions a survey by Market Facts’ TeleNa-
tion that found that 90 percent of the employees think they have good ideas about how the 
company should be run, but only 38 percent of them think that the managers would be inter-
ested to listen to their ideas. Here a lot of creativity seems to get lost unnecessarily. (Cook, 
2004) 
 
Speaking about motivating the employees Cook points out some important aspects. He means 
that a manager should coach the employees to the best of their performance by leading, teach-
ing and guiding them. The goal should never be to control the workforce, because that would 
use so much time and energy that would prevent the manager from being productive himself. 
It is also important to give the employees a chance to put into practice their way of working 
and thinking. Many times their ways are different from the managers’, but might of course not 
be incorrect just because of that. What has a value is the result of the efforts. (Cook, 2004) 
 
Contemplating about Cook’s theories and advices, which have a very straight-forward and 
hands-on approach, we clearly see why it is necessary to also have a cultural perspective pre-
sent. Cook very firmly believes that there is a one universally functioning management atti-
tude. He for example says that a manager should always be open to take in advice on how to 
solve a problem from the workforce: “They may have a much better sense of how to solve it. 
Give them a shot. You won’t lose face; you’ll gain respect.”(Cook, p 23.) At this stage we 
doubt the correctness of this view on the Brazilian market (as well as on other, not here rele-
vant, markets) as we see it as clear that there are cultures in some countries, where the man-
ager will most certainly loose the respect of the employees should he show that he doesn’t 
know how to solve a particular problem. If this is the case with the Brazilian market we will 
investigate later on in this project.  
 
However it is also true that on other areas it is relevant to talk about such a thing as a global 
management culture. The most obvious reason being because many companies are active 
globally and also enact there management ideas globally. One of these ideas, which also has 
implications on the employee management, is that fear might be a good thing to have in the 
corporate culture. The company should always maintain a certain level of fear towards the 
external environment, such as a fear of the competition, bankruptcy, fear of being wrong and 
losing everything etc. According to a former CEO of Intel, the producer of microprocessors, it 
is only a good thing that the employees sense this fear against the outer world of the company, 
as it will keep them from becoming complacent. (Krames, 2003) 
 
One does not have to be overly creative to see that this fear can also act in another way in the 
companies, namely to create a feeling of unsafe among the employees. If the company is 
taught from the within to always be on its guard towards exterior threats, then we suppose that 
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the step to actually being scared to lose one’s own position in the company is not very far. 
Once again we feel that such a management attitude would probably have different repercus-
sions in different cultures. In a culture where job stability is of the essence, because of for 
instance lack of unemployment security, putting a constant feeling of fear inside a company 
would perhaps lead to unexpected results, such as ending up having employees looking for 
other, safer jobs.  

4.8 Employee participation and ownership 
 
Increased employee participation could actually be a way of making it possible to keep valu-
able employees in the firm and increase employment stability. The idea would be that instead 
of putting fear of losing their job into the employees, the company increases the employee 
participation or ownership and thereby creates an environment that the employees don’t want 
to leave voluntarily because of its nature or their economic interest. There have been studies 
performed suggesting that such a scheme even enhances the possibility of the firm to survive 
on the market. In such a study it was shown that companies having a rate of employee owner-
ship of 5% or more were only 76% as likely to disappear from the market compared to other 
companies. (Rhokeun Park et al., 2004) 
 
However, as almost everything, increasing employee ownership can also have two sides. The 
main arguments against is inefficiency and problems in the decision-making. The inefficiency 
problem can be illustrated using the so called “Prisoner’s Dilemma”. The logic of this illustra-
tion is that even though the employees know that they can receive more income or profit from 
the organization cooperating with each other they will not do so. The reason is that they can 
get more utility letting the others work while they free-ride and gain from the other’s efforts. 
Considering this dilemma one can see why individual incentive programs have become so 
popular inside corporations. A perhaps more obvious problem is the decision-making, where 
the collective of employees in charge can easily become too slow to react on changes on the 
market or inside the company. (Rhokeun Park et al., 2004) 
 
Looking at the positive side we recognize similar aspects, such as the fact that employee own-
ership makes the interests of the employees correspond with those of the company. Conse-
quently more income for the company means more income for the employees and presumably 
greater motivation to achieve positive results. More motivated workers can also mean a deci-
sion-making with less conflicts, as a higher level of employees are up-to-date with the com-
pany’s issues. Having more involved workers can also increase productivity, the quality of 
production, decrease defect rates and thus enhance overall sales. (Rhokeun Park et al., 2004) 
 
Looking at the overall stability of the workforce, employee ownership and profit sharing may 
have different effects. Assuming that it is a positive thing for the company to be able to keep 
key personnel it is interesting to look at the effect of these two approaches on voluntary quits 
from the company. Fakhfakh discovered in a study on French firms that shared ownership 
decreased the number of voluntary quits whereas profit sharing did not. This study also indi-
cates that if a company would like to increase employee stability and also productivity an ap-
proach using a combination of the two schemes should be applied. Another interesting finding 
for our study is that quit decisions are less frequent during periods with high unemployment 
rates. (Fakhfakh, 2004).  

4.9 Encouraging the heart 
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Concluding this theoretical section of our study we are going to comment on some advice on 
how to encourage employees presented by Kouzes and Posner. Their seven essentials are 
based on studies performed by them during more than two decades and therefore well worth 
mentioning here.  
 

 
 
Set clear standards 
 
If one does not make clear where the company is going – how can one expect that the em-
ployees will get there? It is crucial to set clear standards or goals for the personnel to reach 
and in this way establish a benchmark for achievement.  
 
Expect the best 
 
Leaders have to show that they believe in their staff, otherwise it would not be just to expect a 
good performance. We all send out many signals judging others and for managers, who want 
their employees to perform their best; it is important that these signals are positive ones.  
 
 Pay attention 
 
The best leaders must be present, physically and mentally, in the organization. To pay atten-
tion is to be aware about what is going on with the employees in the company and understand-
ing the significance of their actions. The expression “management by walking around” shows 
what it is all about; to regularly observe the employees and reward the “right” behavior.  
 
Personalize recognition 
 
Before rewarding or recognizing people inside the company for a special effort they have 
made, great leaders should pause to personalize their recognition. The motivational effect of 
normal gold watch or even a substantial monetary amount may be completely lost and even 
have an opposite effect if it is not personalized. This way the employee might get convinced 
that the manager really doesn’t know him and didn’t really care about him.  
 
Tell the story 
 
 Good leaders also know how to distribute a story of success throughout the organization. The 
story should optimally be a story that the actual group of employees can relate to. Success 

The Seven Essentials to Encouraging the Heart 
   

1. Set clear standards 
2. Expect the best 
3. Pay attention 

4. Personalize recognition 
5. Tell the story 

6. Celebrate together 
7. Set the example 

 
Source: Kouzes and Posner, 2003 
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stories of CEO:s aren’t necessarily motivating stories for other groups of employees, but it 
should rather at store that people can relate to.  
 
Celebrate together  
 
Publicly demonstrating what others have achieved inside the company serve the purpose of 
transmitting the story and setting an example, but the actual celebrating together is also im-
portant. Most of us want other people to know about our achievements and this way we are 
spared the trouble of going about bragging about our accomplishments. The experience of 
many leaders is also that public celebrations create less hard feelings and jealousy among 
other employees.  
 
Set the example 
 
One can’t really expect people to follow just empty words or speeches, but good examples are 
needed and most effective are the examples of a company’s managers.  
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5 Results from the study 

5.1 Introduction 
 
In this part we are going to look closer at the results of our study, question by question, and 
comment and analyze the result.  

5.1.1 Do the companies have local incentive programs? 
 
The first question we made in the study regards the presence of local incentive programs in 
the companies. The existence of a local incentive program can be a sign of the value the em-
ployer places on the personal development of the staff and can therefore in a way be seen as a 
variable in assessing the attitude of the management. So can the extension of the incentive 
program be or if they are available to all employees or not. The study’s result is illustrated in 
the diagram below.  
 

Does the company have local incentive 
programs?

71% 80%100%

0%

50%

100%

Presence of
program

Includes every
employee?

Of which in Brazil

 
 Diagram 1: Question 1 
 
Out of the companies that participated in the study all had some kind of local incentive pro-
gram, whereof 71% where so extensive that they in some way covered every employee of the 
company. 80 % of the incentive programs covering every employee where found in Brazil. 
We find it in a way somewhat astonishing that so many as 67% of the companies have a local 
incentive program including every employee and that 80% of these companies are active in 
Brazil. We see this as a good result as it is a way of the management to show appreciation of 
their staff and increase the incentive among the employees to develop and increase the profit 
inside the company.  

5.1.2 Open questions without scales 
  
Under this title we will give brief comments to each one of the questions, which were held 
open for the responders give any answer they like. The first open question in the questionnaire 
was number 3:  

 
3. How are these rewards for spontaneous ideas given? Please give examples! 

 
When asked in question 2 about whether or not rewards for spontaneous ideas were given at 
all, the answers we received were almost divided in 50/50 – as many organizations apply this 
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kind of incentive plan as don’t. Between the ones that apply it, the rewards could be based on 
job position, they are generally given in cash, the ideas are selected by a team that will ana-
lyze them to see if they can be approved and possibly implemented within the organization. It 
seems that when it comes to the question about rewards as a form of incentive plan, some 
organizations believe that it works and some just do not think it will. There seems to be no 
“market trend” to be followed here. The use of this kind of financial incentive is criticized by 
many in the academic literature for not producing the expected results and not being able to 
motivate people in the right way. One of those academics is A. Khon, in his article “Why in-
centive plans cannot work” he says that studies suggest that rewards only succeeds in a short-
term compliance from middle managers and employees, they do not generate a long-lasting 
commitment. Being like that, our results show that some companies believe in motivating its 
personal in this way while others choose to use other kind of motivation tools as we will see 
in some of the following questions. 
 
 

4. Does your company have a policy on how to deal with employees, who have personal 
problems such as drug abuse, family affairs, psychological issues? If so, please describe 
the main features of the policy! 

 
Off all the respondents two of them (~29%) gave us a positive answer to this. The majority 
said that they know nothing about the existence of this kind of policy. While it could mean 
that the organizations prefer not to deal with such particular problems (even when those prob-
lems can have a direct effect on people’s work), another possibility is that those employees 
that are not affected or do not have those type of problems also do not take notice of such pol-
icy. Or even that the company does have some kind of policy helping its personnel, but it only 
reveals it when the problem appears.  
 
An interesting fact to notice in the result is that the two positive answers came from employ-
ees of the same multinational, namely Scania in Sweden and in the filial in Brazil. Apparently 
at least Scania makes no difference between how the treat their employees in Brazil and in 
Sweden in this matter – both groups receive, as it seems, fairly extensive help. We see this as 
a positive result based on one particular aspect; it shows that out of the multinationals partici-
pating in this study neither one showed a discrepancy between their policy (of course the non-
existence of a program is also a kind of policy) in their home country and Brazil. Out of a 
humanitarian point of view this is a satisfying result, because multinationals are often accused 
in the media of maltreating employees in developing countries.  
 
 

5. What kind of benefits does your company offer its employees besides pay? Are these 
benefits limited to any group of employees? 

 
Our enquiry shows that all the organizations, both in Brazil and the other countries participat-
ing have a variety of benefits and most of them are offered to all the employees. However 
some of those benefits are more eligible or restricted to high level employees like some bonus 
and organizations’ stocks. Of the benefits offered the majority are medical and dental care, 
(some organizations offered those for the employee and his/her family too), gym, monetary 
bonuses, retirement plans and educational subsidies. All of those can be seen as tools used by 
organizations to motivate its personnel, making them feel well and appreciated in the com-
pany.  
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Herzberg’s two factors theory, as explained earlier above, can fit perfectly in this angle; we 
can claim that with this kind of attitude towards its employees organizations are making an 
attempt to cover both factors at once, the hygiene factor and the satisfier factor. By taking the 
bill for the health care of the whole family, paying for the gym etc, the company is trying to 
make sure that work environment for the employees will be good, they will in general have 
good health, will not have to be worried about the doctor’s bill, will feel less stressed (pro-
vided that they exercise often). With educational subsidies and retirement plans the organiza-
tion is giving the employee the message and the opportunity to grow, an opportunity to self-
actualization, making them feel better about their work and the organization they work for. 
(Dick and Penny, 2000)  
 
 

6. Does your company make any kind of regular employee satisfaction research? Are 
the questionnaires held anonymous? 

 
All of the organizations participating in our study make a yearly survey checking on their em-
ployees and their satisfaction level. All of them are also answered anonymously with one ex-
ception. Again there is no difference inoticed between organizations placed in Brazil and in 
other countries. This kind of survey has the function of a thermometer, it helps organizations 
to identify and measure weak points, giving the staff freedom to be totally honest and critical 
about the organization, if it can be held anonymously that is. If the employee on the other 
hand needs to answer the same questions directly to a superior, as was the case in one of the 
organizations, that can unfortunately be taken as an intimidation by some. The person will in 
many cases give the answer that he may think he is expected to, making the effort to learn 
about employees views almost fruitless (by its own mistake). 
 

7. Does your company have a policy for regular employee development meetings, where 
the personal development of each employee is evaluated and planned? 

 
No exceptions here, all of the companies participating in our surveys do have this type of 
meetings with its personnel once a year to discuss and plan new courses, education and career 
choices for the next year and also to analyze and check to see if the goals of the last year were 
reached. What organizations are aiming for with this type of action is assuring a high level of 
competence, high level of commitment from its HR (Human Resources) and also that these 
employees will remain in the company for a long time. In other words it is an investment for 
the future. 
 
 

8. Do all employees have access to regular education in the form of courses or other 
type of training? 

 
As it was said in the comments to the last question, organizations are worried about its em-
ployees, they want them to develop and grow, betting that in the long run it will reflect posi-
tively in its results. According to our questionnaire one of the organizations in Brazil offered 
courses just to higher level managers, otherwise all of them offered diverse kinds of courses, 
or helped employees in all levels to pay for them by offering subsidies.  
 

 
 
11. Please give examples of how employee participation is used in the company! 
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Most of the companies here replied with examples of improvements or cost reductions in the 
work environment, work processes or the overall security. In one case the company had even 
formed a group that was responsible for treating these kinds of ideas.  
 
By using this question in the study we were aiming at checking two things: on the one hand 
that the participants had fully understood the meaning of employee participation as it was 
meant in the study; and on the other hand of course to see how the companies had imple-
mented practically the employee participation they had already said they used in the company. 
The answers show that the companies had fully understood and implemented employee par-
ticipation in the way we used the term. They also show that the companies used employee 
participation in the areas where they logically seen will the most effect, either by saving costs 
through making work processes more effective or improving the work environment and secu-
rity.  
 

16. Finally, please feel free to give us all comments you might have on the subject, 
which you would like to add or you feel are of importance for the study! 

 
By making the last question we hoped that the respondents would be encouraged to make 
comments about different aspects of their work life inside their organization. We think that for 
the most part we succeeded in this aspect since the majority chose to answer and give us a bit 
of insight in their experience, commenting about what they thought would be relevant to our 
research. Most of our respondents were positive about the company they worked for, some 
that had experience of working in other countries, but that are now located in Brazil were 
positive about their own organization and the Brazilian market in general. Others decided to 
inform us about their organization’s segment and work position as to give us a frame to un-
derstand their perspective and answers. 
 
While most of them seemed positive about their own organization and even the Brazilian 
work force, one of them was decidedly more negative about many aspects of the organiza-
tion’s ways and managers.  One possible reason for this could be that the person in question 
was to be found at the lower levels of the organizations staff and therefore could be frustrated 
about his position in the company. On the other hand there were other employees participating 
in this study, who hade no managerial responsibilities, but made no negative remarks of this 
kind about their treatment in the company. The point to be made here is that problems of 
“human nature” will always exist in an organization, but it is up to each responsible (manag-
ers, HR, special groups created to deal with things like this) to apply the best tool to handle it 
when this kind of problem arises.  
 
However it is certainly worth discussing the question this answer puts the finger on:  is there a 
huge gap between the way Brazilian organizations treat their managers compared to the way 
they treat other employees? What our study has showed up till now has not indicated that this 
is the case although there are obvious differences, as we shall see in the next part about the 
result of the questions using scales.  

5.1.3 Results of questions using scales 
 
We have chosen to present the results from all the questions using a scale from 1-10 in this 
subchapter because the construction of these questions are similar and so it seems more logi-
cal to present them at the same time. In the actual questionnaire sent out to the participants 
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these questions where however not placed one after another to create a clearer and simpler 
structure, which should be easier to respond to by the recipients.  

Question 2: To what extent does your 
company reward spontaneos ideas 
from employees on how to improve 

the ways to work?

4,6

2,5
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8
9

10

Brazil Outside
 

Diagram 2: Question 2. 1=No rewards at all are given and 10=High level of reward. 
 
In this section we explore the area of “idea management” and the result shows that it is more 
common with rewards being given for ideas on how to improve work processes in Brazil. Of 
course the question doesn’t take in consideration the level of reward actually received, so we 
learn nothing about that scope of the subject. However the question is based on the assump-
tion that any reward (almost regardless of the monetary value) is important as a means of pub-
licly expressing the appreciation of the employees, similar to the way recommended by 
Kouzes/Posner. (Kouzes/Posner, 2003) 
 
 

Question 9: How often are new 
managers sought after within the 

company? 
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Diagram 3: Question 9. 1=No new managers are sought after within the company and 10=All managers are 
sought after within the company. 
 
Another way of showing appreciation and motivating employees is by promoting them to 
other positions inside the organization. This seems to be more common inside companies out-
side Brazil and this could become a problem for the Brazilian companies. An employee, who 
sees no ways to develop professionally and move to other positions inside the company, is 
likely to some day regress and stop aspiring development and/or seek another employment 
elsewhere.  
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The lack of career opportunities inside a corporation may not only be a frustrating problem for 
the employee, but can be seen as a waste of human capital. Assuming that most employees 
with time learn to do their tasks so good that they are able to perform them more efficiently 
than others, their skills should be taken advantage of. We believe that one explanation for a 
corporation not making use of the development its employees has, could be that it is very hi-
erarchical. It would therefore be interesting to connect the result of this question to the one 
about autonomy at the workplace and also the upcoming questions about the relation the em-
ployees have with their managers.   
 

Question 10: To what extent do you 
feel that employee participation in 

corporate decisions is encouraged 
throughout the company?
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Diagram 4: Question 10. 1=No encouragement at all and 10=Full encouragement. 
 
The result from this question seems to speak against the tendency we were able to discern 
earlier; the management culture in Brazil seems to be less hierarchical than in other countries. 
However the difference is very small and as the answers from outside Brazil contain two more 
or less extreme answers (a 4 and a 9) we refrain from drawing to long going conclusions from 
this particular question.  We would have expected that people working in Brazilian companies 
wouldn’t be encouraged to take part in corporate decisions. We supposed so because our ex-
periences made us feel that the relative distance between managers and employees is perhaps 
greater in Brazil and therefore Brazilians wouldn’t be encouraged to take part in the com-
pany’s decisions and perhaps wouldn’t even want to take part in them. Our opinion is that this 
could be seen as a sign of the country’s power distance, as described by Trompenaars. (Trom-
penaars, 1993) 
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Question 12: How would you describe 
your relationship with your nearest 
manager/boss in terms of openness 

for critics and suggestions? 
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Diagram 5: Question 12. 1=Not open at all for critics and suggestions and 10=Complete openness for critics and  
suggestions. 
 
Once more we made a question aiming at the relationship between the employees and their 
manager and the result of this one corresponds a bit more with what we expected and what the 
earlier results showed. The relationship between the two groups is slightly more open for crit-
ics and suggestions outside Brazil. As we did in the comment to the last question this can be 
seen as a sign of the power distance in the county, but we can also analyze this result in the 
light of the advices given by Kouzes and Posner on how to encourage employees in the best 
way. Why would it be a good thing if the employees felt that their managers are open for crit-
ics and suggestions? Well, using Kouzes’ and Posner’s essentials we can say that manager is:  
 

• Not paying attention 
• Not expecting the best 
• Not setting clear standards 

 
If the manager would be paying attention the employees would automatically feel that the he 
is open for critics and suggestions, so to say open to hear what is on their mind. And paying 
attention the manager would if he truly was expecting the best from his staff, so in this it is 
also possible to see a shortcoming towards the ideal. More questionable, but still probable is 
that the manager most likely is not setting clear standards in the company, because if he 
would the employees would not sense this doubt towards the openness of the manager for 
critics and suggestions on how to improve the performance. (Kouzes and Posner, 2003) 
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Question 12a: Level of formality? 
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Diagram 6: Question 12a. 1=Not formal at all and 10=Extremely formal. 
 
That the analysis we made above seems to be correct we once again see in diagram 6. When 
presented with a scale from 1-10 employees in Brazil characterized their relationship as being 
more formal than employees in the same companies outside Brazil do. However it is worth 
recognizing that neither one of the groups gives a very high number to describe the level of 
formality with their manager.  
 

Question 12b: Accessibility? 
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Diagram 7: Question 12b. 1=Not accessible at all 10=Always accessible. 
 
The level of accessibility is higher in Brazilian companies than outside. If we try to see a pat-
tern using the latest results from our research we see that Brazilian managers are more formal 
and less open for critics and suggestions – but on the same time more accessible than their 
counterparts outside Brazil. We try to present one explanation to this phenomena using the 
example of one visit one of us made to a fast food restaurant in Brazil lately.  
 
At the visit the restaurant was full and had about 80 customers, 20 regular employees and 3 
kinds of managers present (two “supervisors” and one manager). The three managers did not 
in any way take part in actually serving or attending to the customers, but were only supervis-
ing the work of the others and in a way of illustrating their superior position had their both 
hands put on the hips and were only standing in a group in one of the corners of the restau-
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rant. Once in a while the other employees went up to one of the managers and asked a ques-
tion and when a more complex or irritated situation arose, the managers took over and went 
up to the involved customer’s table and spoke with him. The situation clearly illustrates how 
Brazilian managers can both be accessible, but at the same moment not really open for critics 
or being informal. It all really depends on how one defines accessibility and as we gave no 
detailed definition in our questionnaire we believe we received this kind of a result in the par-
ticular question.  
 
 
  

Question 13: To what extent do you 
feel that you have alternative ways to 

express your criticism if you can’t 
reach an agreement with your nearest 

manager?  
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Diagram 8: Question 13. 1=No alternative ways at all and 10=Many alternative ways to express criticism 
 
 
Once more Brazil receives a lower note than companies outside the country. We believe that 
the result here shows one important part of the Brazilian managerial attitude, which clearly 
seems to include a great deal of power distance. (Trompenaars, 1993) The result indicates that 
it is harder for employees in Brazil to find alternative ways to express criticism if they can’t 
reach an agreement with their nearest manager. Using our personal experiences from Brazil-
ian work life we suggest the explanation that the nearest manager simply wouldn’t allow the 
usage of alternative ways to express the criticism. If a Brazilian employee would try to in 
some way contact a manager superior than his nearest one he would automatically undermine 
the authority of his nearest manager. This way, Brazilian employees don’t feel that they have 
any realistic way of reaching another agreement in an alternative way.  
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Question 14: To what extent do you 
feel that the development of your 

salary correlates to the development 
of your work skills? 
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Diagram 9: Question 14. 1=No correlation at all and 10=Complete correlation 
 
Obviously the development of the salary for employees in Brazil seems to correspond some-
what better to what they feel they are worth, considering the development of their skills. An 
explanation to why this is so, could perhaps be that in the western world (from where the 
companies outside Brazil used in this study are taken) the salary is decided more on the open 
market or by other institutions, like the worker’s unions. In one of the answers to the ques-
tionnaire from outside Brazil, this is also what the responding person gives as comment – the 
salary is set by the market and is not so much influenced by the development of the work 
skills.  
 
Looking at the Brazilian side of the result this seems to in a way be a positive approach as it 
could tie the employees closer to the company if used smartly. An employee, who does not 
feel that he receives the proper attention (remember the advices of Kouzes and Posner, 2003) 
can start to feel frustrated and look for another job. It could also be a sign of how employers 
in Brazil in a higher extent try to keep valuable employees as the salaries are relatively low 
and so is also the rate of people with a university degree. (CIA The World Factbook, 2006 and 
Graduate School of Education, 1999) 
 
 
 
. 



 37

Question 15: To what extent do you 
feel that you have autonomy to 

perform your work? 
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Diagram 10: Question 15. 1=No autonomy at all and 10=Complete autonomy. 
 
 
This is the question where we received a result with has the greatest difference between Brazil 
and the outside. The difference in autonomy at work given to workers outside and inside Bra-
zil is significant. The situation at the fast food restaurant described above does actually not 
seem to be that uncommon, but rather normal. Brazilian managerial attitude doesn’t only 
seem to involve a constant supervision, but also a lack of openness and a high level of formal-
ity. However those employees, who manage to develop in this environment, seem to receive a 
better monetary gratification than workers outside Brazil.  
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6 Final conclusions and avaliation 

6.1 Managerial attitude in Brazil and other countries 
 
Putting in the joint experiences of working in Brazil of the authors and the result of our study 
we see some discrepancies between the way employees in Brazil and employees in the multi-
nationals home countries are treated as well as differences inside the Brazilian companies on 
how they treat low level employees and those at the higher level. There does, however, not 
seem to exist a very big gap between the two sides.  
 
In general all the staff does have its value for the organization and many of them will make 
use of Human resources tools to make them feel respected and valued inside of the job they 
have, but the treatment given to managers and directors will be for the most part different 
from their subordinators. Bad managers exist, conflicts derived from the use of personal con-
tacts or politics to climb up in professional carriers also exist and should of course be sorted 
out, as there will also be problems of insecurity and jealousy between staff.  
 
This is made clear in the study looking at the remarks made by one of the employees in the 
last, completely open question in the questionnaire. It is important to stress that just this one 
respondent should not be allowed to change the analysis of the result, but the issue he raises is 
important to respect. This study was made comparing Brazil and other countries interviewing 
office workers, but if we instead would have concentrated on interviewing workers on the 
floor, i. e. cashiers at McDonald’s or in supermarkets; blue collar workers in factories, bus 
drivers, cleaning ladies in hotels etc. Well, then it is our opinion that we would probably have 
heard a lot of stories like this only, one comment in this study. Such a study would be ex-
tremely interesting to perform, but it has not been possible for us to carry through within the 
scope of this thesis.  
 
Benefits, education and some procedures offered by organizations are or are becoming almost 
standards, a kind of  free or informal rule that everybody starts to follow, up to the point that 
they later are even taken for granted. If, for example, one company doesn’t offer dental insur-
ance to their employees and everybody else is doing it, they will be in disadvantage and may 
have problems to contract more people and keep the ones the have at the moment.  
 
Nevertheless is seems that the Brazilian market is slowly catching up and that multinationals 
are a big help in this process. Many companies have different kinds of benefits and ALL gov-
ernment offices and institutions offer those.  
 
Taking the whole result into account, it seems that Brazil’s market still has some work to do 
in order to catch up with the so called developed countries in the area of Human resources, 
but it also seems truth that more and more the market there is becoming conscious of the im-
portance of its employees/HR, especially in big cities like São Paulo, Rio de Janeiro, Belo 
Horizonte  and Curitiba for example, where there is a big concentration of multinational and 
national organizations fighting for qualified workers. The new generation of university stu-
dents are graduating knowing that their work and knowledge have great value and should be 
respected, many of these Brazilian students are leaving the country for a period of interna-
tional studies where they learn and experience how the international market acts, as universi-
ties strive to compile a curriculum of courses that will be able to prepare its students and indi-
rectly the market to international competence as well as its competition. 
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A crucial question in performance management is the development and professional growth 
of the staff. In fact, a study in 2005 in Sweden showed that 20% of the workforce puts devel-
opment as the most important motivational factor. (CFI Group, 2005)  The essence of per-
sonal development at work can also be derived from such a basic structure as Maslow’s hier-
archy of needs. ( 
 
The most important tool in managing the professional development of the employees is the 
regular development meeting, which all participating companies in Brazil perform. This is a 
positive result for Brazil, but a problem is the lack of career opportunities inside the compa-
nies, as our study shows. Brazilian employees gave the companies only 6.4 compared to 8 in 
companies outside Brazil in our study. A consoling fact could perhaps be that all except one 
Brazilian company gave access to courses and regular educational development and perhaps 
that can at least give the Brazilian employees a possibility to step up in their  
career moving to another company. 
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Questionnaire for study at Stockholm University School of Business (Fall 
2005) 
 
As a part of a master thesis at the School of Business we are conducting a study comparing 
managerial attitudes at multinational companies active in Brazil with those in the com-
pany’s home country. The study will analyze the results using applicable theories inside 
fields as cultural differences and employee participation management.  
 
Please answer the questions using a separate document or e-mail! State the number of the 
question and your answer (e.g. 1: Answer…)! If you wish to remain anonymous in the the-
sis, please state so and we will keep your answers anonymous. 
 
Thank you very much for participating in this study! 
 
Peter Johansson (B.Sc.)  
(Peter.johansson@gmx.net) 
 
and  
 
Ivia Anjos (B.Sc.) 
(Ivia@hedblom.se) 

 
 

1. Does the company where you work have local incentive programs? (With an incentive 
program is understood a program that gives some kind of gratification, either mone-
tary or other, as a reward for achieving a certain objective.) If yes, are these programs 
accessible for all employees or only for a certain group? 

 
2. To what extent does your company reward spontaneous ideas from employees on how 

to improve the ways to work? (Use a scale from 1-10 where 1=No rewards at all are given and 
10=High level of reward) 

 
3. How are these rewards for spontaneous ideas given? Please give examples! 

 
4. Does your company have a policy on how to deal with employees, who have personal 

problems such as drug abuse, family affairs, psychological issues? If so, please de-
scribe the main features of the policy! 

 
5. What kind of benefits does your company offer its’ employees besides pay? Are these 

benefits limited to any group of employees? 
 

6. Does your company make any kind of regular employee satisfaction research? Are the 
questionnaires held anonymous? 
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7. Does your company have a policy for regular employee development meetings, where 
the personal development of each employee is evaluated and planned? 

 
8. Do all employees have access to regular education in the form of courses or other type 

of training? 
 
9. How often are new managers sought after within the company? (Use a scale from 1-10 

where 1=No new managers are sought after within the company and 10=All managers are sought after 
within the company)  

 
10. To what extent do you feel that employee participation in corporate decisions is en-

couraged throughout the company? (Use a scale from 1-10 where 1=No encouragement at all 
and 10=Full encouragement)  

 
11. Please give examples of how employee participation is used in the company!  

 
12. How would you describe your relationship with your nearest manager/boss in terms               

of openness for critics and suggestions? (Use a scale from 1-10 where 1=Not open at all for crit-
ics and suggestions and 10=Complete openness for critics and suggestions) 

 
 
a. Level of formality? (Use a scale from 1-10 where 1=Not formal at all and 10=Extremely formal)  
 
 
b. Accessibility? (Use a scale from 1-10 where 1=Not accessible at all 10=Always accessible)  
 
 

13. To what extent do you feel that you have alternative ways to express your criticism if 
you can’t reach an agreement with your nearest manager? (Use a scale from 1-10 where 
1=No alternative ways at all and 10=Many alternative ways to express criticism) 

 
14. To what extent do you feel that the development of your salary correlates to the devel-

opment of your work skills? (Use a scale from 1-10 where 1=No correlation at all and 
10=Complete correlation)  

 
15. To what extent do you feel that you have autonomy to perform your work and that you 

can be creative without your manager supervising/restricting your tasks and not ac-
cepting things to be done in any other way than the way that is already decided on by 
others? (Use a scale from 1-10 where 1=No autonomy at all and 10=Complete autonomy) 

 
16.  Finally, please feel free to give us all comments you might have on the subject, which 

you would like to add or you feel are of importance for the study! 
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Questionário para estudo na Escola de Comércio da Universidade de Esto-
colmo (Outono 2005) 
 
Como parte de uma tese de mestrado na Escola de Comércio da Universidade de Estocol-
mo, estamos conduzindo um estudo comparando atitudes gerenciais em empresas multina-
cionais ativas no Brasil e em seu país de origem. O estudo pretende analisar os resultados 
usando teorias que são aplicáveis em campos como diferenças culturais e participação de 
funcionários em gerenciamento. 
 
Por favor responda as perguntas usando um documento ou e-mail separado! Coloque o 
número da questão e sua resposta (ex: 1. Resposta...) Se deseja permanecer anônimo no 
estudo, informe-nos por favor e nós manteremos suas respostas anônimas.  
 
Muito obrigado pela sua participação neste estudo! 
 
Peter Johansson (B.Sc.) 
(Peter.johansson@gmx.net) 
 
e 
 
Ivia Anjos (B.Sc.) 
(Ivia@hedblom.net) 

1. A empresa na qual você trabalha possui programas de incentivo local? (Programa de 
incentivo deve ser entendido como um sistema que ofereça gratificação, seja ela mone-
tária ou não, ou recompensa, em razão do alcance de metas postas pela empresa.)  
 
Se sua resposta for afirmativa, informe se estes programas são acessíveis a todos os fun-
cionários, ou somente para algum(s) grupo(s)? 
 
 
2. Em que extensão sua empresa recompensa idéias vindas de seus funcionários sobre 
como melhorar formas de trabalho? (Use a escala de 1 a 10 onde 1= Nenhum tipo de recompensa é 
oferecido e 10 = Alto grau de recompensa) 
 
 
3. De que forma as recompensas por idéias espontâneas são oferecidas? Exemplifique se 
possível! 
 
4. Sua empresa possui alguma política específica para lidar com funcionários com pro-
blemas pessoais, tais como uso de drogas, desajustes familiares ou ainda, questões psi-
cológicas? Se afirmativo, poderia descrever as principais diretrizes? 
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5. Que tipo de vantagens sua empresa oferece além do salário mensal? Essas vantagens 
são específicas ou limitadas a algum grupo de funcionários? 
 
6. Sua empresa costuma fazer algum tipo de pesquisa sobre o nível de satisfação de seus 
funcionários? Os questionários são respondidos anonimamente? 
 
7. Sua empresa possui alguma política de reuniões regulares de desenvolvimento pessoal 
dos funcionários, onde o desempenho de cada um é avaliado e planejado? 
 
8. Todos os funcionários têm acesso à educação regular, seja na forma de cursos ou ou-
tros tipos de treinamento? 
 
9. Com que freqüência novos gerentes/chefes advêm do quadro de funcionários da pró-
pria empresa? (Use a escala de 1 a 10 onde 1 = Nenhum novo gerente provém da própria da empresa e 
10 = Todos os novos gerentes provêm da própria empresa) 
 
10. Você se sente encorajado a participar nas decisões da empresa? (Use a escala de 1 a 10 
onde 1 = Nenhum tipo de encorajamento e 10 = Alto grau de encorajamento) 
 
11. Poderia dar exemplos de decisões de funcionários que foram aplicadas dentro da 
empresa? 
 
12. Como você descreve sua relação com o seu superior hierárquico mais próximo, em 
termos de liberdade para expressar sugestões e críticas? (Use a escala de 1 a10 onde 1 = Com-
pletamente fechado para críticas e sugestões e 10 = Completamente aberto para críticas e sugestões)  
 
12a. Nível de formalidade? (Use a escala de 1 a 10 onde 1 = Não formal e 10 = Extremamente for-
mal) 
 
12b. Nível de acessibilidade? (Use a escala de 1 a 10 onde 1 = Não acessível e 10 = Sempre acessí-
vel) 
 
13. Você sente que existem meios alternativos para expressar suas críticas, caso você 
não consiga chegar a um entendimento com o seu superior hierárquico mais próximo? 
(Use a escala de 1 a 10 onde 1 = Sem meios alternativos e 10 = Muitos alternativos para expressar criti-
cismo) 
 
14. Você sente que o aumento de seu salário corresponde ao desenvolvimento das suas 
habilidades no trabalho? (Use a escala de 1 a 10 onde 1 = Nenhuma correlação e 10 = Total correla-
ção) 
 
15. Em que extensão você sente que tem autonomia para exercer o seu trabalho, sendo 
criativo, sem que o seu superior restrinja suas tarefas, não aceitando que elas sejam fei-
tas de outra forma que não aquelas previamente estabelecidas? (Use a escala de 1 a 10 onde 1 
= Sem nenhuma autonomia e 10 = Completa autonomia) 
 
16. Finalmente, se deseja acrescentar algum comentário sobre o assunto que você ache 
pertinente ou interessante para este estudo, por favor sinta-se a vontade! 
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Answers to questionnaire 

Citigroup, Brazil 
 

1) Sim, temos programas de incentivo, tanto monetários como não. Existem programas 
ligados à área de vendas, onde as pessoas são premiadas conforme sua classificação na 
campanha de um determinado produto. Temos também um certificado de reconheci-
mento que qualquer funcionário pode entregar para outro funcionário, por este ter rea-
lizado ou ajudado num trabalho importante. Existe também o programa de bônus e o 
legal de participação nos lucros. Em todos, todos os funcionários são elegíveis, no en-
tando alguns deles acabam ficando restritos por conta de budget/acesso. 

2) Acredito que a nota seja 8. Existe uma premiação formal, uma campanha onde os fun-
cionários podem inscrever projetos e os melhores em cada categoria recebem um prê-
mio em dinheiro. 

3) As recompensas por idéias são dadas em dinheiro para aquelas se classificam entre as 
3 melhores de cada categoria. 

4) Desconheço a existência de política desse tipo. 
5) Todos os funcionários tem seguro saúde e uma verba chamada de Free-choice (2% da 

média salarial anual) para ser gasta com coisas relacionadas à saúde que não são co-
bertas pelo plano de saúde (ex: academia, remédios...), além disso tem o 14º salário, a 
PLR e o bônus, todos os funcionários são elegíveis, no entando o bônus acaba sendo 
restrito a alguns. 

6) Sim, existe uma pesquisa chamada VOE que é anônima. 
7) Sim, temos o Talent Review. 
8) Existem vários cursos de e-learning gratuitos para todos os funcionários, e alguns cur-

sos presenciais. Além disso existe política de auxílio para pagamento de cursos de 
graduação, pós-graduação e idiomas. 

9) Não tenho dados para responder essa pergunta com certeza, mas creio que seja 5. 
10) Sim, acho que nível 6. 
11) Criação de um grupo de funcionários para melhora do ambiente de trabalho onde as 

idéias dadas pelos funcionários da área são repassadas e implantadas caso sejam apro-
vadas. 

12) Acredito que 9. 12a) Nível 4. 12b) Nível 4. 
13) Sim, um exemplo é esse grupo de satisfação que a própria área criou, outro meio de 

contato seria o próprio RH. 
14) Acredito que sim, 7. 
15) Não existe muita autonomia porque muitas coisas já vem pré estabelecidas pela Regi-

onal (USA), mas no caso de tarefas do dia a dia, existe liberdade para usar a criativi-
dade para melhorar processos internos. 

16) Vou anexar material sobre algumas coisas que mencionei nas respostas... se precisa-
rem de mais detalhes de alguma parte me avisem que tentarei conseguir mais. 

 
Please, mantenham minhas respostas como anônimas. 
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Translation used by the authors 
 
1) Yes, we do have incentives programs, monetary and otherwise. There are programs linked 
to the sales area/ department, where people win prizes accordingly to his/her classification on 
the campaign of a certain product. We have also a certificate of recognition that any employee 
can give to another one, as recognition for a good job done or for that person has helped in an 
important assignment. There is yet a bonus program and the legal profit participation. In all of 
those, all the employees are eligible to receive, however some of them end up more restrict to 
some because of budget or access. 
 
 
2) I believe that the grade here should be 8. There is a formal winning award, a campaign 
where employees can submit their projects and the best ones in each category receive a prize 
in cash. 
 
3) The compensation for ideas is given in cash for those that get qualified between the three 
best one in each category. 
 
4) I don’t know about the existence of this kind of politic. 
 
5) All employees receive medical insurance and an allowance called “Free-choice” (2% of the 
average annual salary) to be spent with things related to health care that are not covered on the 
medical insurance (gym, medicines…), besides those there is also a 14º salary, a participation 
in profit and results and the bonus, all employees are eligible, however the bonus end up re-
stricted to some. 
 
6) Yes, there is an enquiry called VOE that is anonym. 
 
7) Yes, we have the “Talent Review” 
 
8) There are many e-learning courses that are free for all the employees and some (presen-
ciais) courses. Besides those there is a policy of assisting with payment for language courses, 
graduation and post-graduation. 
 
9) I don’t have the data to answer this question with confidence, but I believe it’s 5.   
 
10) Yes, level 6 I think. 
 
11) The creation of a group of employees to work on the improvement of work environment, 
where the ideas given by the employees of the area are conveyed and implemented in case of 
approval. 
 
12) 9, I believe. 12a) Level 4. 12b) Level 4 
 
13) Yes, an example would be the satisfaction group the created (mentioned above), another 
way to contact them would be the Human Resources department. 
 
14) Yes, I believe so, 7. 
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15) There is not a lot of autonomy as many of the things come already pre-established from 
our regional (USA), but in the case of every day tasks, we have freedom to be creative to im-
prove internal procedures. 
 
16) I’ll send some attached material about some of the things I mentioned in my answers… If 
you need more details about any of those things let me know so I can try to get more informa-
tion. 
 
Please keep my answers as anonymous. 
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Monsanto, USA 
 

PLEASE MAINTAIN CONFIDENTIALITY 
 
1. The Company does have local incentive programs that are accessible to all 
employees. 
 
2.    Scale 1 - no rewards are given for spontaneous ideas on how to 
improve work.  
 
3.     I can't provide examples in this case since we don't have these 
types of rewards, as per my previous answer. 
  
4.     There aren't any specific policies to deal with employees personal 
problems. 
  
5.     It offers several benefits besides pay and is based on the job 
position. There are benefits such as stock options, health and dental 
insurance, language training, etc. 
  
6.    There as a yearly survey to be filled out by ALL employees, and are 
held anonymous.  
  
7.    There is a yearly formal meeting where all employees in the Company 
set out what courses (or training) they would like to have to help his/her 
development. And in the end of that year the person is evaluated and plans 
again for the following year.  
  
8.    Yes they do.  
 
9.    Scale 8 - usually new mangers are sought within the Company but at 
times there isn't a replacement internally, for a certain position, so the 
company has to look externally. 
  
10.    Scale 9 - there is true encouragement that employees participate in 
corporate decisions.  
 
12.    Scale 9 - suggestions/critics are welcomed by my boss. 
  
12a.    Scale 2 - not formal 
  
12b.    Scale 5 - given his busy schedule not always accessible but is 
available always open. 
  
13.    An agreement is usually reaches so no need to look for alternative 
ways. But would say Scale 5. 
  
14.     Scale 5. Not really. The salary is based in the market place of what 
is paid for a certain job position.  
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15.    Scale 10 - there is complete autonomy to perform your work and is 
what attracts people to work in this Company 
 

Monsanto, Brazil 
 

FAVOR MANTER CONFIDENCIALIDADE. 
 
1.    A empresa para a qual trabalho possui um plano de incentivos local. 
    Ele é extensivo a todos os níveis da organização. 
 
2.    A empresa não possui nenhuma forma de recompensa para novas idéias 
porém, possui um prêmio para recompensar trabalhos e projetos excepcionais. 
 
3.     Como não existe recompensa para idéias a resposta fica prejudicada. 
 
4.     A empresa não possui política para lidar com os problemas listados 
na pergunta. 
 
5.     A empresa possui um amplo plano de benefícios para todos os níveis 
da organização, variando de acordo com o cargo exercido. 
 
6.    A empresa faz pesquisa de clima organizacional a cada ano, as 
respostas são anonimas e cobrem todos os níveis da organização. 
 
7.    A empresa possui um programa específico para desenvolvimento de 
carreira, sendo que o mesmo é discutido em todos os níveis da organização. 
 
8.    Sim, todos os empregados são motivados a estarem sempre se 
atualizando. 
 
9.    Escala 9 - quase todos os gerentes/chefes são provenientes da 
própria organização. 
 
10.    Escala 10 - alto grau de encorajamento. 
 
11.    Projetos de redução de custos motivados por substituição de 
matérias-primas, modificação de processos e implantação de novos softwares 
são alguns exemplos de projetos aplicados pela empresa. 
 
12.    Escala 10 - completamente aberto para críticas e sugestões. 
 
12a.    Escala 3 - mais não formal. 
 
12b.    Escala 10 - sempre acessível. 
 
13.    Resposta prejudicada pois, o nível de acesso é total. 
 
14.     A empresa segue , no que tange ao salário, a mediana do mercado 
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entre as top 10 empresas portanto, a resposta fica prejudicada. 
 
15.    Escala 10 - completa autonomia. 
 
16.    Cometários adicionais:  
 
        16.a - empresa atua no segmento agrícola - como trabalhamos 
com agricultores , somos uma empresa informal 
 
        16.b - como possuo cargo de direção , os meus níveis de 
acesso são mais elevados 
 
Translation used by the authors 
 
Please, keep it anonymous. 
 
1) The organization I work for has a local incentive plan. It is extended to all levels of the 
organization.  
 
2) The company doesn’t have any kind of compensation for new ideas, however it has an 
award to reward work and exceptional projects. 
 
3) As there in not a reward for ideas I cannot answer this question. 
  
4) The organization does not have any policy to deal with the problems listed on the question. 
 
5) The organization has a broad advantage/assistance plan offered for all its levels of the, 
varying accordingly with the employee function. 
 
6) The organization makes an enquiry to measure the “organizational mood” every year, the 
answers are held anonym and cover all its levels. 
 
7) The organization has a specific program for carrier development that is discussed in all 
levels of the organization. 
 
8) Yes, all the employees are motivated to be always updating. 
 
9) Scale 9 – almost all the managers come from our own organization. 
 
10) Scale 10 – high level of encouragement 
 
11)  Cost reduction project motivated by the substitution of raw material, process modifica-
tion and implantation of new software, these are a couple of examples applied by the organi-
zation. 
 
12) Scale 10 – completely open to critics and suggestions.  
  
12a) Scale 3 – more like not formal. 
 
12b) Scale 10 – always accessible. 
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13) Not able to answer as the access level is total. 
 
14) Not able to answer, as the organization follows, in reference to salary, the market level 
between the top 10 organizations. 
 
15) Scale 10 – complete autonomy. 
 
16) Additional comments: 
 
16a) The organization is based in an agricultural segment – as we work with agriculture, we 
are an informal organization. 
 
16b) Since I’m based in a management area, my access levels are greater.  
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Scania, Brazil 
 

Dear Peter 
 
As you mentioned in your earlier mail I might not be the most indicated person to answer the 
formulaire sent by you. I sent it to one of our HR managers, you may find the answers below.  
 
Reg question 12-16 I could answer them in general terms. However, you must consider there 
can be a certain bias by doing so. My influence by being a manager and non local employee 
will of course influence. Bear in mind that I am not answering the questions out of my own 
perspective. I am trying to generalise the situation at the company. 
 
12) 7 
A) 4 
B) 8 
 
13) 5 
14) 6 
15) 7 
 
I believe that Brazil is undergoing an important change in attitudes and corporate culture. 
There is a huge difference between the young generations (below 40) attitude in these ques-
tions and the elder. Hierarky, formality and territory are less evident and important among the 
younger generation. 
Also the influence from Multinational companies are driving these behaviour patterns in a 
positive way.  
Employee envolvment and comittment are key factors for success and my personal opinion is 
that the Brazilian labour is hungrier and more motivated than we generally can find in more 
developed countries. If we as an employeer are able to create and environment which encour-
ages the habit of being participative and worjk in a delegated way, we are able to extract a lot 
of positive energy among creative and striving colleagues. 
 
Good luck in your thesis, if you need any complementary info do not hesitate to contact me or 
Helder. 
 
Kind regards 
 
Mathias Carlbaum 
 
  
Sales & Marketing 
Scania Latin America Ltda 
tel: +55 11 43 44 90 40  
cel: +55 11 84 29 02 01 
fax: +55 11 43 44 98 00  
mathias.carlbaum@scania.com 
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Hello Mathias, 
 
As I am going to be on vacation next week, I am answering your request. 
 
Regarding the answers, here you are: 
 
1 - Yes. The programs are accessible to all employees. 
2 - 6, Continuous improvements in the products or processes are rewarded. We also have 
more than 1,000 Improvement groups with more than 3,000 co-workers. The suggestion of 
continuous improvements make part of they day-by-day activities.  
3 - Are given through a formal program called "PSM - Programa Scania de Melhorias" (Prod-
ucts and Processes improvements) - the suggestions are analyzed by a technical team its fea-
sibility and if the suggestion is approved, the group that suggested is rewarded according to 
the benefit for the company. 4 - Yes. Drugs and Alcohol program, Social cases attendance, 
Special Children program and Psychological assistance (co-workers and family) 5 - The main 
benefits are Idioms and Education subvention, Club, Medical and Dental Assistance, Trans-
portation, Retirement Plan (Pension Fund), Group Life Insurance. The benefits are extended 
to all employees. 6 - Yes. Yes 7 - Yes, being implemented 8 - Yes. 9 - 9 (almost all) 10 - 10  
11 - Mainly in the process and products improvements. 
 
 
Best regards, 
 
Helder Odilon Lotto 
Scania Latin America Ltda. 
Desenvolvimento Organizacional e de Competências  
F: 11 4344-9980  - HRD / P34-03 
 

Scania, Sweden 
 
1. Yes, there is a bonus system for all employees based on different producton targets. 
 
2. 4 
 
3. Blue collar workers can get appr 50% of a svaing during onne year. 
 
4. Yes, there are professionals hired to help those persons. 
 
5. Free training center, helthcare at work for you and your family. 
 
6. Yes, Yes 
 
7. Yes, once per year. 
 
8. Yes 
 
9. 8 
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10. 4 
 
11.  
 
12. 7     a/ 2    b/ 7 
 
13. 7 
 
14. 5 
 
15. 8 
 
16. If you compare Scania do Brasil with brasilian companies Scania still is a very swedish 
company with a lot of values work of practice from the mother company in Sweden. 
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Luzenac, Brazil 
 
1.      Sim. Temos um planos de bônus com pagamento anual, que tem como base o atingi-
mento de metas pré estabelecidas e com premiação máximas de 2 salários mensais. 
 
2.      7 - há um incentivo grande para quem trouxer novas idéias, principalmente no campo da 
segurança e meio-ambiente. 
 
3.      O reconhecimento de novas idéias sempre é disseminado para toda a companhia.  
 
4.      Não há nenhuma programa específico, entretanto os problemas pessoais podem ser tra-
tados com nosso supervisor imediato. 
 
5.      Para o grupo executivo da área comercial há alguns benefícios como carro da empresa e 
telefone celular. Há também convênio médico, opção de compra de ações da holding Rio Tin-
to, plc e previdência privada. 
 
6.      Sim. Há a avaliação 360 graus onde subordinados, pares e chefes avaliam o funcionário. 
As respostas podem ser anônimas. 
 
7.      Sim. Há uma avaliação anual sobre o atingimento ou não das metas pré estabelecidas. 
 
8.      Sim. 
 
9.      7 
 
10.  10 
 
11.  Geralmente as idéias e sugestões sobre sugurança são sempre disseminadas e adotadas 
por toda a empresa. Se alguém por exemplo sabe que irá nevar forte ou uma tempestade está a 
caminho essa pessoa tenta avisar a todos, geralmente por e-mail. 
 
12.  10 
 
12a. 3 
 
12b. 10 
 
13. 10 
 
14.  8 
 
15.  8 
 

16. Sinto-me muito a vontade, orgulhoso e feliz por poder trabalhar para a Rio Tinto Mi-
nerals - Luzenac. 
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Translation used by the authors 
 

 
1) Yes. We have bonus plans with annual payments that are based in reaching pre-established 
goals, its maximum reward is the payment of two months salaries. 
 
2) 7- There is great incentive for employees to bring new ideas, especially in the area of secu-
rity and environment. 
 
3) The recognition of new ideas is always disseminated to the whole organization. 
 
4) There is not a specific program in that way, however personal problems can be treated with 
our direct manager. 
 
5) For the executive group in the commercial area there are some benefits like a company’s 
car and cellular phones. There is also medical insurance, the option to buy actions of the Rio 
Tinto, participation in profit and retirement plan. 
 
6) Yes. There is en evaluation called 360 Degrees, where the employees and managers evalu-
ate each other. The answers are hold anonymously. 
 
7) Yes. There is an annual evaluation to check if the goals were reached. 
 
8) Yes. 
 
9) 7 
 
10) 10 
 
11) Generally the ideas and suggestions about security are always disseminated and adopted 
by the whole company. If someone for example knows that a heavy rain will fall or a storm is 
on the way, this person has to let everybody know about it, usually using e-mail. 
12) 10      12a) 3      12b) 10 
  
13) 10 
 
14) 8 
 
15) 8 
 
16) I feel very comfortable, proud and happy to be working at Rio Tinto Minerals – Luzenac. 
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AIG Seguros, Brazil 
 

1- Sim, mas somente para setores que participam diretamente no faturamento dela (comercial 
/ administrativo). 
2- 1. 
3- Não há recompensa. 
4- Não. 
5- Vantagens somente são oferecidas para Diretoria. 
6- Sim, mas o questionário é respondidos diretamente ao gerente da área, e não anonimamen-
te. 
7- Sim. 
8- Não, somente gerentes e sub-gerentes de área tem acesso. 
9- 2. 
10- 1. 
11- Não. 
12- 2. 
12a- 4. 
12b- 4. 
13- 1. 
14- 2. 
15- 2. 
16- Nas empresas sediadas no Brasil (incluindo nacionais e multinacionais) é dada  relevante 
importancia a hierarquia/subordinacão, relacionamentos pessoais, e imagem. 
Já ví muitos empregados premiados não por produtividade/eficiência (tanto quantitativamente 
como qualitativamente), mas sim por bajular o chefe, por ir a todos os acontecimentos sociais 
preparados pela empresa, e porque usa roupa, corte de cabelo, e acessórios que estão na moda 
(principalmente a "moda do chefe"). 
Chefes (normalmente o são por contatos de natureza política/pessoal, e não por eficiên-
cia/eficácia técnica) são de modo geral inseguros e com baixa estima profissional, tendo como 
auto-defesa a rejeição de qualquer opinião, mesmo que para o bem da empresa, que seja con-
trária a deles, e em alguns casos extremos, há até a ridicularização pública de algum funcioná-
rio que dê ideias melhores que a dele. 
 
Translation used by the authors 
 
1) Yes, but only to the sectors that participate directly on profit (commercial/ administrative). 
 
2) 1 
 
3) There are no rewards. 
 
4) No 
 
5) There are benefits offered only for the board of directors. 
 
6) Yes, but the questionnaire is answered directly to the manager of the sector, not anony-
mously. 
 
7) Yes. 
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8) No, only managers and sub-managers of the area have access. 
 
9) 2 
 
10) 1 
 
11) No 
 
12) 2      12a) 4      12b) 4 
. 
13) 1 
 
14) 2 
 
15) 2 
 
16) For companies based in Brazil, (including nationals and multinationals) hierarchy, per-
sonal relationships and image are very important. I have seen employees that got awards not 
for good productivity/ efficiency but because ingratiating for their bosses, for going to all the 
company’s social events, for using the right clothes, hair cut, and accessories in fashion (espe-
cially the “boss’s fashion”). Bosses (normally not because of their efficiency or technical ca-
pabilities but for the political or personal contacts) are in general insecure and with low pro-
fessional self esteem, have as a defense mechanism the rejection of any opinion, even those 
aiming for the development of the company, that are contrary to their own, and in some ex-
treme cases seek the public humiliation of some employee that has better ideas than himself.  
 


