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Abstract 

This study aims to comprehend the suitability of both traditional and modern 

motivational theories and managerial methods in non-Western nation’s former 

colonies of the West like African countries. This study employed an exploratory 

research strategy to deepen our comprehension of the subject. This study only 

used third-party sources for its data. The application of motivational theories and 

managerial techniques may be limited by cultural contexts. Social norms have 

shaped the formation and maintenance of organizations within society that have 

a particular structure and way of functioning. Western motivational theories do 

not work in non-Western nations because indigenous people are rooted in their 

own culture and find it difficult to accept and let go of a foreign culture. This 

study contributes to the body of knowledge by analysing the applicability of 

motivational theories and managerial methods in non-Western countries. 

According to this study, local and international organizations specifically 

Western multinational organizations manage and motivate their workforce in 

non-Western nations by fusing management techniques with Western notions of 

motivation. 

Keywords: Employees, Managerial Methods, Motivational Theories, Non-

Western Countries, Organization. 
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Introduction 

Acharya and Buzan (2017) asked why no non-Western philosophy of international 

relations exists. This question remains in the African continent and other non-Western 

countries. Throughout history, motivation has helped people persevere amid difficult 

times and has been linked to improvements in the quality of life, prosperity, luck, and 

contentment (Iguisi, 2009:141). To be motivated is to be persuaded to do something. 

Within the framework of an organization, it refers to the practice of influencing 

employees to behave in a way that advances certain organizational objectives (Gupta, 

2021:1597). Few scholars have studied African cultures however it is still not enough as 

Africa is a huge continent with a variety of cultures that have never been studied before. 

Until today Africa and most non-Western countries do not have their motivation theories 

and managerial methods.  Most scholarly work that has been carried out about motivation 

theories and managerial methods almost all of them study motivation and management in 

Africa using Western context. Thus, more research is required to study African cultures 

about motivation and management approaches in organizations operating in the African 

continent. Motivational theories and managerial methods are not a new topic since it has 

attracted a variety of scholars in the past, scholars as Alrawahi, Sellgren, Al-Touby, 

Alwahaibi and Brommels (2020); Badubi (2017); Marczak and Yawson (2021); Parab 

(2019); Sitorus, Putri, Hidayat and Rostina (2021); Tovmasyan and Minasyan (2020); 

Turabik and Baskan (2015). Contemporary more skilled employees from developing 

countries like South Africa, Egypt, India, and Brazil are seeking employment 

opportunities in the Western world more than ever. At the same time due to globalization 

more Western multinational organizations in the Western world operate in non-Western 

countries. This study seeks to understand the applicability of contemporary and classical 

motivational theories and managerial methods in non-Western countries more 

specifically former colonies like African countries. Several motivational models could be 

required when organizations expand internationally to connect procedures, guidelines, 

and processes to motivate employees (Garen, 2011:7). 

Increasing employee happiness in the fast-paced workplace of today is difficult, 

according to Letele and Massyn (2018). Cultural disparity and several newly developed 

administrative issues are the main causes of this, according to Erciyes (2019). Iguisi 

(1993) asserted that without understanding the historical and cultural backdrop, it is 

impossible to comprehend a single aspect, such as motivation inside an organization. 

Without considering the prevalent indigenous social norms, untamed Western 

management methods are unlikely to be the best choice for implementation in Nigeria 

and throughout Africa (Iguisi, 2009). An increasing quantity of academic literature calls 

for a change in the way that management theory applications and research methods are 

currently applied throughout Africa. This is because these approaches overlook Africans' 

highly personal and conventional daily worlds, in addition to the obvious unique features 

associated with the African socio-circumstantial aspect (Kuroakegha & Amakiri, 2019). 

With that being said this study asks is that are classical motivational theories and 

managerial methods in non-Western countries are still relevant.  

Four elements influence the rewards offered to cross-cultural employees in 

multinational organizations: the importance of the task, the hierarchy of requirements, the 

http://www.ijmae.com/
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internal and external forces' contradiction, and the system of rewards and punishments. It 

is discovered that there are differences in the features and workings of efficient incentives 

for employees from various cultural backgrounds. In the real world, administrators of 

multinational organizations are required to be adept at identifying the traits and 

requirements that characterize cross-cultural employees and creating reward systems that 

suit them. This will make it simpler to accomplish goals and fully pique employees' 

excitement for their work, which will enhance the effectiveness of the organization (Zhao 

& Pan, 2017). No set method or definitive guidance for employee motivation is offered 

by motivational theories. Nevertheless, the theories suggest that because employee 

motivation involves interacting with complicated human behaviour, it is a highly 

complicated issue. For the reason that cultural context adds another layer of complexity 

to the increasingly difficult problem of the notions of motivation in an organisation, the 

theories may not hold up in some nations (Kimotho, 2019). This is because colonial rule, 

profiteering, and destruction throughout history have undermined and undervalued these 

components of the world (United Nations, 2019). 

Iguisi and Hofstede (1993) emphasized that while we expect that cultural norms in a 

nation would stabilise within loops of feedback, they will also shift because of external 

influences. A structure of social conventions, made up of the mutually beneficial value 

systems that govern most people in the country, is located at the centre. Numerous 

ecological elements that are, elements influencing the physical environment are the 

source of their origins. Social norms have influenced the creation and upkeep of 

organizations within society that have a certain makeup and mode of operation. Family 

units, political structures, educational institutions, and laws are a few of these. Once 

established, these organizations serve to perpetuate the natural circumstances and social 

norms that gave rise to them. Such a structure is unlikely to alter much in a culture that is 

mostly locked off. Organizations may evolve, but this is seldom an indication that 

society's values will shift as well. In cases when society values remain the same, the 

enduring effects of an overwhelming set of values gradually acclimate to the new 

organizations if their framework and operations once more conform to the standards of 

society. The major causes for alteration are external, such as influences of nature (the 

environment evolution, harbour sedimentation) or human forces (commerce, invasion, 

scientific discoveries). 

Africa's management approach is predominantly Western-oriented, emphasizing 

colonial dictatorial and authoritarian methods and processes of making choices (Muriithi, 

2017:11; Whyte & Auala, 2018). For a period of two generations, the majority of Africa 

was ruled by colonists (Heldring, 2013). According to Hofstede (1980), Western 

management ideas reflect the cultural context that existed when they emerged, meaning 

that Western culture and management are inextricably linked. Western management 

theory's supremacy gave rise to the ideas that " one size is suitable for all," "an 

administrator who performs well in a specific nation is also going to do well in another," 

and "efficacious Western management practices can be implemented everywhere," 

(Jariya, 2012:65). The problem identified in this study is that cultural contexts may limit 

the applicability of Western motivational theories and managerial methods in nations that 

are not Western as there are diverse civilizations in Africa and including other non-

Western countries. Employee motivation is one of the key human resource management 

issues that have new significance in the current world (Grynko, Krupskyi, Koshevyi & 

http://www.ijmae.com/
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Maximchuk, 2017). Kimotho (2019) states that scientific study is necessary to establish 

and verify theories of motivation that are suitable to African culture and conditions, as 

there is currently a lack of understanding regarding the application of motivational 

theories across the continent (Iguisi, 2009).  

Research Method 

Developing research design is another name for the exploratory research design. This 

study used exploratory research design because creating and investigating an issue that 

requires a thorough or more concentrated inquiry is the primary goal of employing such 

a research strategy (Mexon & Kumar, 2020:20). To make sense of the issue under 

investigation, exploratory research aims to get a foundational understanding of the subject 

(Cooper & Schindler, 2008:704). If you are unaware of extensively about a problem, 

topic, or occurrence and wish to find out further, exploratory research might be helpful 

(Saunders, Lewis & Thornhill, 2019). Finding and analysing secondary sources is often 

part of a preliminary method of searching (Cooper & Schindler, 2014:94). Exploratory 

research expands how others have approached and/or resolved issues like your 

organizational conundrum or managerial query to broaden your knowledge of the 

leadership challenges (Cooper & Schindler, 2014:94). As conducting exploratory 

research, it is essential to have a willingness to experiment and be prepared to shift 

directions as necessary (Saunders et al., 2019). The investigation at hand employed solely 

secondary sources for its data. A wide variety of both electronic and printed textbooks, 

reference resources, encyclopaedias, scholarly publications, and dissertations were used 

to compile the information. Reanalysing secondary data may yield new perspectives and 

instruction and it requires fewer steps to gather and analyze, leading to a more unbiased 

review (Saunders et al., 2019). 

Prominent Western Motivational Theories 

This study is affiliated with various theories that seek to understand the employee’s 

behaviour in the work environment. Thus, several theories describe what motivates 

people in a business and how they are driven (Nel, Werner, Haasbroek, Poisat, Sono & 

Schultz, 2008:337). Alderfer’s ERG (Existence, Relatedness, and Growth) theory 

(Alderfer, 1972); Equity and Justice (Adams, 1965); Expectancy (Vroom, 1964); Goal 

setting (Locke & Latham, 1990); The Job Characteristics Model (Hackman & Oldham, 

1976); Herzberg’s two-factor theory (Herzberg, Mausner & Snyderman, 1959); 

McClelland’s achievement motivation theory (McClelland, 1961); McGregor theory X 

and theory Y (McGregor, 1960); Motives and wants (Maslow, 1943); Porter and Lawler 

model (Porter and Lawler, 1968), and Reinforcement (Skinner, 1953) are the theories 

listed by Nel et al. (2008:337); Kiley (2018:137); and Lee and Raschke (2016:164). 

However, motivational theories may be divided into two groups: content theories and 

process theories (Nel et al., 2008:337). The American ideas about motivation were created 

in an era of strong economic expansion and were founded on countrywide ethos in the 

United States of America during the late 19th and early 20th century (Xanthakis, 2019). 

They thus represent the cultural milieu of that country. In the modern world, more recent 

ideas are thought to be more relevant than those that are older (Letele & Massyn, 2018). 

 

http://www.ijmae.com/
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Content Theories 

The content theory of motivation emphasizes the psychological factors that motivate 

and influence human behaviour (Nel et al., 2008:337). 

Alderfer’s ERG Theory 

Alderfer’s ERG theory proposes that people have three sets of needs (see Figure 1): 

 Existence needs: having to do with the fundamental requirements for a person's 

survival in the world. 

 Relatedness needs: This category of wants has to do with the need for and pursuit 

of meaningful connections with other people. 

 Growth needs: A person's "growth requirements" are tied to his or her desire to 

make a meaningful impact in the world. 

 

Figure 1. Alderfer’s ERG Theory 

Source: Alderfer (1972) 

Employees will strive for ERG simultaneous satisfaction of all wants based on Alder's 

thesis, which states that needs function simultaneously and connect. 

Still, more than one need can serve as a motivation at the same time, and the 

dissatisfaction of attempting to address a higher-ranking need might cause a lower-

ranking need to deteriorate (Sulastri, 2021).  It is not necessary to finish ERG Needs 

before attempting to satisfy the requirements of the remaining tiers. Alderfer's theory 

suggested that each need may be addressed concurrently. In addition to taking care of 

your fundamental requirements, such as getting food, you may also focus on your creative 

http://www.ijmae.com/
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projects. Sometimes a need could be excessive for an individual to handle. In such a case, 

the individual would retreat to satisfy a desire that was simpler to satisfy (Render, 2019). 

Herzberg's Two-Factor Theory 

According to Herzberg's (1954) two-factor theory, there are two groups of elements 

hygiene factors and motivation factors that impact motivation and work satisfaction. 

Hygiene elements (also known as maintenance factors) are not directly responsible for 

increasing employee motivation, but they might lead to discontent if they are not 

sufficiently satisfied. So, it is impossible to please an employee who is already 

unsatisfied, see Figure 2. Herzberg (1954) added that managers should focus on hygienic 

concerns before adding motivators. The type and substance of the task itself are strong 

determinants of the nature and content of the motivators (also known as growth factors). 

 

Figure 2. Herzberg’s Two-Factor Theory 

Source: Herzberg (2005) 

Increasing pay is merely a short-term solution to the problem, according to Herzberg 

(2005). A further increment is required to "recharge their energies" whenever they yet 

again lose motivation. In other words, the best approach to encourage people is to figure 

out what drives them or to "build a turbine in an employee" to keep themselves charged. 

Herzberg's Two-Factor Theory, according to Golshan, Kaswuri, Aghashahi, Amin and 

Ismail (2011), falls short of explaining the differences between mental and physical 

dimensions, motivators, and hygiene factors. It does not succeed in expressing the levels 

of contentment and discontent as an indicator rather than utilizing figures. Herzberg's 

Two-Factor Theory is criticized by Badubi (2017) for assuming that every person would 

respond precisely in the same manner under a given circumstance. 

http://www.ijmae.com/
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Maslow’s Hierarchy of Needs 

Maslow postulated in 1954 that human beings had an insatiable need to have more 

stuff. Wanting more is a universal human trait, yet the specifics of that yearning vary from 

person to person and from possession to possession. One need is met, and then another 

arises. That’s where personal factors like a sense of meaning, control, and development 

come into play. Motivating top-performing employees who currently have their 

fundamental needs met via meeting their higher wants is more successful than just giving 

them additional money, which is also not highly connected with better pleasure (Glaveski, 

2021). According to Maslow (1954), this means that people's actions are always 

motivated by a desire to meet some combination of their needs. Hence, the gratification 

of a need can never serve as a reward to act. See Figure 3 for Maslow's classification of 

human requirements. 

Human demands in contemporary workplaces do not have to reflect the theory's 

hierarchical structure (Pulasinghage, 2010:202). 

  

Figure 3. Maslow’s Hierarchy of Needs and Total Rewards 

Source: Collins (2009) 

You can see the similarities and differences between Alderfer's ERG theory, Maslow's 

hierarchy of requirements, and Herzberg's two-factor theory in Table 1. The ERG 

hypothesis of Alderfer's fundamentals to survival is relatedness requirements are 

analogous to Maslow's physiological and safety needs. This corresponds to Maslow's 

esteem and self-actualization needs, as well as those of the affiliation/social and growth 

sub-hierarchies. Two-Factor Theory, as developed by Herzberg motivators analogous to 

Maslow's self-worth and actualization. Hygiene aspects are analogous to Maslow's 

social/belongingness demands and esteem needs. 

Maslow's approach is very simplistic and just considers the needs of humans. The link 

between conduct and need is not one of simple cause and effect. The theory must take 

into account additional motivators like as perception, experience, and expectations. Every 

employee has different needs. Several individuals are content with their physiological 

http://www.ijmae.com/
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requirements and job stability alone. Not every employee category may benefit equally 

from Maslow's hierarchy of needs pattern. In contemporary times, Maslow's 'need 

hierarchy' theory is no longer applicable since people have a multitude of wants that must 

be met, some of which might conflict with his hierarchy. Although Maslow's hypothesis 

is generally acknowledged, there is not much actual data to back it up. Most of it is 

speculative and unproven. His works lean more toward philosophy than science (Trivedi 

& Mehta, 2019). 

McClelland’s Achievement Motivation Theory 

McClelland’s achievement motivation theory considers three needs, namely a need for 

affiliation (nAff), a need for power (nPow) and a need for achievement (nAch) 

(McClelland, 1962). People with a strong need for affiliation will aim their behaviour at 

fostering interpersonal relations, people with a strong need for power try to influence the 

behaviour of others, and people with a high need for achievement are often the top 

performers in an organization, see Figure 4.  

 

Figure 4. McClelland’s Achievement Motivation Theory 

Source:  McClelland (1962) 

McClelland argues that humans often prioritize many needs at once, while these 

priorities may change over time. High-nAch individuals often exhibit the following traits 

(Nel et al., 2008), making them prime candidates for leadership roles: 

 They aim for high, realistic goals. 

 Consistent and timely responses are necessary. 

 Risks are evaluated carefully and taken only when necessary. 

http://www.ijmae.com/
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 They can find solutions to issues. 

 They want the freedom to make their own decisions. 

 Money is seen as a symbol of accomplishment rather than a means to an end for 

these people. 

According to Robbins (2009), McClelland's hypothesis is less useful compared to 

various theories since it implies that the three criteria are inadvertent which means that 

we could be high on them without realizing it. It is not a simple task to measure them. 

Gender, age, culture, religion, or other distinctions in factors are irrelevant to this 

hypothesis or one of the two. 

Porter and Lawler Model 

Vroom's idea was developed further by Lyman Porter and Edward Lawler III into an 

expectation model of motivation (see Figure 5).  
 

 

 

 

 

 

 

  Effort          Performance (Actual results)            Satisfaction    

 

 

 

 

 

 

Figure 5. Porter and Lawler Expectancy Theory 

Source: Porter and Lawler (1968) 

The goal of Porter and Lawler's model (Porter & Lawler, 1968): 

 Learn how to track the source of people's feelings and expectations. 

 Attempt equals results plus work happiness. 

Value of reward Abilities Perceived equitable rewards 

Rewards 

Effort-reward 

probability 

Role perception 
Intrinsic and 

extrinsic 
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 Learn to isolate the effects of effort from those of other variables. 

 Promote the value of fair compensation. 

In Vroom's view, the value of a reward is analogous to valence. The results or benefits 

that people expect in exchange for their efforts at work are often complex. 

How confident someone is that their efforts will pay off is measured by the perceived 

effort-reward likelihood. This is analogous to Vroom's expectation notion. The amount 

of effort an employee puts in depends on two factors: how desirable they find the reward, 

and how likely they are to be rewarded for their efforts (Porter & Lawler, 1968). Ability, 

personality, and how one sees one's job all play a part in how much of an impact effort 

has on one's performance. Both internal and external rewards may have an impact on 

levels of happiness. Those working for an organization should expect to be compensated 

fairly, both in terms of what they put in and what others in the same position are paid. If 

employees feel they are being treated unfairly, they will act to level the playing field 

(Porter & Lawler, 1968). 

Porter and Lawler's Expectancy (1969) theory disregarded how emotions affect 

motivation the core idea of the theory was that performance is mostly driven by 

motivation. The hypothesis does not, however, address how someone's feelings or outside 

issues may impact their motivation as employees. Reward-based motivation Porter and 

Lawler's Expectancy (1969) theory solely considers financial and non-financial 

incentives to affect the drive of employees. Nevertheless, the theory failed to take into 

account additional elements that may impact the drive of a staff member and, 

consequently, the team's performance, such as the workplace culture, relationships with 

co-employees, or working conditions (Miller, 2022). 

The Job Characteristics Model 

The work itself is seen to be the cornerstone of employee motivation, according to the 

Hackman and Oldham (1976) characteristics paradigm, see Figure 6. Employees' 

psychological states are transformed because of job enrichment, which benefits their 

productivity and job happiness. 
 

=  
𝑆𝑘𝑖𝑙𝑙 𝑣𝑎𝑟𝑖𝑒𝑡𝑦 + 𝑇𝑎𝑠𝑘 𝑖𝑑𝑒𝑛𝑡𝑖𝑡𝑦 + 𝑇𝑎𝑠𝑘 𝑠𝑖𝑔𝑛𝑖𝑓𝑖𝑐𝑎𝑛𝑐𝑒

3
 𝑥 𝐴𝑢𝑡𝑜𝑛𝑜𝑚𝑦 𝑥 𝐹𝑒𝑒𝑑𝑏𝑎𝑐𝑘 

 

Figure 6. Computing the Motivating Potential Score (MPS) 

Source:  Hackman and Oldham (1976) 

Bhasin (2023) argues that the Job Characteristics Model is limited because several of 

its key conceptual linkages are not well supported by data. Since the Job Characteristics 

Model was created in the 1980s, it fails to capture the key competencies that are relevant 

to a variety of occupations in today's work environment. Then, employment design was 

ideally matched to established jobs in companies; but, given the way things are going in 

the workplace today, which is mostly not anymore the case. 

http://www.ijmae.com/
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Content Theories Comparisons 

Table 1 compares Alderfer’s ERG theory, Maslow’s Hierarchy of Needs and 

Herzberg’s Two-Factor Theory. 

Table 1.  A Comparison of Alderfer’s ERG Theory, Maslow's Hierarchy of Needs and 

Herzberg's Two-Factor Theory 

Alderfer’s ERG 

theory 
Maslow’s hierarchy of needs 

Herzberg’s two-

factor theory 

Growth 

Self-Actualisation needs 

(Achieving full potential) 

Motivators Ego needs 

(Achievement, independence, status, 

freedom, and self-esteem) 

Relatedness 

Social needs 

(Friendship, affection, love and a sense of 

belonging) 

Hygiene factors 

Existence 

Safety/security needs (physical and 

psychological) 

Physiological needs 

(Food, water, shelter, and sex) 

Source: Alderfer (1972); Herzberg (2005); Maslow (1943) 

Process Theories 

Process theories of motivation offer a chance to comprehend the thoughts behind what 

drives behaviour (Nel et al., 2008:337).  

Adam's Equity Theory 

Equal compensation for the same labour is still a myth in South Africa (Botha, 

2020:208). Adam's notion of equity is founded on reciprocity relationships in which 

individuals exert effort and expect something in return from the organisation. In this 

respect, employees submit feedback and anticipate receiving a response from the 

organization. Employees expect rewards that are proportional to their efforts and to those 

of their co-employees who performed equivalent tasks, Figure 7 is shown below: 

       Perceived     Employee’s 

       Ratio comparison   Assessment 

 

𝑂𝑢𝑡𝑐𝑜𝑚𝑒 𝐴

𝐼𝑛𝑝𝑢𝑡 𝐴
<

𝑂𝑢𝑡𝑐𝑜𝑚𝑒 𝐵

𝐼𝑛𝑝𝑢𝑡 𝐵
   𝐼𝑛𝑞𝑢𝑖𝑡𝑦 (𝑢𝑛𝑑𝑒𝑟𝑟𝑒𝑤𝑎𝑑𝑒𝑑) 

𝑂𝑢𝑡𝑐𝑜𝑚𝑒 𝐴

𝐼𝑛𝑝𝑢𝑡 𝐴
=

𝑂𝑢𝑡𝑐𝑜𝑚𝑒 𝐵

𝐼𝑛𝑝𝑢𝑡 𝐵
   𝐸𝑞𝑢𝑖𝑡𝑦 

http://www.ijmae.com/
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𝑂𝑢𝑡𝑐𝑜𝑚𝑒 𝐴

𝐼𝑛𝑝𝑢𝑡 𝐴
>

𝑂𝑢𝑡𝑐𝑜𝑚𝑒 𝐵

𝐼𝑛𝑝𝑢𝑡 𝐵
   𝐼𝑛𝑒𝑞𝑢𝑖𝑡𝑦 (𝑜𝑣𝑒𝑟𝑤𝑎𝑟𝑑𝑒𝑑) 

*Individual A is an employee, whereas Individual B is a referent. 

Figure 7. Adam's Equity Theory 

Source: Adams and Freedman (1976) 

According to Bunger and Tremble (2004:29), four main factors contribute to employee 

satisfaction. The following categories have been created: 

 External equity: the evaluation of salary considering comparable positions at other 

organizations. 

 Internal equity: Staff members evaluate their remuneration in the context of the 

organization's growth and success. 

 Individual equity: calculate your salary based on the average salary of employees 

with comparable experience. 

 Procedural equity: evaluate the soundness of the decision-making procedure about 

the allocation of compensation. 

While intrinsic motivation and extrinsic motivation are the two main reward rewards 

equity can be derived from both financial rewards and non-financial rewards. Irshad 

(2016:2) is of the view that for organizations to be successful employees should be 

motivated and the best way to motivate employees is through reward systems. However, 

there must be stability among financial and non-financial rewards that must be utilised by 

organizations to gratify the employees’ varied needs and interests (Osa, 2014:68). 

Evidence from the research shows that the rule of "distributive justice" that states a 

return must be proportionate to investment may not always be correct, but procedural 

fairness is what keeps an exchange relationship going (Pujiono, Aisyaturrahmi & Bon, 

2019). Morris (2021) argued that no reward is equally desirable to every employee, thus 

employees should be rewarded with what they value most. When determining the equity 

of a given circumstance, individuals may adhere to various analogy systems. Individual 

variations in these comparative frameworks appear to be associated with individual 

variations in equity sensitivity. Variations in the way people conceptualize equity are 

related to variations in how much individuals consider equity valuable on an objective 

basis (Hofmans, 2012). Thus, Coldwell and Perumal (2007) stated that the exact methods 

by which certain people identify and evaluate their contributions may have an impact on 

the motivation and level of fulfilment of equity-sensitive employees in a given workplace. 

Goal-Setting Theory 

Employees are more likely to work hard toward attainable objectives, according to the 

logic behind goal setting, see Figure 8 (Locke & Latham, 1990). Goals should be clearly 

defined by management. Thus, goals must be SMART: 
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 Specific: goals should have one particular result. 

 

Figure 8. Goal-Setting Theory 

Source: Locke and Latham (1990) 

 Measurable: the success or failure of goals should be measurable. 

 Achievable: goals should not be too hard or easy, they should be achievable. 

 Realistic: they should take account of the employee’s abilities and circumstances. 

 Timely: there should be a deadline for completing goals. 

When setting a goal, the goals must be agreed upon between the employees and the 

manager so that employees buy into the goal. This is known as ego-investment in that the 

employee takes on the goal as his/her own (Kiley, 2018:144). 

Goals confine our focus and frequently leave people completely unaware of the 

presence of choices. They can also lead to an unduly intense dedication to the focal 

choice, which makes people reject better alternatives that appear throughout the pursuit 

of a goal (Resnick, 2018). Setting goals is not standardized, without a prescription 

solution to improve performance because several moderators influence the results. Setting 

objectives might be detrimental to an employee's performance, for instance, if the activity 

at hand is difficult, specialized, or requires prior expertise or ability acquisition. As 

a consequence objectives only lead to improved performance after individuals know how 

to perform the assignment, behavioural goals and learning goals are more helpful in those 

circumstances. Additionally, this rapid evidence assessment (REA) suggests that the 

impact of goal-setting differs according to the skill levels of employees, suggesting that 

"ability-based" objectives will function better than a "one-goal-for-all" strategy in which 
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each employee is given a uniform performance goal (Chartered Institute of Personnel and 

Development, 2016). 

Reinforcement Theory 

The fundamental tenet of the reinforcement theory of motivation is that actions that 

result in good consequences will be carried out more frequently (Skinner, 1953). Figure 

9 shows that negative consequences for actions will not happen as frequently.  

The following are some strategies to reward desired behaviour: 

 Positive reinforcement: Employees are rewarded by their employers as they 

progress toward the desired behaviour. 

 Avoidance: By steering clear of negative outcomes, organizations can reinforce 

desired behaviour. 

 
 

Figure 9. The Remuneration System 

Source: Skinner (1938) 

 Negative reinforcement: To deter unfavourable behaviour, managers may utilize 

punishment, disciplinary action, or ignore undesired behaviour. 

Labrador (2004) states that the parts for analysing stimuli and reactions are distinct 

and atomic. The truth frequently indicates that the process is improper or impossible. It 

may sometimes be simpler to explain a behaviour if it is discreetly considered or isolated 

from an individual's additional conduct. In several cases, nevertheless, it signifies an 

absence of crucial knowledge of the factors that influence or trigger the behaviour. 

Skinner emphasizes how crucial an individual's past is in predicting their present conduct. 

Past behaviour rarely comes into play when suggesting a remedy, though, particularly 

when using communal or conventional therapies. Reactive and operant habits are 

comparable when seen from a standpoint of quality. While this approach is very feasible, 

it also tends to be simplistic and restricts how different human actions may be assessed 

Same behaviour likely 

to be repeated 

Behaviour less likely 

to be repeated 

Positive 

reinforcement or 

reward 

 Negative 

reinforcement or 

punishment 

Behaviour 
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and treated. The single factor of reinforcement which is essentially incorporated into 

discrete and repeating units is used to explain human conduct and its causes. The idea is 

that repetition is the sole characteristic of conduct that matters. It simplifies the process 

of quantifying behaviours, but it ignores other characteristics like behaviour length or 

shape. In numerous situations, this might mean losing important information. Analysis 

using the Antecedent-Response model outcome is a misleadingly straightforward linear 

connection. Not all relations follow a straight course. Lack of particular explanation 

models for complicated issues (all the various diseases). Rather, he provides a single 

overarching model to account for all potential diseases, or separate models for every 

behaviour. 

Vroom’s Expectancy Theory 

A reward system is intimately tied to the expectation theory of motivation (Erasmus, 

Strydom & Rudansky-Kloppers, 2017:368) and this theory embraces that employees are 

only motivated to operate in each manner if they feel the intended goal will be achieved, 

(Nel et al., 2008:343), see Figure 10. It is necessary to study the influence of the reward 

system on employee attitudes and conduct (Erasmus et al., 2017:368). 

 

 

 

 

 

 

The effort exerted       Performance                     First-level               Second-level 

(Motivational force)    outcomes                         outcomes

      

 

 

 

 

 

Figure 10. Vroom’s Expectancy Theory 

Source: Vroom (1964) 

According to Vroom's (1964) expectancy theory, employees are driven to act to 

achieve a goal if they believe in its value. An employee will apply great effort if he/she 

believes that there is a reasonable probability or chance that the effort will result in the 

achievement of an organisational goal and that the achievement of the organisational goal 

Expectancy-perceived probability that 

effort will lead to performance and first 

level outcomes 

Valence – anticipated satisfaction 

of attaining a goal 

Units produced 
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will serve as a means for the individual to achieve his/her personal goals. Conferring to 

the expectation hypothesis, employees are only motivated when they see a favourable 

association between effort and job performance, and performance and rewards (Phillips 

& Gully, 2012). 

Financial and non-financial aspects through equity theory and Vroom’s expectancy 

theory have a positive/negative impact on employee creativity and innovation, employee 

performance, employee motivation, and employee engagement (the relationship). Fang 

(2023) argues that in many situations, expectation theory may be used with good results. 

On the other hand, expectation theory is a poor strategy for motivating employees within 

organizations. Employees might not be motivated by instrumentality, expectancies, or 

ideals. When employees require beyond just compensation and benefits, expectation 

theory becomes less applicable. Expectancy theory is particularly stringent in that it only 

motivates employees to perform better when each of the three conditions has been 

fulfilled at the same time. 

Managerial Methods 

Managerial methods help to bring the best in employees’ performance by using two 

approaches which are as follows (Kiley, 2018):  

Coordinating and Inspiring Performance 

Employees must work in a setting that makes it simpler for them to accomplish their 

jobs, provided by management (Kiley, 2018:146). 

McGregor’s Theory X and Theory Y 

Each leader possesses a unique "cosmology" or philosophy about how to motivate 

employees, which inherently mirrors how they feel about people in general. McGregor 

believed that leaders' core beliefs significantly impacted how businesses are run. Here, 

managers' perceptions of human behaviour are crucial. As per McGregor, such 

hypotheses may be divided into Theory X and Theory Y, as shown in Table 2 below 

(McGregor, 1960). 

Table 2. Theory X versus Theory Y 

Theory X Theory Y 

Managers believe the following: 

 Employees are lazy. 

 Employees avoid work and 

responsibility where possible. 

 Employees cannot be trusted. 

 Employees need to be closely 

supervised. 

 Employees need to be forced to work. 

Managers believe the following: 

 Employees are ambitious. 

 Employees enjoy work and want 

responsibility. 

 They get satisfaction from doing a 

good job. 

 Employees can be trusted to work 

on their own. 

Source: Kiley (2018:148) 
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According to Table 2, McGregor's theories X and Y identified two mutually 

incompatible kinds of assumptions that leaders have towards their employees. These 

presumptions lead leaders to establish objectives for the employees and use performance 

management strategies to maintain employee motivation (Galani & Galanakis, 

2022:788). Werner (2020:424) stresses the need to acknowledge the absence of one 

optimal motivational theory, and that instead, a variety of theories may be useful when 

utilized together to better understand human motivation in the workplace.  

Thus, tight, strict monitoring, well-defined tasks, and the prospect of punishment or 

increased compensation as incentives are necessary for a Theory X management style. 

When a manager operates on these presumptions, they will impose authoritarian controls, 

which might cause employees to become distrustful and resentful (Kiley, 2018). Singh 

(2019) states that Theory Y style managers were only manipulating persuasively. Despite 

adopting strategies such as participatory management, changing jobs, job growth, and 

different initiatives that sprang perhaps partially from McGregor's efforts to more 

effectively correspond to job responsibilities to fundamental human motivational needs, 

supervisors continued to prioritize productivity metrics over indicators of 

employees’ healthy lifestyles. Essentially. Theory Y is a condescending plan designed to 

make employees more productive, and if employees do not profit financially from their 

greater output, they've just been tricked into putting in more effort for the same amount 

of money. 

Effect Research on Western motivational theories on non-Western countries 

Most studies on classical motivational theories and managerial methods done in non-

Western countries did not consider the cultural differences that these motivational 

theories were created based on cultural values, norms and standards. Only a few studies 

studied classical motivational theories and managerial methods in non-Western countries 

considering the local cultures, norms, values and standards, and the findings of these 

studies are discussed hereunder. 

Jariya's (2012) study demonstrated how a range of general management techniques, 

such as planning, organizing, regulating management, and taking strategic decisions, are 

influenced by Western culture. Van der Wal's (2015) study found that it can occasionally 

be difficult to understand motivational and organizational dynamics in non-Western 

environments by using theoretical and methodological techniques having a Western 

influence. Evaluating Maslow's motivational theory's suitability and relevance beyond the 

regions it was developed, examined, and implemented, like Africa, before its apparent 

global acceptance. Tapuwa, Mubaya, van Reisen and Gertjan van Stam (2016) found that 

many African environments, both historical and contemporary, do not lend themselves to 

the Maslow hypothesis. This calls into doubt Maslow's model's inclusiveness and 

discredits the idea that it can be applied to everyone. 

The results of Iguisi's (2014) study imply that it is questionable and dubious if Western 

management methods and theories can effectively motivate African employees from large 

power distance and collectivistic countries. The demands and ambitions of the people of 

Africa have not been satisfied by the implantation of Western theories of management 

and approaches. According to the study, African managers may find it difficult to use 
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both conventional and contemporary human resource methods that might increase the 

efficiency of human resources in their organizations because of aspects of their cultural 

values. 

Investigate using Herzberg's Two Factor Theory for Romania, making any required 

adjustments to fit the country's cultural setting. The primary finding of this study is that 

the Two Factor Theory as proposed by Herzberg and his associates is inappropriate in 

Romania's cultural setting. The underlying assumptions of this theory, nevertheless, are 

sound: intrinsic work aspects are motivators operating inside the satisfaction domain, and 

the determinants of job fulfilment are often distinct from those producing discontent. Still, 

the idea needs to be modified to fit the cultural setting in Romania to be accepted as true 

(Matei & Abrudan, 2016). 

There are several significant differences between the environments and conditions in 

the West and Africa. Regretfully, a lot of the ideas that African managers implement in 

their organizations were developed in the West, within Western circumstances, without 

sensitivity research to see how well-suited they are to different kinds of environments. In 

general, these ideas do not depend on surroundings or circumstances. As a result, applying 

them to African organizations would be akin to misapplying them, with the result that 

supervisors in Africa frequently find that the concepts are ineffective, creating the 

perception that concepts are ineffective as a whole. However, theories can also function 

well if they are developed and applied in ways that are dependent on the circumstances. 

It appears that the reason why Western theories do not work in African organizations and 

several nations that are developing is that managers in these regions misuse sophisticated 

Western management ideas by employing them universally without considering the 

specific circumstances (Mom, 2018). 

AlAmrani (2020) study discovered that the theories of Maslow, Herzberg, and Vroom 

offer a foundation for revealing and comprehending motivational elements and their 

source in the Omani workforce. Considering their inception in the Western world around 

the mid-1900s, it is improbable that they can be universally applied to contemporary 

Omani culture. This is prevented by the unique aspects of Omani culture and tradition as 

well as the previously mentioned multi-national makeup of the workforce. While the 

second type stereotypes incentives towards monetary compensation, the previous version 

represents a past ethnic or system of hierarchy. 

Findings 

To this day, there are no non-Western classical motivational theories and managerial 

methods that exist. Organizations and foreign multinational organizations operating in 

non-Western countries use classical motivational theories and managerial methods. 

Understanding motivational and cultural factors in non-Western cultures may at times be 

challenging when employing Western-influenced theory and practical approaches. The 

introduction of Western management theories and methods has not met the needs and 

aspirations of the African people including people in other non-Western countries. 

Schwartz's (2012) observations from 82 nations demonstrate the cross-cultural validity of 

the hypothesis. The results show that people's value priorities varied significantly. 

Interestingly, nonetheless, most social groups' average value preferences show a similar 
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hierarchical pattern. The ecosystems and situations in the West and Africa differ 

significantly. Unfortunately, many of the concepts that African managers use in their 

organizations were created in the West, under Western conditions, and without careful 

consideration of how appropriate the concepts are to other contexts. Orkuugh's (2023) 

study argued that the cultural norms of the community upon which an organization 

operates have a significant impact on the application or functionality of management and 

motivational concepts. Principles of management and motivation do not exist in an 

environment without a culture. 

Many of the concepts that African managers use in their organizations were created in 

the West, in Western conditions, and without careful consideration of how well-suited the 

concepts are to other contexts. These concepts are generally independent of context or 

situation. Consequently, it would be equivalent to misapplying them to African 

organizations, leading to supervisors on that continent often concluding that the ideas are 

unsuccessful, thus fostering the notion that concepts are worthless overall. Western 

theories are ineffective in African organisations and several emerging nations because 

managers there apply advanced Western management concepts generally without taking 

into account the unique conditions. Hussain, ul Haque and Baloch (2019) stated that while 

concentrating on the effectiveness of tasks, classical theories place considerable value on 

administrative techniques, scientific methodologies, and administrative frameworks for 

management practices. The neo-classical school of thinking, contrary, examined human 

needs, relationships, behavioural characteristics, and the reasons underlying 

effectiveness. Finally, by taking into account structures, contingent approaches, 

organizational humanity, and management science as key concepts to function in an ever-

changing environment, the contemporary management school discovered that there is "no 

single appropriate technique for every circumstance." 

Recommendations 

This study was limited to secondary data that was available online. This study was 

limited to studies focusing on the applicability of contemporary, classical motivational 

theories and managerial methods in non-Western countries. The study was limited to the 

latest primary and secondary sources that were available online. Findings from the 

background to the problem serve as suggestions for recommendations. African and non-

Western countries with the help of local governments should invest in studying local 

African and other non-Western cultures to understand what motivates non-Western 

employees. 

Cultural differences in non-Western countries make it difficult for Western 

motivational theories to motivate locals as cultural differences differ. Any philosophical 

adaptation ought to acknowledge the unique lifestyle and values of Africans and modify 

its frameworks accordingly (Kuroakegha & Amakiri, 2019). Foreign organizations 

should acknowledge foreign cultures by studying these cultures and understanding these 

cultural norms by doing so they will know what can motivate the locals therefore they 

can easily align their total rewards to those cultures in foreign non-Western countries.  

Recent developments brought equivalent management theory towards the fore, 

emphasizing cross-cultural research and cultural sub-variations, among them those that 
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occur "across borders among countries or cultural classifications of countries and also in 

various organizational settings" (Sridhar, 2017). For foreign organizations and local 

organizations in non-Western countries through learning local cultures managers should 

be positive about employees from non-Western cultures as this is crucial for creating a 

conducive environment that will allow management to promote diversity in the 

workplace. It could be necessary to abandon Western-style management techniques in 

Africa and adopt African-style methods, like Ubuntu (Whyte & Auala, 2018). 

Conclusion 

Considering every person has distinct fundamental requirements, determining basic 

facts may be difficult. Another issue is the disloyalty of employees against the 

organization. It is difficult to know what the employees' inner thoughts are (Gupta, 2021). 

Cultural contexts may limit the applicability of motivational theories and managerial 

methods. This is supported by research by Tetteh, Mensah, Opata and Agyapong (2021), 

which discovered that cultural values influence the impact of employee rewards such as 

interactions, leadership, demanding work, and accomplishment. Employees who have 

moderate autonomous values in their culture are strongly driven by high partnerships, 

whereas those having a high degree of power distance cultural norms have great 

motivation by high management. Social norms have influenced the creation and upkeep 

of organizations within society that have a certain makeup and mode of operation. 

Western motivational theories in non-Western countries will fail as indigenous people are 

connected to the standards of their culture and it will be difficult for them to accept a 

foreign culture to influence and make them abandon theirs. This is so because culture 

shapes what propels and maintains behaviour, which in turn affects people's incentive to 

engage in it, both overtly and covertly (Wathoni et al., 2019).  

In non-Western countries, employees will continue to be demotivated due to the lack 

of interest and studies in studying and understanding local cultures as this will help 

multinational organizations to align themselves with the indigenous people. Instead, most 

foreign organizations when they come to Africa and other non-Western countries to do 

business bring their Western cultures, motivational theories managerial methods and their 

way of thinking and doing things and try to impose them on the locals in a form of 

dominance due to globalisation and having power over others. Incongruent to the above 

finding Austin (2010) the framework and organizations intended to turn African 

economies into producers of essential products received backing from European 

corporations and colonial governments, especially in southern Africa, which contributed 

to the persistence of the traditional economic justification for labour slavery. When 

cultural disparities are disregarded in a business, it may have detrimental effects that 

cause employees to become estranged from one another (Tutar, Altinoz & Cakiroglu, 

2014). With so many cultures in Africa and other non-Western countries, it will be 

difficult to find a solution for each culture.   
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