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Abstract 

 

While best known for his working in studying societal cultures, Hofstede also was one of 

first to suggest that a dimensional model could be used to describe organizational 

cultures.  While his sample was, by his own admission, quite limited he identified and 

described the six dimensions described in this report, which also includes a short 

summary of differences in management practices between countries based on societal 

factors which is relevant because such practices are often used as indicators of 

organizational culture.   

 

Hofstede, who is best known for his work in studying how national and regional cultural 

characteristics (i.e., “societal culture”) impact organizational behavior, also conducted 

smaller studies that focused on organizational culture and attempted to identify 

dimensions of organizational culture that can be used a descriptive framework for 

organizational cultures.
2
  Hofstede acknowledged that his specific research base was too 

narrow to credibly argue for the universal validity and sufficiency of the six dimensions 

that he identified and noted that additional dimensions may be necessary or some of the 

six may be less useful in other countries and/or when analyzing other types of 

organizations.  In fact, while the organizations that he studied did evidence widely 

divergent perceptions of daily practices he was only able to uncover “modest” differences 

in values after taking into account the effect of non-organizational factors such as 
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nationality, education, age and gender.  Nonetheless, the following summaries of 

Hofstede’s rudimentary dimensions of organizational culture are useful
3
: 

 

(1) Process-oriented versus results-oriented.  As the name implies the foundation of a 

process-oriented culture is generally an elaborate system of technical and bureaucratic 

routines.  In contrast, a results-oriented culture focuses primarily on achieving the desired 

results or outcomes and is not terribly concerned with the processes that are used to meet 

the goals and objectives of the organization.  The degree of homogeneity among the 

members of the organization played an important role in determining where the 

organization fell on this dimension: in results-oriented organizations most of the 

members perceived their practices in the same way while in process-oriented 

organizations vast differences among the members could be identified with respect to 

perceptions of how work should be conducted.
4
 

 

(2) Job-oriented versus employee-oriented.  An organization with a job-oriented 

culture limits its responsibilities toward employees to their job performance while an 

organization that is employee-oriented takes a broader view of its responsibility to 

employees including an obligation to watch out for their overall well-being.
5
  Hofstede’s 

research found that the orientation of an organization on this dimension tended to be 

strongly influenced by historical factors including the philosophy of the founder(s) and 
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  The summaries below are based on G. Hofstede, Dimensionalizing cultures: The 
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4
 Organizational cultures have been categorized as “strong” or “weak” and a key 

determinant of where an organization falls on this continuum is the degree of 

homogeneity.  Peters and Waterman, whose views on organizational culture were 
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and vice versa.  See T. Peters and R. Waterman, Jr., In Search of Excellence: Lessons 

from America’s best-run companies (New York: Harper & Row, 1982). 
5
 The popular Managerial Grid theories of Blake and Mouton had previously identified 
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Blake & J.S. Mouton, The Managerial Grid (Houston TX: Gulf, 1964).  Koene used the 
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U. Glunk and R. Maslowski, “Organizational Culture as a Predictor of Organizational 

Performance”, in N. Ashkanasy, C. Wilderom and M. Peterson (Eds.), Handbook of 

Organizational Culture & Climate (Thousand Oaks, CA: Sage Publications, Inc., 2000), 

193-209, 198-199 (citing B. Koene, Organizational culture, leadership and performance 

in context: Trust and rationality in organizations (Rijksuniversiteit Limburg: Unpublished 

doctoral dissertation, 1996)). 
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whether or not there has recently been an economic crisis relating to the organization that 

has led to collective layoffs. 

 

(3) Professional versus parochial.  In organizations with a professional culture the 

members, who typically are highly educated with degrees in recognized professional, 

scientific and engineering disciplines, tend to identify primarily with their professions.  In 

contrast, the members of parochial organizations are reliant on the organization itself for 

their identity.  Hofstede noted that the poles of this dimension corresponded to the 

contrast between “local” (i.e., an internal frame of reference) and “cosmopolitan” (i.e., an 

external frame of reference) that had been popular among sociologists.
6
 

 

(4) Open systems versus closed systems.  This dimension focuses on identifying and 

classifying the styles commonly used within the organization for internal and external 

communications and the ease with which outsiders and newcomers (e.g., new employees) 

are admitted and integrated into the organization.
7
     

 

(5) Tight versus loose control.  This dimension focuses on the level of importance 

given by the organization and its members to formality and punctuality and appears to be 

influenced, at least in part, by the technology deployed within the organization.  Among 

the organizations in Hofstede’s survey tighter controls were found among banks and 

pharmaceutical companies and looser controls appeared among research laboratories and 

advertising agencies. 

 

(6) Pragmatic (flexible) versus normative (rigid). The dimension focuses on the 

methods most commonly used by an organization in dealing with its environment in 

general and with customers in particular.  Hofstede associated scores on this dimension 

with the level of “customer orientation”, a popular topic among management theorists, 

and observed that organizations involved in the sale of services tended to be more 

pragmatic while organizations that were engaged in the application of laws and rules 

were more normative. 
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It should also be noted that Hofstede wrote extensively on what he projected to be the 

links between his national/societal cultural dimensions and management practices within 

organizations in various countries.  Since many of these so-called “management 

practices” are often used by researchers as indicators of elements of organizational 

culture, the following chart highlighting the “consequences for the workplace of 

differences in national cultures” is of interest in this entire discussion: 

 
Small Power Distance Societies 

Hierarchy means an inequality of roles, established 

for convenience; subordinates expect to be 

consulted; ideal boss is resourceful democrat 

Large Power Distance Societies 

Hierarchy means an existential inequality; 

subordinates expect to be told what to do; ideal boss 

is benevolent autocrat (good father) 

Collectivist Societies 

Value standards differ for in-group and out-groups: 

particularism; other people seen as members of their 

groups; relationship prevails over task; moral model 

of employer-employee relationship 

Individualist Societies 

Same value standards apply to all: universalism; 

other people seen as potential resources; task 

prevails over relationship; calculative model of 

employer-employee relationship 

Feminine Societies 

Assertiveness ridiculed; undersell yourself; stress on 

life quality; intuition 

Masculine Societies 

Assertiveness appreciated; oversell yourself; stress 

on careers; decisiveness 

Weak Uncertainty Avoidance Societies 

Dislike of rules—written and unwritten; less 

formalization and standardization; tolerance of 

deviant persons and ideas 

Strong Uncertainty Avoidance Societies 

Emotional need for rules—written and unwritten; 

more formalization and standardization; intolerance 

of deviant persons and ideas 

Source: G. Hofstede and M. Peterson, “Culture: National Values and Organizational Practices” in N. 

Ashkanasy, C. Wilderom and M. Peterson (Eds.), Handbook of Organizational Culture & Climate 

(Thousand Oaks, CA: Sage Publications, Inc., 2000), 401-415, 407. 

 


