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Abstract: Hofstede created his theory with its dimensions by working with
various private companies. In 2021, the author had the opportunity to do
all this for an organization that trains civil service employees. The central
question of his research was how to integrate Hofstede’s dimensions con-
cerning managerial communication into an environment based on other
cultural and ethical foundations. The quantitative analysis employed a
guestionnaire consisting of closed and open-ended questions. Staff and
students of the Faculty of Law Enforcement, University of Public Service,
responded to the questionnaire. The responses were processed using sta-
tistical tests suitable for confirming or refuting a hypothesis. The new re-
search findings indicate that it is worth considering how the six dimensions
set up by Hofstede could improve law enforcement if incorporated into
leadership awareness during leadership training.

Keywords: leadership theory, Hofstede matrix, cultural environments, eth-
ics and public service, management.

Theoretical Background of the Research

Within the framework of intercultural communication, the theory of cultural di-
mensions is linked to the name of Geert Hofstede. With the help of factor anal-
ysis, Hofstede was able to compare the cultural effects of society with the value
system of the members of society and thus evaluate the obtained results in re-
lation to each other. The research results first ensured the creation of four, and
later a fifth and a sixth dimension.

Hofstede founded IBM Europe’s Personnel and Research Division in 1965 and
led it until 1971. Between 1967 and 1973, he conducted research on national
differences among staff members of large multinational corporations and their
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subsidiaries around the world. More than a hundred thousand people partici-
pated in the surveys. Hofstede assisted them in completing the surveys and an-
alyzed the results. The comparison and attitude surveys initially covered forty,
and were later expanded to fifty different countries and three different regions,
thus creating one of the largest coherent cross-border databases of its age.!

The initial analysis defined four dimensions of national cultures in which cul-
tural values could be systematically classified: power distance (i.e., the strength
of social hierarchy), masculinity and femininity (i.e., task versus person orienta-
tion), uncertainty avoidance, and individualism-collectivism. These dimensions
touched on four different anthropological problem areas that were addressed
differently by various national societies, in particular: how to deal with inequal-
ity, how to deal with insecurity, the individual’s relationship with themselves or
their primary group, and the emotional consequences of task-orientation or
more person-orientation in a working environment.?

Between 1988 and 1991, Michael Harris Bond and colleagues successfully
conducted a renewed experiment among students in twenty-three different
countries using a survey tool developed by Chinese employees and executives.
As a result of the research, Hofstede’s dimensional theory was supplemented
with a fifth dimension, long-term orientation (the relationship of past, present,
and future with the harmony of action), called initially Confucian dynamism.3*

Ten years later, a Bulgarian researcher, Michael Minkov, extended the origi-
nal dimensions created by Hofstede to 93 other countries, using the so-called
“World Values Survey” method. The research protocol refined the original di-
mensions and also successfully explored the differences between national and
individual level data. A new, sixth dimension built around leniency and self-re-
straint was added to the existing five dimensions.’

Hofstede’s theory of dimensions has helped to map intercultural traditions.
It is still being used by researchers and consultants in many areas of international
business and communication (including management, psychology, and sociol-
ogy).

In business life, for example, it is agreed that communication within and out-
side the organization is the key to success and one of the primary conditions for

1 Geert Hofstede, “Dimensionalizing Cultures: The Hofstede Model in Context,” Online
Readings in Psychology and Culture 2, no.1 (2011): 1-26, https://doi.org/10.9707/
2307-0919.1014.

2 Geert Hofstede, Culture's Consequences: International Differences in Work-Related
Values (Beverly Hills: Sage Publications, 1984), 327 pp.

3 Geert Hofstede, Cultures and Organizations: Software of the Mind (London: McGraw-
Hill, 1991), 440 pp.

4 Geert Hofstede and Michael Harris Bond, “The Confucius Connection: From Cultural
Roots to Economic Growth,” Organizational Dynamics 16, no. 4 (Spring 1988): 5-21,
https://doi.org/10.1016/0090-2616(88)90009-5.

5 Michael Minkov, What Makes Us Different and Similar: A New Interpretation of the
World Values Survey and Other Cross-Cultural Data (Sofia, Bulgaria: Klasika y Stil Pub-
lishing House, 2007), 257 pp.
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organizational functioning. Professionals can interact with workers from other
countries within a company as they form a community. Further, they have to
contact representatives of other organizations who may be born into another
society. Hofstede’s model helps with all this by providing insight into other cul-
tures. Communication between different cultures requires knowledge of cultural
differences because what is perfectly acceptable and natural in one society can
be confusing or even offensive in another. Hofstede’s dimensions affect all levels
of communication, including both verbal (words and language itself) and non-
verbal (body language, gestures, clothing, protocol, guidelines, rules, value sys-
tems, ethics) communication, and also cover oral and written communication.

The question, therefore, is how external and internal communication of the
employees of public administration bodies of strict bureaucracy relate to all this.
The interpretation of the values arising from the organizational culture in the
field of law enforcement, as well as the strict centralized legal relationships and
the principle of issuing and receiving instructions, which also determine the
value system and its dimensions of Hungarian citizens from different cultures,
impacts the internal communication of the organization.

Law Enforcement in the Focus of Research

Are the leaders in the strictly centralized police model, which operates based on
command and unconditional obedience and exhibits almost all the leadership
styles, communicate in a way that improves effectiveness, manifests expected
performance, and efficiency in the light of and as a result of the work of employ-
ees?®

In Europe, where the importance of borders is diminishing, the work of the
police is constantly the focus of attention. Above all, the heart of the debate is
the effectiveness of the police and how they can tackle crime, including interna-
tional crime (but it is by no means limited to this issue). In democracies, the
power of the police is limited to the extent it is acceptable to fundamental rights
and freedoms of individuals. The right balance needs to be struck between these
two equally important interests. The means by which that balance can be main-
tained are also important. In the case of police ethics, this is the issue that is at
stake.” Is there a personality distortion, is communication motivating, or does it
break the consciousness so that the work is realized in a conveyor-like way with-
out question?

6 |stvan Kovdcs, “Vezetdi statusz, és kommunikicié a parancsuralmi rendszerben,
kiilonos tekintettel a Renddri Hivatas Etikai Kodexére, valamint a vezetési stilusokra a
Lasswell modell alapjan [Leadership Status and Communication in the Command-and-
Control System, with Particular Regard to the Code of Ethics of the Police Profession
and Leadership Styles Based on the Lasswell Model],” Magyar Rendészet [Hungarian
Police] 18, no. 5 (2018): 177-195, https://doi.org/10.32577/mr.2018.5.10.

7 Valcsicsak Imre, Rendészeti (szakmai) etika [Law Enforcement (Professional) Ethics]
(Budapest: Nemzeti Kozszolgalati Egyetem, 2013), 182pp.
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Does the autocratic leader tend to dominate the conversation, emphasize his
own opinion, and interrupt his partners? Does the democratic leader allow the
staff to express their own views and will in the course of communication? Is the
laissez-faire leader equal in communicating with the other group members?

Hofstede’s power distance matrix can provide an answer to all of these ques-
tions, as we can determine the extent to which members of an organization ac-
cept that power is unequally distributed. This is especially true during the issu-
ance of the order and the measures taken against the citizens.

In terms of individualism versus collectivism, the extent to which people are
able to integrate into groups can be assessed. Is the individual able to assert
himself in a strict bureaucratic system where his self-interest must be pushed
into the background against the organization’s goals? Can you work in a team,
or will you be more successful on your own?

With the help of the study of avoiding uncertainty, it is also possible to assess
whether the codes of ethics characteristic of bureaucratic organizations are in-
deed guidelines and beliefs among those working in the organization. Can they
identify with it or, on the contrary, do they rely on absolute truth?

Regarding masculinity versus femininity, one examines whether enforcement
and performance orientation (masculine qualities in Hofstede’s model) or coop-
eration and care (feminine qualities in Hofstede’s model) dominate in the law
enforcement organization.

The examination of long- versus short-term orientation focuses on the rela-
tionship between responding to current and future challenges and the reflec-
tions of the past. For example, do law enforcement leaders prioritize their or-
ganization’s traditions or the accelerated globalization? Is adaptation for prag-
matic problem-solving necessary, or is there no need to improve the organiza-
tion?

In the sixth dimension, leniency and restraint play a role, referring in this re-
spect to the degree of freedom, that is, the restraints imposed on the worker by
the bureaucratic organization, the law enforcement. Think, for example, of re-
stricting fundamental rights.

Organization of the Study

The general aim of the study is to create a data source that gives a realistic pic-
ture of Hofstede’s grouped dimensional theory in law enforcement in view of the
selected sample and enhance the leadership theory of police leaders.

Before elaborating the questions necessary for the survey implementation,
basic historical research was carried out through an analysis of primary and sec-
ondary sources. The survey method forms the backbone of scientific methodol-
ogy. It employs quantitative analysis to satisfy the research needs (i.e., obtaining
as much information as possible). The method is suitable for achieving the ob-
jectives (i.e., allowing to make evidence-based recommendations) and lays down
pillars (i.e., divisions are comparable, trends can be described in a qualitative and
guantitative context). The survey was conducted online.
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The sample consisted exclusively of the students of the Faculty of Law En-
forcement. When selecting the sample, the author placed particular emphasis
on maintaining the rules of research ethics, addressing, among others, publicity
and anonymity issues. During the compilation of the survey, open-ended and
closed-ended questions had to be answered. A total of 22 people completed the
questionnaire, so the survey cannot be considered representative.

After compiling and completing the questionnaires, the responses were com-
piled into a database. Among the statistical tests, the author calculated maxi-
mum, minimum, mean, and standard deviation functions and performed scaling
suitable for estimating correlations.

The author’s hypothesis is that the power distance in the law enforcement
organization is rather large, individualism is more prevalent, uncertainty is
avoided, long-term orientation is stuck in the past, and the constraint is signifi-
cant.

Research Results
Age

One question asked was about the respondent’s age. From the categories listed,
the respondent had to choose which interval within the category included his
age. Only one category could be selected from the list. According to the results,
12 people were in the 18-21 age group and 9 in the 21-31 age group. One person
indicated the category between the ages of 51 and 61, which thus proved to be
an invaluable result, as the professional employment relationship precludes a
person from studying full-time at this age (Figure 1). In Hungary, in the
2019/2020 school year, 1666 thousand children and young people, 86% of the
affected 3-22-year-olds, participated in full-time training in public education and
higher education at various levels, of which 203.6 thousand in higher education.?
Consequently, the age rate of the respondents, which is predominantly the same
as the age of those studying full-time, correlates with the maximum value.

Gender Identity

The respondent had to select the category that currently characterized their gen-
der (Regardless of sex, they were classified at birth). Only one category could be
selected from the list. Among the respondents were 17 men and five women.
Due to the creation of equal opportunities, the transgender category was also
set up; however, there was no such gender identity among the respondents.
Comparing the data with the survey of the Central Statistical Office, it can be

8 “Kdzponti Statisztikai Hivatal Oktatdsi adatok, 2019/2020 [Education Data,
2019/2020],” Kozponti Statisztikai Hivatal (KSH) [Central Statistics Office], last modi-
fied August 10, 2021, https://www.ksh.hu/docs/hun/xftp/idoszaki/oktat/oktatas19
20/index.html.
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B Between the ages of 18 and 21 = Between the ages of 21 and 31
Between the ages of 31 and 41 B Between the ages of 41 and 51

Between the ages of 51 and 61 = Over 61 years of age

Figure 1: Age of the Respondents.

stated that due to the gender composition of the relevant age group, the number
of men exceeds the number of women of almost all ages, with the exception of
the 19-23 age group.? In the research, the number of men is much higher than
women, so the number of women represented the minimum value.

Specialization

Respondents were asked about the area of their specialization. They had to se-
lect one category for the field of their current studies. No one among the re-
spondents took the undergraduate civil national security or the criminal admin-
istration course. Two respondents were taking the basic course of law enforce-
ment administration, ten — the basic training course in law enforcement, four —
the basic training course in crime, and six — the basic course in disaster manage-
ment (Figure 2). In 2019/20, 4420 people applied to study in the Faculty of Law
Enforcement, of which 1567 persons enlisted in their first choice. As a result of
the admission process, only 701 people started their studies.'® The maximum
value in this respect (in 2021) was formed by the graduates of the Bachelor’s
degree program in law enforcement.

9 “Kézponti Statisztikai Hivatal Oktatasi adatok, 2019/2020.”

10 Kovécs Gabor, “A Nemzeti Koézszolgélati Egyetem Rendészettudomanyi Kar alapki-
képzés intenziv szakaszanak teljesitésével kapcsolatos hallgatdi véleményének 6ssze-
gz6 vizsgalata 2012-2019 k6zott [Summary of the Students’ Opinion on the Comple-
tion of the Intensive Phase of the Basic Training of the University of Public Service
Faculty of Law Enforcement between 2012 and 2019],” Magyar Rendészet 20, no. 3.
(2020): 163-178, https://doi.org/10.32577/mr.2020.3.10.
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Civil National Security Basic Course 0

Basic course in disaster management [ R 6
Bachelor's degree in law enforcement _ 10

Basic Law Enforcement Administration - 2

Bachelor's degree in criminal justice _ 4

Basic course in criminal administration 0

Figure 2: Field of Specialization of the Respondents.

Professionalism

We wanted to know whether the respondent saw law enforcement as a profes-
sion or simply as a job. Twenty respondents consider law enforcement to be a
profession, while two interpreted it simply as an opportunity for employment.

Leadership Styles

The question posed concerns leadership styles. The respondent had to choose
the category that s/he thought was best suited to lead the police force. Only one
category could be selected from the list. According to the respondents, nine peo-
ple consider the autocratic leadership style and 13 — the democratic leadership
style as most suitable for leading the law enforcement organization. No one se-
lected “laissez-faire” as the most suitable leadership style.

Hofstede Power Matrix and Dimensions

We wanted to elicit the views of the respondents on power distances and differ-
ent dimensions prevailing in their current place of employment. The respondent
had to rate each statement on a scale of 1-5 in terms of agreement and/or disa-
greement. The highest concurrence with a statement was rated by 5, and the
non-consensual statements by 1.

Twelve respondents agreed—fully or partially—with the statement, “The
higher a person is in the hierarchy, the more unattainable (isolated from feed-
back) he is.” Yet, eight respondents were unsure whether or not they agreed
with this statement (Figure 3). A high number of respondents (7) were uncertain
about the statement, “Due to his position as a middle manager, he is obliged to
cooperate with subordinates and senior management, so he is direct and hu-
mane in both directions.” The same number (7) categorically agreed with it. The
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Figure 7: Hofstede Power Matrix and Dimensions.

author’s third statement states, “Lower management is the liaison between sen-
ior management and employees that results in directness.” The highest number
of respondents (8) were unsure how to assess it. Six people fully agreed with the
statement, and seven rather agreed. My fourth statement was, “Top executives
don’t deal with human support, only lower executives.” Seven respondents were
unsure, and another seven rather disagreed with the statement. Two people
completely refuted the author’s claim. Three respondents agreed fully, and three
— partially. My last statement was, “Due to the power distance resulting from the
organizational position, the organizational system becomes task-oriented and
office-type.” The highest number of respondents (15) agreed with this statement
— 10 fully and five partially. Disagreeing and uncertain were, respectively, five
and two of the respondents.

Interpretation of Results and Conclusions

Based on respondents’ views on the author’s three statements related to power
distance, it was found that the distances of power in the law enforcement or-
ganization differ with respect to the leaders at different levels. Respondents be-
lieve that senior executives at the top of the hierarchy are more out of direct
reach by personnel. This can be interpreted as a high power distance index, thus
reflecting the magnitude of inequality vis-a-vis other members of management.
All this presupposes one-sidedness in the issuance of guidance, where the flow
of information is one-directional — from the top manager to staff. It should be
noted that the number of uncertain respondents showed a relatively high value
for this question, but overall, more than half of the respondents answered this
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question “more or less.” No one disagreed with the statement (rather yes 31.8%;
yes 22.7%; “more or less” 36.4%).

Respondents assessed the position of middle managers as a transmission,
i.e., a link between senior management and the staff. Its role mediates direct-
ness and humanity, thus evaluating the degree of inequality in terms of power
distance as small. Although the number of uncertain voters was outstanding
here as well, more than half of the respondents agreed partially or fully that the
mid-level leader had a cooperative and inequality-sharing role (rather yes 27.3%;
ves 31.8%; “more or less” 31.8%). The hypothesis that leadership at the lower
levels would be the main pillar of communication and thus the power distance
index would be lowest, therefore higher equality among organizational mem-
bers, was not categorically supported.

Managers at lower levels are in direct contact with staff on a day-to-day basis,
which should thus result in directness. Most respondents were uncertain, yet
more than half of all respondents agreed partially or fully with the respective
statement (yes — 27.3%; rather yes — 31.8%).

Regarding power distance, it has been established that the one-way chain of
issuing instructions, based on the bureaucratic nature of the law enforcement
body, i.e., on the principle of hierarchy and centralized, one-person leadership,
has become entrenched over the years (“agree” and “rather agree” combined —
54.5%; 59.1%, 63.6%). Nevertheless, the number of uncertain respondents is a
good reflection of the fact that some change has started: neither are the results
definitive nor could power distances change depending on the hierarchy. This
does not obviously mean that staff is not obliged to carry out orders (unless they
areillegal) or that it may give an order to a superior. It reflects the fact that man-
agers are also accessible. This is an indication of equality rather than inequality.
Commanding care is as important an element of leadership as it is of managing
the organization itself. This is a new approach, i.e., in addition to one-person
leadership, it can also make the leadership trend an integral part of the law en-
forcement agency. The issuance of instructions can be carried out in one direc-
tion, but it can also take the form of executive guidance and support, in which
the staff plays an integral part. Long-term orientation is just as important in this
issue, as the beginning of change shows the need for keeping the traditions and
development, which presupposes pragmatic problem solving (joint performance
of tasks by managers and staff) and adaptation.

On the issue of masculinity and femininity, Hofstede associated masculine
traits with performance, success, competition, and perseverance, while feminine
traits were associated with tenderness, solidarity, support, and human relation-
ships. The study found that senior executives cannot be categorically considered
to be endowed with masculine traits, just as executives at lower levels are not.
The number of unsure respondents was the same as those who disagreed, par-
tially or fully, with my statement that, in addition to senior management, only
lower managers deal with human issues. All this proves that, regardless of their
position in the hierarchy, the top and the lower command, whatever the power
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distance and inequality, have feminine qualities in support and human relations
(rather not —31.8%; not — 9.1%; “more or less” —31.8%). Commanding care as
one of the tasks of a leader cannot be considered a masculine trait in Hofstede’s
theory of dimensions. However, the culture of law enforcement organizations is
“leaving no one behind and by himself” in the name of team spirit and solidarity.
However, this appears not only at lower management levels but also at the top
management level, which can be interpreted as another trend in the emergence
of the managerial approach.

On the other hand, respondents clarified that the hierarchy of law enforce-
ment, which corresponds to competition, success, and performance, is the offi-
cial and task-oriented relationship between direct position and power in the hi-
erarchy and leadership and performance orientation. All this prevails over soli-
darity, cooperation, and care.

Almost all respondents have a sense of professionalism, which could be in-
terpreted categorically given the substantial number of affirmative respondents
(90.9% yes vs. 9.1% no). All this reflects that law enforcement work should be
interpreted by respondents not only as a job but as a straightforward profession.
As a result, respondents are likely to accept all restrictions, such as freedom of
movement, expression, assembly, association, and so on. These are restrictions
on their constitutional and fundamental human rights, as the Professional Ser-
vice Act requires. All this symbolizes the limitation of Hofstede’s sixth dimension.
In this regard, the organization does not tolerate any leniency; it rejects it. (Alt-
hough specificity is given by law, it is up to the individual to decide whether to
enforce this condition voluntarily.!!) Of course, all this is supplemented by rec-
ommendations in the code of ethics. The results move towards collectivism since
by accepting these limitations, the individual can put the service’s interests
ahead of his or her individual interests. The ability to work in a team is not a
result of teamwork but a necessary component for achieving the purpose and
fulfilling the mission of law enforcement agencies as defined by law.

In terms of leadership styles, long- and short-term orientation and collectiv-
ism were the most measurable. Slightly more than half of the respondents
thought that a democratic leadership style was the most appropriate way to lead
a law enforcement agency, while slightly less than half voted for autocratic lead-
ership. The laissez-faire leadership style did not receive a vote (Democratic
59.1% vs. Autocratic 40.9%). This is important when it comes to long-term strat-
egy because it requires a general shift from the hierarchical system of centralized
leadership and giving and receiving instructions. Respondents believe that the
leadership of the organization and its goals can build on collectivism and in line
with the hallmarks of a democratic leadership style, rather than being compati-
ble with the authoritarian style endowed by bureaucratic traits. The authoritar-
ian leader does not let decisions slip out of his hands. The democrat believes in

11 Act XLIl of 2015 on the Employment Status of the Professional Staff of Bodies Perform-
ing Law Enforcement Tasks, Hszt., last modified July 26, 2021, https://net.jogtar.hu/
jogszabaly?docid=a1500042.tv.
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teamwork and collective decision-making, which is realized via external and in-
ternal cooperation. Thus, managerial communication ranges from one-sidedness
to two-sidedness, i.e., the staff is given more space in terms of feedback or in-
structions’ execution. In addition to individual interests, the group’s interests are
also considered.

In light of the research results, the author was able to substantiate his hy-
pothesis only partially. He could only partially prove that the power distance in
the law enforcement organization is high. In fact, it is getting smaller. Individual-
ism is being replaced by collectivism, which can also be seen in leadership styles.
Constraints remain significant, and uncertainty avoidance is high.

Recommendations

Hofstede carried out his research and the creation of its dimensions at various
companies in the private sector. Law enforcement, with its particular character-
istics, cannot be uniformly compared to elements of the private sector without
consideration of its unique features. At the same time, there is nothing to pre-
vent us from mapping the existence or absence of these dimensions within law
enforcement or even proving the emergence of new dimensions, which thus es-
tablish a new paradigm within law enforcement opposed to competition. Nor is
there any prohibition on using good practices from the private sector, thus en-
couraging the attainment of the objectives set out in the cardinal laws (for ex-
ample, the Basic Law or the Police Act.)

Neither the private sector nor law enforcement can avoid the effects of glob-
alization and transformation. New procedures, new methods, and new good
practices can enhance the functioning of law enforcement, guarantee the
achievement of goals and ensure that individuals feel safe. This requires specific
procedures that maximize strengths and opportunities, eliminate threats, and
remedy weaknesses. One of the subjects and central elements of this may be the
development of a managerial attitude, which in the sense of communicating
these partial results of the research leads to a new world, a perspective that
seemed unthinkable for law enforcement a hundred years ago.

Given the new research findings, it is worth considering the extent to which
the six dimensions set up by Hofstede could improve law enforcement if incor-
porated into leadership awareness during leadership training. What would hap-
pen if collectivism could play a role in addition to success orientation, which is
not just about making a profit but rather about satisfying a social goal? Why not
invite an executive driven not by his personal goals and interests but by the cre-
ation of a collective value — security? Why not give up selfishness to meet the
social need for creating security?

This is not a question of one-person, centralized leadership, of hierarchy as a
specific feature of law enforcement, but of the emergence of a new trend to
guarantee the application of humane and collectivist leadership styles into the
system. The research results confirm that we have set off in a direction that pre-

71



Istvan Kovacs, Connections QJ 21, no. 1 (2022): 61-72

destines the significance of the ideas discussed here and their practical imple-
mentation. To sustain and further develop all this, it is necessary not to deviate
from the path because it leads us in the right direction, ensuring social purpose—
the maintenance of public security and the protection of public order—and re-
spect for collective values.
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