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ABSTRACT 
 

Prior studies primarily in Anglo-American and Asian cultural settings have found 

that budgetary participation interact with reliance on accounting performance measures 

and task situation to affect managerial attitudes.  Researchers have questioned if such 

findings can also be found in different cultural environments. As France has a high power 

distance and high individualism culture which is different from those of both the Anglo-

American and Asian nations, this study investigates if such cultural differences may 

affect the findings of prior studies.  Based on a sample of 44 French managers, the results 

indicate a similar significant three-way interaction effect. However, they also indicate 

that French managers have low levels of budgetary participation. Participation also has an 

insignificant effect on managers’ job satisfaction in high task difficulty situations. These 

results are contrary to those of prior studies in Anglo-American and Asian cultural 

settings and may have important implications for the study of cultural effects on 

management control systems. 

 
 
 
Keywords:  Culture, participation, task situation, job satisfaction. 
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INTRODUCTION 
 

Prior studies suggest that employee participation in organizational affairs may 

have important effects on managers’ attitudes including their job satisfaction.  The study 

of  managerial participation is important and is related to the recent management 

accounting interest in performance measurement systems such as the Balanced Scorecard 

(Kaplan 1996). The use of financial or nonfinancial measures is related to the study of 

supervisory evaluative style which was the focus of some prior studies (Hartmann & 

Moers 1999; Otley & Fakiolas 2000).  Prior studies have theorized that the effects of 

performance evaluative style (whether based on financial or nonfinancial) on managers' 

behavior and attitudes are likely to be conditional upon (1) the extent of participation 

accorded to the managers, and (2) the level of task difficulty faced by the managers 

(Brownell & Hirst 1986). A significant three-way interaction among the extent budgetary 

participation, reliance on financial performance measures and task difficulty affecting 

managers’ attitudes was found by a number of studies including Brownell and Dunk 

(1991) in Australia, Lau et al. (1995) in Singapore and  Lau and Buckland (2000) in 

Norway.   

 

This study extends this important research area by examining if the theory 

pertaining to the interaction among the three independent variables, which include 

budgetary participation, is affected by the cultural environment in France. Most prior 

studies in this research area were undertaken in Anglo-American and Asian nations.  No 

study in this research area has been undertaken in France. 
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The focus of this study is on the effects of national culture on the extent as well as 

the effects of budgetary participation on managers’ attitudes in France. National culture 

may significantly influence the extent of managerial participation and its role in affecting 

French managers’ job satisfaction. The results of our study on these issues may be 

important in ascertaining if prior results from studies undertaken in other cultural settings 

could be generalized to France and countries with similar French culture. Prior studies 

have suggested and found significant relationships between national culture and 

budgetary participation (Harrison 1992; Lau et al. 1995).  Specifically, the extent and role 

of budgetary participation are related to the two cultural dimensions of power distance 

and individualism.  Nations in the Anglo-American cultural group have low power 

distance and high individualism (Hofstede 1980, 1984).  Countries in the Asian cultural 

group have high power distance and low individualism. In contrast to both of these two 

cultural groups, France has high power distance and high individualism. Hence, the level 

and the role of participation in influencing managers’ attitudes in France are likely to 

differ from those of other cultural groups.  Yet to date, no studies have been done in 

France to ascertain if such expectations can indeed be supported. Since the French 

cultural group constitutes the third quadrant of the four possible power distance-

individualism groups, a significant finding in this study will not only provide empirical 

evidence on the how management control system functions in one of the most developed 

nations, but will also assist to solidify the evidence found in other cultural groups.  The 

results may strengthen and build on the conceptual cultural framework developed by 

Hofstede (1980, 1984) and Harrison (1992). 
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The next section provides the theoretical basis for the hypotheses examined in this 

study.  The sections for method, measurement instruments and results follow this.  

Finally, the conclusions and limitations of the study are presented. 

 

HYPOTHESES DEVELOPMENT 

Prior studies suggest that budgetary participation is likely to interact with 

superiors’ evaluative styles (reliance on financial performance measures), and task 

difficulty to affect managers’ job-related attitudes (Hopwood 1972; Otley 1978; Brownell 

1982; Brownell & Hirst 1986; Brownell & Dunk 1991).  Hopwood (1972) found that the 

extent of reliance on financial performance measures by top management to evaluate 

their managers’ performance may have a significant effect on manager’s behavior and 

attitudes such as manipulation of accounts and job-related tension. Subsequent studies 

have theorized that the extent of such dysfunctional behavior and dissatisfaction may be 

moderated by the extent of budgetary participation (Brownell 1982). Low participation 

may deprive employees the opportunities to influence the levels of their budget targets to 

ensure that they are reasonable and attainable. Reasonable and attainable budget targets 

are crucial because their performance evaluations and their rewards are intimately linked 

to these budget targets. Hence, low budgetary participation may be a source of tension 

and dissatisfaction. In contrast, their job satisfaction is likely to be high if they are 

allowed high participation. This suggests that job satisfaction may be influenced by a 

two-way interaction between budgetary participation and the extent of reliance on 

financial measures. 
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Managerial job satisfaction may also be influenced by the level of task difficulty 

(Brownell & Dunk 1991).  Financial performance measures, such as budgeted financial 

targets, are relatively narrow and restrictive measures (Hirst 1983; Kaplan 1983; Kaplan 

& Norton 1996).  Hence, they may not be able to capture adequately the managers’ 

performance, particularly in high difficulty situations. Consequently, performance 

evaluations, which rely heavily on such financial performance measures, may be 

appropriate only in low task difficulty situations. In contrast, in high task difficulty 

situations, a reliance on nonfinancial measures may be more acceptable to managers. 

 

A number of studies have therefore theorized that budgetary participation may be 

associated with favorable attitudinal outcomes in low task difficulty situation under 

condition of low reliance on financial performance measures (Brownell, 1982; Brownell 

& Hirst 1986; Brownell & Dunk 1991). In contrast, when task difficulty is high, the 

crucial variable to the managers is likely to be the extent of they are allowed to 

participate in organizational decision making including budgetary participation regardless 

of the level of reliance on financial measures.  This is because high participation enables 

them to exchange and obtain information from their superiors. This exchange of 

information facilitates task completion which may otherwise be not possible because of 

the difficulties associated with these tasks. Brownell and Hirst (1986, 242) noted that 

“participation may provide the opportunity for managers to gain access to resources 

which can be used to buffer task performance from the unanticipated effects of others, 

and to introduce new and better means of addressing tasks which, if highly uncertain, will 

have the characteristics that change over time.” Hence, managers are likely to be more 
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satisfied with high participation than with low participation when they are faced with 

high task difficulty. This suggests the existence of a significant three-way interaction 

among reliance on financial performance measures, participation and task difficulty 

affecting managers’ job satisfaction.  Accordingly, we propose: 

H1 There is a significant three-way interaction between reliance on financial 

performance measures, budgetary participation and task difficulty affecting 

managers’ job satisfaction. 

 

The impact of national culture on participation 

Brownell (1982) suggested and found that budgetary participation interacted with 

reliance on financial measures to affect employee attitudes.  These results were generally 

supported by a number of subsequent studies undertaken in Australia (Brownell & Dunk 

1991), Singapore (Lau et al. 1995) and Norway (Lau & Buckland 2000). However, these 

results may not be generalizable to France because of cultural differences 

 

The cultural subdimensions of power distance and individualism may affect 

employee reactions to participation (Harrison 1992, 1993; Lau et al. 1995; Lau & 

Buckland 2000). High power distance is likely to affects employee reactions to 

participation unfavorably because in unequal societies, power is not shared between the 

superiors and the subordinates.  In contract, in low power distance societies, power is 

shared between the superiors and the subordinates because such societies value equality.  
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With individualism, low individualism is likely to result in favorable employee 

reactions to high participation because individuals, including the superiors (bosses) are 

not regarded as more important than the subordinates. Hence, decision making is shared 

among all members of society. In contrast, high individualistic societies are likely to 

favor low participation.  In such societies, the superiors (bosses) are regarded as 

important individuals and hence they are entitled to make decisions on their own since 

they are managing the organizations. Their views (decisions) are valued as they are 

important individuals in the society. Table 1 presents a summarized account of the effects 

of power distance and individualism on employee reactions to high participation. 

_________________________ 

Insert Table 1 here 

_________________________ 

 

Based on the cultural scores found by Hofstede (1980, 1984), Singapore has a 

high power distance (74) and low individualism (20) culture. Following the arguments of 

Harrison (1992) and Lau et al. (1995), employee reactions are expected to be neutral 

towards high participation because the negative effect of high power distance on 

managers’ reactions to participation is neutralised by the positive effect of low 

individualism on participation. Hence Singaporean managers are likely to have a neutral 

reaction to participation. With Australia, power distance is low (36) and individualism is 

high (90) (Hofstede 1980, 1984).  Employee reaction is expected to be neutral for high 

participation (similar to Singapore) because Australia has one cultural characteristic (high 

individualism) which promote negative reaction to participation and one characteristic 
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(low power distance) which engenders positive responses to participation.  Hence, the 

balancing effects of these opposing forces are likely to foster a neutral reaction to 

participation. 

 

In contract, France has relatively high power distance (68) and high individualism 

(71) (Hofstede, 1984). Hence, their reaction to high participation is likely to be 

unfavorable because both high power distance and high individualism engender negative 

reactions to high participation. This suggests that the high power distance and the high 

individualism embedded in the French culture are likely to affect the extent of budgetary 

participation privileges accorded managers in France. Additionally, since French 

managers are likely to react negatively to participation, the extent of budgetary 

participation privileges accorded to them is likely to influence the nature of the three-way 

interaction as hypothesized in H1 above. Hence we propose:  

H2  Relative to other nations in other cultural settings (Australia, Norway and 

Singapore), the level of budgetary participation among French managers is 

low. 

H3  As the French culture does not favor high budgetary participation, the nature 

of the three-way interaction in France (as hypothesized in H1) is different 

from those found in other cultural settings (Australia and Singapore). 

 

 

METHOD 
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A questionnaire was administered to a sample of managers in France. The sample 

were selected from a list of managers who have completed an executive programs in a 

French university located in Paris. A questionnaire together with a covering letter 

explaining the objectives, purpose and importance of the study and a self-addressed 

prepaid envelope were mailed to the participants. All respondents were assured 

confidentiality of their responses.  

 

Fifty three responses were returned. Out of these, 44 completed the questionnaire 

fully. Nine had left some parts of the questionnaire unanswered. Only those 

questionnaires that were completed fully were used for statistical analyses.  

Consequently, this study had 44 useable responses. The remaining ones were excluded 

from the study.  

 

Non response bias tests were undertaken in accordance with those suggested by 

Oppenheim (2001).  The sample was divided into two halves and t-tests were undertaken 

on the scores of all the independent and dependent variables. No non response bias was 

detected as no significant differences were found in the mean scores of the variables of 

early and late respondents. 

 

MEASUREMENT INSTRUMENTS 

Reliance on Financial Performance Measures  Reliance on financial performance 

measures was measured using the instrument developed by Hopwood (1972). The score 

of the item, “My ability to meet budgeted targets in the short run” was used to derive an 



 11

overall score for reliance on financial performance measures. This approach is consistent 

with those used by several prior studies including Brownell and Dunk (1991), Lau et al. 

(1995) and Lau and Buckland (2000).   

 

Budgetary Participation  Milani (1975) defined participation as the extent of influence 

and involvement that a subordinate has on final budget targets. This independent variable 

was measured using a six-item instrument developed by Milani (1975). This instrument 

had been tested and used extensively in prior studies and had shown high internal 

consistency (e.g., Brownell 1982; Brownell & Dunk 1991; Lau & Tan 1998).  A factor 

analysis indicates that the six items are unidimensional as they all loaded satisfactorily 

(between 0.79 and 0.95) on a single factor (eigenvalue = 4.7; variance explained = 78%). 

 

Task Difficulty  Task difficulty refers to the subordinates’ belief of the completeness of 

the cause-effect knowledge of the task to be done. This variable was measured using the 

five-item instrument developed by Daft and Macintosh (1981). Withey et al. (1983) 

found the Daft and Macintosh (1981) scale as one of the best scales to use in research 

because of its ability to measure the same construct as other instruments (from separate 

studies of work-unit technology) and in terms of (its) relative convergent and 

discriminant validity compared with other similar instruments.   A factor analysis 

indicates that the five items are unidimensional as they all loaded satisfactorily (between 

0.62 and 0.87) on a single factor (eigenvalue = 2.8; variance explained = 56%). 
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Job Satisfaction  In this study, the Minnesota Satisfaction Questionnaire (MSQ) 

developed by Weiss et al. (1967) was used to measure job satisfaction. This instrument 

comprises 21 items.  One of the items measures overall job satisfaction. Each of the 

remaining 20 items corresponded to the 20 subdimensions of the longer version which 

consists of 100 items. Dunham et al. (1977) found this instrument to be better than the 

Job Descriptive Index (JDI) when testing for discriminant validity.  In this present study, 

both (1) the sum of the scores of the 20 subdimensions and (2) the score of the item on 

overall job satisfaction, were used to measure job satisfaction. Table 2 presents the 

descriptive statistics of the variables included in this study. 

_________________________ 

Insert Table 2 here 

_________________________ 

 

RESULTS 

Hypothesis H1 

Hypothesis H1 states that there is a significant three-way interaction between 

reliance on financial performance measures, budgetary participation and task difficulty 

affecting job satisfaction. The following hierarchical regression model was used to test 

the hypothesis: 

Yi = b0 + b1Ri + b2Pi + b3Ti + b4RiPi + b5RiTi + b6PiTi + b7RiPiTi + ei 

where Yi  = job satisfaction, Ri  = reliance on financial performance measures, Pi  = 

budgetary participation, Ti  = task difficulty,  ei = error term. The model includes two-
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way (b4, b5 and b6) and three-way (b7) interaction effects of the independent variables. 

The coefficient of interest is b7. 

 

Job satisfaction was regressed on reliance on financial performance measures, 

budgetary participation and task difficulty. The results in Table 3 indicate that coefficient 

b7 of the three-way interaction term is significant (est = 0.07; p<0.034). The adjusted R2 

is relatively high at 0.414 and the F-value is 5.32 (p<0.001).  These results support the 

existence of a significant three-way interaction between reliance on financial 

performance measures, budgetary participation and task difficulty affecting job 

satisfaction. Similar results were obtained when the analysis was based on the single 

overall item measure of job satisfaction (see Table 4). Hypothesis H1 is therefore 

supported. 

_________________________ 

Insert Tables 3 and 4 here 

_________________________ 

  

Hypotheses H2  

Hypothesis H2 states that the level of budgetary participation among French managers is 

low. Table 5 presents the results of the present study and those of some prior studies 

which had used the same Milani’s (1975) instrument as our study. These results indicate 

that the mean score of 26.6 for France is lower than those found in prior studies for 

Australian and Singaporean managers.  Hypothesis H2 is therefore supported. 

_________________________ 
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Insert Table 5 here 

_________________________ 

 

Hypotheses H3 

Hypothesis H3 states that as the French culture does not promote high budgetary 

participation, the nature of the three-way interaction (as hypothesized in H1) is different 

from those found in other cultural settings (Australia and Singapore).  In order to 

ascertain the nature of the significant results for coefficient b7 in Table 3, additional 

analyses are needed.  Table 6 presents the results of the two-way interactions between 

participation and reliance on financial measures (P x R), reliance on accounting measures 

and task difficulty (R x T), and participation and task difficulty (P x T). The results 

indicate that only the two-way interaction between participation and task difficulty is 

significant (p<0.056).  

 

Figure 1 presents the result of this significant two-way interaction between 

budgetary participation and task difficulty. It indicates that for the high task difficulty 

situation, the mean job satisfaction score for the high participation group (75) is very 

close to that for the low participation group (72.5).  

_________________________ 

Insert Figure 1 here 

_________________________ 

Table 7 present the results of the regression of job satisfaction on budgetary 

participation for the high task difficulty situation. These results shows that participation is 
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not significantly related to job satisfaction (est = 0.21, p<0.325).  They are therefore 

consistent with the expectation that in high power distance and high individualism culture 

like France, participation may not be as important to the managers as in other cultures 

(e.g., Anglo-American and Asian cultures).  Hence, hypothesis H3 is supported for the 

high task difficulty situation. 

 

CONCLUSION 

This study investigates the effects of budgetary participation, reliance on financial 

measures and task situation on managers’ job satisfaction in France. While prior studies 

have found a significant three-way interaction among these three independent variables in 

the Anglo-American culture (Brownell & Dunk, 1991), the Asian culture (Lau et al. 

1995) and the Scandinavian culture (Lau & Buckland, 2000), it remains unclear if such 

finding can be replicated in other cultures. More importantly, even if such an interaction 

relationship does exist, it is unclear how countries such as France which has a high power 

distance and high individualism culture will affect the nature and effects of such three-

way interaction. 

 

 Prior studies have theorized and found participation to be significantly related to 

managerial attitudes when managers are operating in high task uncertainty situations 

(Brownell & Dunk 1991, Lau et al. 1995). French culture is different from the Anglo-

American culture and the Asian cultures in several important aspects. Anglo-American 

culture is low power distance and high individualism.  Asian culture is high power 

distance and low individualism.  These cultural characteristics have a neutralising effect 



 16

on managerial reactions to participation. In other words, managers in the Anglo-

American and Asian culture are not in favor of nor oppose to participation.  In contrast, 

French culture is high power distance and high individualism.  These culture 

characteristics are expected to engender negative reactions towards high participation 

among French managers. 

 

There are some similarities but also important differences between our results and 

those of prior studies in Australia and Singapore. As in Australia and Singapore, the 

results support the existence of a statistically significant three-way interaction effect 

among budgetary participation, reliance on financial performance measures and task 

difficulty affecting job satisfaction. However, unlike in Australia and Singapore, the level 

of budgetary participation is lower in France than those found in Singapore and Australia. 

High participation also has no significant effect on managers’ job satisfaction in high task 

difficulty situation. These results are not consistent with the findings in Singapore and 

Australia where high participation is significantly related to managers’ attitudes in high 

task difficulty situation (Brownell and Dunk, 1991; Lau et al., 1995). Hence, differences 

between the French culture and the other cultures have produced results which are 

different both in terms of the level of budgetary participation as well as the effects of 

participation on managers’ job satisfaction in high task difficulty situations.   

 

These results suggest that national culture can affect both the extent of budgetary 

participation as well as its effects on managers’ attitudes. Hence, caution need to be 

exercised in determining the extent to which managerial control systems can be 
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generalized across cultures. In particular, the effects of power distance and individualism 

on managerial reactions to budgetary participation have been found in several studies 

including this present one.  As the budgeting process including budgetary participation is 

ubiquitous in organizational settings, these issues may have widespread practical 

consequences. The diffusion of budgetary participation across organizations in different 

cultural settings should be carefully evaluated with consideration that the extent of 

managers participation in the budgeting process may have unintended consequences 

arising from the prevailing culture in which the organizations are located. 

 

Our study may have important implications. First, it provides evidence that 

caution may be needed in the use of budgetary participation.  Whilst it is probable that 

employee participation in organizational decision making may be beneficial, there is 

inadequate evidence to suggest that such measures could be used in non-discriminatory 

manners across all situations and all cultures. Second, this study also provides additional 

evidence to support the theory and the conceptual framework relating national culture to 

employee participation. The results in several studies across different cultural settings 

may help to solidify the theoretical framework in this research area. From a practical 

perspective, such evidence will assist system design and implementation in this important 

management control area.   

 

A number of limitations exist.  First, as the sample of this study was relatively 

small, the results of this study may not be generalized to French organizations in general. 

Second, organizational culture was not systematically controlled for or examined.  Third, 
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this study also did not control for environmental conditions. There are also limitations 

associated with the questionnaire survey methodology. Nevertheless, despite these 

limitations, this study provides important evidence to the important research area on the 

effects of national culture on management control systems. Many opportunities still exist 

for additional research which will ultimately lead to a robust theory in this important 

research area. 
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Table 1 
Effects of Power Distance and Individualism on Employee Reactions to Participation and 

Use of Financial Measures  
 

 
 

Nations 

 
Cultures 
(scores) 

 
Reactions to high 

participation 

 
 

Hypotheses 
 
 

Singapore 

 
High PD (74) 

 
Unfavorable 

 
Neutreal reactions to  

high participation   
Low IND (20) 

 
Favorable 

 
 

Australia 

 
Low PD (36) 

 
Favorable 

 
Neutral reactions to  
high participation  

High IND(90) 
 

Unfavorable 
 
 

France 

 
High PD (68) 

 
Unfavorable 

 
Unfavorable reactions to 

high participation  
High IND (71) 

 
Unfavorable 
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Table 2 

Descriptive statistics 
 
   

 
Std 

 
Theoretical 

range 

 
Actual 
range 

Variables Mean dev Min Max Min Max 

Reliance on financial measures 5.43 1.5 1 7 1 7 

Budgetary participation 26.6 10.2 6 42 6 42 

Task difficulty 15.43 4.01 5 25 6 24 

Job satisfaction (overall) 3.57 0.79 1 5 1 5 

Job satisfaction 67.95 12.38 20 100 35 91 
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Table 3 
Results of Regression of Job Satisfaction on Reliance on Financial Measures, 

Budgetary Participation and Task Difficulty  
(Based on a 20-item measure of job satisfaction) 

 
   

Equation 1 
Variable Coeff Est t-value p 

     
Constant b0 -145.80 -1.89 0.067 
Reliance on Financial Measures (R) b1 27.38 2.08 0.044 
Budgetary Participation (P) b2 7.93 2.80 0.008 
Task Difficulty (T) b3 12.73 2.41 0.021 
R x P b4 -1.28 -2.30 0.027 
P x T b5 -0.46 -2.56 0.015 
R x T b6 -1.67 -1.88 0.069 
R x P x T b7 0.07 2.21 0.034 
     
Adjusted R2   0.414  
F value   5.32  
p <   0.001  
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Table 4 
Results of Regression of Job Satisfaction on Reliance on Financial Measures, 

Budgetary Participation and Task Difficulty  
(Based on a single overall item measure of job satisfaction) 

 
  Equation 1 

Variable Coeff Est t-value p 
     

Constant b0 -16.80 -3.35 0.002 
Reliance on Financial Measures (R) b1 0.67 3.62 0.001 
Budgetary Participation (P) b2 2.82 3.31 0.002 
Task Difficulty (T) b3 1.36 3.96 0.001 
R x P b4 -0.10 -3.00 0.005 
P x T b5 -0.04 -3.71 0.001 
R x T b6 -0.19 -3.37 0.002 
R x P x T b7 0.006 3.21 0.003 
     
Adjusted R2   0.374  
F value   4.85  
p <   0.001  
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Table 5 
Budgetary Participation Mean Scores of France, Singapore, Australia and Norway 

(Based on Milani’s (1975) instrument)  
 

 
Nations 

 
Studies 

 
Participation mean scores 

 
France 

 
Present study 

 
26.6 

   
Australia Brownell & Dunk (1991) 31.2 
 Lau & Tan (1998) 29.6 
   
Singapore Lau et al. (1995) 30.7 

 Lau & Tan (1998) 30.3 
   

Norway Lau & Buckland (2000) 32.6 
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Table 6 
Results of Two-way Interaction Model 

 (Based on 20-item measure of job satisfaction) 
 

  Equation 1 
Variable Coeff Est t-value p 

     
Constant b0 8.18 0.24 0.816 
Reliance on Financial Measures (R) b1 0.62 0.12 0.908 
Budgetary Participation (P) b2 1.88 2.52 0.016 
Task Difficulty (T) b3 2.33 0.93 0.359 
R x P b4 -0.065 0.67 0.507 
P x T b5 -0.072 -1.97 0.056 
R x T b6 0.128 0.34 0.735 
     
Adjusted R2   0.351  
F value   4.88  
p <   0.001  
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Figure 1 

Mean Job Satisfaction Scores of High and Low Task Difficulty Situations 
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Table 7 
Regression of reliance on financial measures and participation on job satisfaction: high 

task difficulty situation  
 

   
Equation 1 

Variable Coeff Est t-value p 
     

Constant b0 57.46 4.80 0.000 
Reliance on Financial Measures (R) b1 2.03 1.12 0.276 
Budgetary Participation (P) b2 0.18 0.89 0.385 
     
Adjusted R2   0.01  
F value   1.05  
p <   0.367  
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