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ABSTRACT

The phenomenon of globalisation has contributedatfyreto the increasing
interest in investigating cross-cultural leadersimpecent years (Avolio, Walumbwa
and Weber, 2009). To date cross-cultural leadersbgearch has mainly involved
comparative studies between countries at managel (e.g. House et al., 2004) and
has focused on potential cultural effects on lestiprstyles. The aim of this cross-
cultural study is to address the gap of neglecéngployees’ views on leadership by
investigating leadership perceptions both from {terspective of managers and
employees in their domestic and host environments.

This study explores leadership perceptions in geeific context of France and
Germany, using a mixed methods approach. Basethpilicit leadership theories and
connectionist theory (Hanges et al., 2006; Lordakt 2001), the similarities and
differences that exist between the structure amdcibntent of cognitive leadership
schemas of French and German managers and emplegeeding their perceptions of
effective leadership are compared.

This study shows that the application of connedsiotheory to the field of
cross-cultural leadership research provides a mghri lens to investigate the
relationship between culture and leadership. Itntbuhat despite the spread of
globalisation and an often assumed concomitantexgence of cultures, differences in
the approaches to leadership in a French and Gebbonsiness context still persist and
should, therefore, be considered by companies pignoreign operations or

secondments.

XVii



CHAPTER |

OVERVIEW OF THE RESEARCH

1.1  Introduction

The growing interest in analysing the assumed bekwveen the concepts of
leadership and societal culture is largely duénéoglobalisation of organisations (Yukl,
2010). Widespread globalisation has given risenteractions involving the exchange
of goods and services across multiple national eudtural contexts, as well as an
increase in people working in multinational comgani{Moore et al., 2008). The
phenomenon of the multicultural workforce presebtssiness leaders with new
challenges (Yukl, 2010). One such challenge regueaders to work in very diverse
work environments, such as across different cudtfevolio, Walumbwa and Weber,
2009).

The growth of globalisation has given rise to auon cross-cultural issues in
the leadership literature and in the wider fieldoofjanisational behaviour in recent
years (Avolio, Walumbwa and Weber, 2009). Researchhis area focuses on
investigating similarities and differences in lead@ across cultural contexts
(Gelfand, Erez and Aycan, 2007) and is characerisetwo major approaches: the
universal versus the cultural perspective on lesddpr(e.g. Adler and Bartholomew,
1992; Child, 1981; Kumar, 1988; Steinmann and Sahd©98; von Keller, 1981). The
universal approach negates cultural influencesaddrship behaviour. In contrast, the
cultural approach assumes that culture impacts eadership styles. The latter
approach, which is also termed the culturalist viesastrongly supported by Adler and
Bartholomew (1992). Over 90 per cent of the mowentB8,000 articles which were

considered in their review underlined that cultun@acts on organisational behaviour.



Following this trend, a major contribution to unstanding cross-cultural
leadership has been made in recent years throglGtHOBE study (House et al.,
2004), which, based on empirical data collectetheanmid-1990s, explored leadership
style preferences across more than 60 differenntdes. Its findings suggest that
although there are some similarities across ndit@s culture has an important
influence on the leadership styles adopted. Thuglicit leadership theories, which
describe the phenomenon that most individuals laaspecific view in their minds of
what effective leaders do (Offermann, Kennedy andaN1994; Schyns and Schilling,
2011), have been developed further to take acawmiuthis cultural influence (House et
al., 2004).

This present study follows the culturalist view leadership, and investigates

the topic of cross-cultural leadership taking tkameple of France and Germany.

1.2  The Objectives of the Study

The overall purpose of the present study is to shgate perceptions of
leadership across cultures and to contribute towledge about this topic in a
theoretical, empirical and practical way. The stwdil contribute to the discussion
about societal culture and its potential influeraoe leadership, in particular to the
debate on the convergence and divergence of sbcidtares. The study focuses on
managers and employees in a French and Germarebssiantext.

From a theoretical perspective, the study will ®oan the analysis of the
structure of cognitive leadership schemas by apglyconnectionist theory in a
business context in two societal cultures (cf. HaEnet al., 2006). Connectionist theory
Is a possible approach to explain human informapoocessing and was originally

discussed in the discipline of cognitive sciencdll®s et al., 1995). Cognitive



schemas can be represented by connectionist mdnl¢te case of leadership research,
these models can provide the basis for explainmmglicit leadership theories (ILTS)
and contribute to the understanding of the proadsteadership perception. ILTs
describe the phenomenon that most individuals l@aspecific picture, or a cognitive
structure, of the nature of leaders and leadernshtpeir mind (Schyns and Schilling,
2011). What is interesting about these schemashads they are influenced by an
individual's cultural background (House et al., 2D00Only a small number of studies
have applied connectionist models to analyse |sagerin a cross-cultural context
(Hanges et al., 2006; Hanges et al., 2001; Hangesand Duan, 2004). Hence, the
present study is expected to develop further tlseudision about the application of
connectionist models to research on cross-cultleatiership. It will explore the
potential influence of societal culture on the ewmt of leadership schemas as
hypothesised by Shaw (1990) and contribute to wehetown about the composition of
the content of these schemas.

From an empirical perspective, previous researchictwhhas applied
connectionist theory to investigate cross-cultlegadership has primarily used student
samples (cf. Hanges et al., 2001). The use of @gsmnal sample in the present study,
therefore, represents an important empirical cbation. The study will attempt to
counter the criticism of leadership research asgo@o leader-centric, by considering
managers as well as employees. It is the firstdfr€berman study of leadership which
includes French and German managers and their gggdan both their domestic and
host settings. It will do this by using a mixed hwds design which includes both
gualitative and quantitative research instrumerdg. adopting a mixed methods
approach to cross-cultural leadership researchstilty seeks to address a gap in the

prior literature in this area which is mostly qutative. Hence, this study embraces the



call for a more open and questioning approach, #@ed call for more in-depth
qualitative research in the area of cross-cultig@diership (Alvesson and Sveningsson,
2003; Avolio, Walumbwa and Weber, 2009).

Finally, from a practical point of view, the specifocus within this study is on
the two societal cultural contexts of France andn@ay and provides new and
important insights into what is already known abthg perception of leadership in
these two countries. It is expected that its figdinvill identify practical implications
for those working in a multinational work environmg specifically in a French-
German business context. These practical implicatare expected to provide advice
about the usefulness of raising the awareness glidin leadership theories in
employee development interventions. Practical iogpions in the context of French
and German co-operation are expected to includgestigns which may help avoid
potential areas of conflict between French and @Gerrmompanies in their business

interactions.

1.3 The Research Rationale
The phenomenon of globalisation has contributedy ahll continues to

contribute to the increasing interest in investiggatcross-cultural leadership during
recent years (Avolio, Walumbwa and Weber, 2009).réMprecisely, this growing
interest is based on the consequences of globahskr organisations which include,
for example, managers being sent abroad to formidpsidiaries to accomplish specific
goals and to contribute to their organisation’dgrenance (Tung, 1987). Once abroad,
these expatriate managers will encounter a foreigrkforce with a different cultural
background to their own. The adjustment to this reural environment can be a

stressful experience and not every manager is ssitdegn making it (Selmer, 1999).



This can result in the premature return of experraanagers to the domestic culture,
which in turn can lead to high costs for organmadi On the other hand, expatriate
managers who fail to adapt, but who remain on tfeegign assignment can also incur
considerable costs for their parent organisatidiack, Gregersen and Mendenhall,
1992; Forster, 1997; Harzing, 1995). The successxpétriate managers is critical to
the success of the projects on which they are wgrkivhich in turn influences the
overall performance of the organisation in whiclesth expatriate managers work
(Punnet 1997). There exist many factors which eodaor limit the adjustment of
expatriate managers to the host country. Theserfaatclude individual, job-related,
organisational, and non-work related factors (Rgstiand Maletzky, 2011).
Furthermore, factors such as the time period ofdh&ign assignment, the level of the
position and the perspective of the host counttionals also influence the adjustment
process of expatriate managers (Scullion and @d)ir2011; Scullion, Collings and
Caligiuri, 2010; Stahl and Caligiuri, 2005; Tarigailed Schuler, 2010).

The approach of the present study is to investitggtdership perceptions from
both the perspective of home and expatriate masagedt home and host employees.
This approach is based on the work of Lord and M&t@91) who state that leadership
is most effective when leaders and followers haweilar perceptions of effective
leadership. This means that followers are more vatdd to follow when their
expectations about leadership correspond to teanldr's actual leadership behaviour
(Lord and Maher, 1991).

The specific focus within this cross-cultural studyon France and Germany,
which are close trade partners. Germany is, andé&as for many years, France’s most
important trade partner. According to the Germadefa Ministry of Economics and

Technology, during 2010 French exports to Germangumted to €61.8 billion (16.3%



of all French exports), whereas the sum of Fremgports from Germany was even
higher: €90.7 billion or 17.3% of all French impriwww.bmwi.de). France is the
number one trade partner for German exports, anie Whance’s role as an exporter of
goods and services to Germany is still significéntas become less important during
recent years having been overtaken by the Netlegsland China (www.bmwi.de).

Another key indicator of the role of internationahde between these two
countries concerns the flows of foreign direct stweent (FDI). Again, Germany plays
a crucial role regarding direct investment in Fegrend is the second most important
investor in France after the US. In 2009, accordingthe Banque de France
(www.banque-france.fr) the sum of German investmanErance amounted to €55
billion. Inward FDI to Germany mainly comes fronethetherlands, Luxemburg, and
the UK, while France is the fourth largest investoGermany (www.gtai.de). French
investment in Germany, however, is steadily indrepasSince 2005 investments have
grown by 27% and amounted to a total of €40 billiyrnthe end of 2009. According to
UBIFRANCE (www.ubifrance.fr), an organisation whitielps French enterprises to
develop their business abroad, around 2,270 Frexmhpanies were located in
Germany in 2009. Regarding the number of Germanpeomes and subsidiaries
operating in France, the Invest in France Agencywjwnvest-in-france.org), an
international organisation which promotes and fatés foreign investment in France,
estimated that more than 4,500 German companies sabdidiaries were doing
business in France in 2009.

As can be seen from these figures, France and Ggrar@ of high economic
importance to each other. Within the European Uhioth countries are regarded as the
economic engine of Europe (Grol3e, Luger and THié2i@08). Thus, in the interests of

improving future co-operation, the present studyl wexplore the link between



leadership and culture in a French-German busioestext. The results of the study
will yield practical advice at an organisationavée regarding how to avoid conflict

situations which might be based on differenceailtucal background.

1.4  The Theoretical Foundations of the Thesis

The theoretical foundation of this thesis is basedmplicit leadership theories
(ILTs) and connectionist theory which form part thie area of cognitive science
leadership research. Implicit leadership theorigggest that most individuals have a
specific picture or cognitive structure of the matof leaders and leadership in their
mind (e.g. Offermann, Kennedy and Wirtz, 1994; Swshgnd Schilling, 2011) which
helps them to make sense of leadership situatiDosfrian, Hanges and Brodbeck,
2004) and to perceive and recognise an individsa@ ader (Schyns, Felfe and Blank,
2007). Seminal contributions to the field of imglieadership theories were made by
Lord and his colleagues (e.g. Lord, Foti and De &rad984; Lord and Maher, 1991;
Phillips and Lord, 1986) who based their theoréticancept on Rosch’s (1978)
categorisation theory. Categorisation theory exglathat stimulus persons (e.g.
leaders) are classified by perceivers (e.g. theiposlinates) in comparison to
prototypes of a category (e.g. effective leaddR®)sth, 1978). ILTs represent cognitive
structures of the mind, which can change due tchange of the social context
(Rousseau, 2001; Smith and DeCoster, 2000). Wie were found to be flexible and
fluid knowledge structures (Lord, Brown and Harve@01; Lord et al., 2001), they do,
however, remain rather stable over time even ifsthaal context changes (Epitropaki
and Martin, 2004).

The characteristics of ILTs can be explained byneationist theory and

depicted by connectionist-level cognitive strucsur€onnectionist theory represents



one approach to explaining human information prsiogsas discussed in the discipline
of cognitive science and concerns the way in whiel mind ‘receives, stores,
retrieves, transforms, and transmits informationai parallel manner (Stillings et al.,
1995, p.1). Connectionist models are based on ¢aeophysiology of the brain with
the neuron being the basic building element foremsinding psychological processes
(Dudai, 2006). Within connectionist models or schemso-called units represent the
basic elements. These models are described by #mpects: 1) units are activated
through environmental stimuli, 2) units are conedadn parallel to other units, and 3)
connections between units are weighted with theymtaieflecting the strength of each
connection. When environmental stimuli change, ¢dbenection weights will adjust,
which represents a learning process. The more aftgrecific situation (i.e. leadership
situation) causes a specific pattern of intercoteteanits, the more it creates so-called
stable levels of activation, which in turn repreéseategory, or prototype.

What is interesting about ILTs is that they haverb®und to be influenced by
individual’'s societal cultural background (e.g. Bnsand Murphy, 2003; Gerstner and
Day, 1994; Hanges et al., 2006; House et al., 208B8thypothesised by Shaw (1990),
and hence, represent an opportunity to investipateeptions of leadership cross-
culturally. The approach to investigating ILTs as@ultures as presented in this study

iIs mainly based on the arguments above and willdsailed in the following chapters.

1.5 The Research Questions, Hypotheses, and Proposi  tions
Table 1.1 summarises the research questions, and theiedelatpotheses and

propositions, which form the basis of the preséad\s



Table 1.1: The Research Questions, Hypotheses, and Propositions

Question 1

Does the structure of effective leadership schethifées between
French and German managers and employees in aebssiantext?

Hypotheses

H1: If the content is held constant, the structuréhef
leadership schemas will differ between French aad@ns in a
business context, regardless of their corresporfuigrgrchical level.

H2: If the content is held constant, the structuréhef
leadership schemas will differ between French mearsagnd French
employees.

H3: If the content is held constant, the structuréhef
leadership schemas will differ between German marsagnd German
employees.

H4. If the content is held constant, the structuréhef
leadership schemas will be more similar betweeividdals of the
same nationality than between individuals of theeaierarchical
level.

Question 2

Does the structure of effective leadership schemadg-rench and
German business context differ between home andnhasagers?

Hypotheses

H5: If the content is held constant, the structuréhef
leadership schemas will differ between French marsagsho are
working for French organisations in France and Enezxpatriate
managers who are working for French organisatinr@armany.

HG6: If the content is held constant, the structuréhef
leadership schemas will differ between German marsagho are
working for German organisations in Germany andhzer expatriate
managers who are working for German organisatiofsance.

H7: If the content is held constant, the leadershiEema
structure will be more similar between German mamagq Germany
and German expatriate managers in France than éet@erman
expatriate managers in France and French managErarce.

H8: If the content is held constant, the leadersbiEema
structure will be more similar between French mansgn France and
French expatriate managers in Germany than betfesch expatriate
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managers in Germany and German managers in Germany.




Table 1.1 continued

Question 3 | How does the content of effective leadership scisediféer between
French and German managers and employees in aebssiantext?

Propositions P1. The content of French cognitive leadership sclsewilh be
rather characterised by attributes which form pagharismatic, team-
oriented and participative leadership styles. Imparison, German
cognitive leadership schemas will be primarily euierised by
attributes which form part of a participative leegtap style.

P2 The content of managers’ cognitive leadershigsds will
be primarily composed of innovative, visionary, geterm oriented,
diplomatic and courageous leadership attributesomparison, the
employees’ cognitive leadership schemas will benprily composed
of more social and participative attributes suckeas building and
concern for subordinates’ interests.

P3: The content of the cognitive leadership schemédes
more similar between home and expatriate manadé¢ne same
nationality, than between home and expatriate mensaaf a different
nationality, but who live and work in the same cioyn

1.6  The Structure of the Thesis

This thesis consists of nine chapters. The intrtmyc chapter, which
summarises the main components of the thesis wilfdilowed by three literature
review chapters (Chapters II-1V). The methodolobiapproach will be detailed in
Chapter V, which is followed by the two quantitatiand qualitative analyses chapters
(Chapters VI, and VII). The findings of the empalicesearch will be discussed in
Chapter VIl and Chapter IX will form the conclusio

Chapter | introduced the topic of perceptions dedive leadership from a
cross-cultural perspective and detailed the raleopéthis research and its objectives.
The theoretical foundations of the thesis were imedl. Research questions were
addressed, as well as related hypotheses and [ropss

Chapter 1l will present a review of the literatwwa the conceptualisation and

measurement of culture and describe the developaights area, discussing critically
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concepts of its most relevant proponents (e.qg. tddés 1980, 1991; House et al., 2004;
Schwartz, 1999)

Chapter 11l will deal with developments in leadepshesearch in general, and
focus in more detail on leadership perceptions.atdl to this, implicit leadership
theories and connectionist theory will be discussed

Chapter IV will bring together the themes of cuitand leadership and present
major trends in cross-cultural leadership reseakbbre precisely, it will address the
topic of culturally endorsed implicit leadershipetinies and provide an overview of
cross-cultural leadership in France and in Germais will include comparisons of
French and German cultural aspects, managementisrenatk leadership preferences.

Chapter V will detail the research methodology las tcross-cultural study of
French and German managers and their employeestimtbeir domestic and host
settings. It will present the post-positivistic loisiophical approach of the research.
Precise information on the research design of tilndys which consists of both a survey
guestionnaire and interviews, will be provided. Timecess of data collection and data
analysis will be described and an overview of tbenposition of the sample will be
presented.

Chapters VI and VIl will report the quantitativecagualitative findings of this
research. Chapter VI will detail the quantitativedfngs and present comparisons
between the different sample groups of the resesatting. The structure of cognitive
leadership schemas will be compared at the cultamdl hierarchical level by using
Schvaneveldt's Pathfinder software (1990). Chaptr will detail the qualitative
findings and present the similarities and the ddfees of the content of the cognitive
leadership schemas which were found across therelift French and German sample

groups of this study.
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Chapter VIII will discuss the findings from the preus two chapters with
regard to prior research in the area of cross-@llteadership perceptions. Limitations
will be presented, directions for future reseaddntified, and implications for practice
suggested.

This thesis will be closed by Chapter IX — the doson — which will

summarise the major findings of the present study.
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CHAPTER Il

CULTURE: CONCEPTUALISATION AND MEASUREMENT

2.1  Introduction

This chapter provides an overview of the topic wfure in order to locate this
term in the context of this cross-cultural inveatign and to show how cultures can be
differentiated from each other. The original useha concept of culture in the area of
anthropology will be discussed, and more recenindigins of culture presented in
order to distinguish between different levels ofltune, such as societal and
organisational culture. The measurability of cidtumoncepts will form a central aspect
of the chapter as it allows for comparisons betwaifarent cultures. The main authors
who significantly shaped the field of cross-cultuesearch will be discussed, and two
relevant cross-cultural investigations will be expd in greater detail. These relate to
Hofstede’s research (1980) and the Global Leaderahd Organizational Behaviour
Effectiveness (GLOBE) study (House et al., 2004)fstede’s research will be looked
at as he is presumed to be the pioneer of crosgralfesearch and is responsible for
fostering much interest in the measurement of cellfliaras, Rowney and Steel, 2009).
The GLOBE study will then be explored as it repmesethe most recent and
comprehensive cross-cultural leadership researdjeqir to date. A critique of
Hofstede’'s and the GLOBE approach to culture messent will provide the
underlying arguments about why major ideas of ttesgnt research study are based on
findings from the GLOBE study.

Other approaches to culture measurement will beudsed including value
approaches, such as the work by Schwartz and Hisagaes (e.g. Schwartz, 1999;

Smith, Peterson and Schwartz, 2002), and the wgrRrbmpenaars and Hampden-
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Turner (Trompenaars, 1993; Trompenaars and Hampderer, 1998). The chapter

will close with a brief overview of value-free appiches to culture measurement.

2.2 The Conceptualisation of Culture
This section will provide a brief overview of theigins of the concept of
culture, how the term of culture can be defined] &m what extent the concept of

culture has been studied to date.

2.2.1 The Roots of Cultural Research

The roots of cultural research go back to the fiefld anthropology and
archaeology. During the f'9nd the beginning of the 2@entury, German researchers
Lazarus (1824-1903) and Steinthal (1823-1899), #&atér Wundt (1832-1920),
developed the concept of the ‘psychology of a dmegroup of people’ called
‘Volkerpsychologie’ (Kalmar, 1987). They assumedttthe behaviour of people could
not only be explained by behavioural patterns atittdividual level, but also that a
certain psyche uniting a specific group of peopliked ‘Volksseele’ existed.

A generation later Franz Boas (1858-1942), a Ge+bman American was
denominated as the ‘father’ of modern anthropold@pas is mentioned in the context
of a shift in the field of anthropology which led & more modern understanding of
culture. In the 19 century, before modern anthropology, the concéptwture’ was
rather ethnocentric, unilinear, and ‘seen as cutiveladeveloping along a single line
of human achievement and culminating in the “highesanifestations of Western
civilization’ (Kalmar, 1987, p.671). Boas replacis idea with ‘the modern, pluralist
view of culture as the distinctive cognitive-belaal system of unique human groups’

(Kalmar, 1987, p.671). He is considered to be ththrapologist who ‘made the
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plurality of cultures fundamental to man [sic]’ @ser, 1985, p.16) and he is posited to
be the first to use the word culture in the pluaamitting cultural pluralism (Stocking,
1966).

The approaches of the German researchers wereystetrsatically developed
by subsequent researchers in Germany, but werefasedcial research’ during the
period of the Third Reich and, therefore, latecdidited. However, in the 1960s and
early 1970s researchers in the US started to tAbdut intercultural communication
(Bartlett and Ghoshal, 2002; Reynolds, 2009; Samawd Porter, 1995). One reason
for the interest in investigating this domain whattUS companies were the first to
become multinational in the period after World Whai(e.g. Dymsza, 1984; Gilpin,
1975; Hymer, 1976; Pauly, 1997). Moreover, the tamli realised that the
communication with military partners, as well aghnihe civil population in conflict
areas would be easier if some information werelavi® on these groups of people
(e.g. Duffey, 2000; Rubinstein, 1989; Rubinstei@02). The need to understand the
reasons for differences between cultures emergedyedl as the consequence of
developing methods to facilitate effective crosiwral collaboration. Subsequently,

the field of cross-cultural research developed.

2.2.2 Definitions of Culture
The term culture has been defined in many waysgsighted by Kroeber and
Kluckhohn’s (1952) critical review of cultural cogjats and definitions. Table 2.1

presents a selection of definitions of culture.
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Table 2.1: Definitions of Culture

Definition

Source

Culture is a ‘'shared understanding made manifesgttn
and artifact’.

Redfield (1948, p.vii)

Culture is a shared meaning system.

Shweder antheg¥984)

Culture is ‘the collective programming of the mitiat
distinguishes the members of one group or categfory
people from another’.

Hofstede (1991, p.9)

Culture is the human-made part of the environment.

Herskovits (1955)

Culture can be differentiated according to ‘objeti
and ‘subjective’ elements, where subjective culture
concerns ‘a cultural group’s characteristic way of
perceiving the man-made part of its environment’.

Triandis (1972, p.4)

Culture is the concept that represents a compilaifo
values, attitudes, presumptions and norms, whieh ar
shared by the majority of the inhabitants of ongoma

Weinert (2004)

Culture consists in ‘patterned ways of thinkingliieg
and reacting, acquired and transmitted mainly by
symbols, constituting the distinctive achievemaetits
human groups, including their embodiments in astga
the essential core of culture consists of tradéidne.
historically derived and selected) ideas and egfigci
their attached values’.

Kluckhohn (1951, p.86)

Culture considers ‘transmitted and created cordrdt
patterns of values, ideas, and other symbolic-
meaningful systems as factors in the shaping ofamn
behavior and the artifacts produced through belnavig

1l

Kroeber and Parsons (195
p.583)

Culture consists in ‘shared motives, values, bglief
identities, and interpretations of meanings of ifigant
events that result from common experiences of
members of collectives that are transmitted across

generations.’

House and Javidan (2004,
p.15)

As can be seen from Table 2.1 various definitiohsutture exist, but most of

them share some themes. Culture is considered @ $leared meaning system or a

shared understanding within specific groups of pede.g. Shweder and LeVine,

1984). Culture is believed to be human-made, tosisbrbasically of values, and is

transmitted across generations (e.g. House andialgvR004). This is in line with

definitions by Trompenaars and Hampden-Turner (1998iandis (1994a), and

16



Hofstede (1980) who add that culture is an adamtorecept, which is conveyed across
generations, and internalised in early childhood.

Culture is a rather stable construct, and is uguatesented as an ‘onion’
diagram ‘with basic assumptions and values reptegerthe core of culture, and
practices, symbols, and artifacts representingotiter layers of the construct’ (Taras,
Rowney and Steel, 2009, p.358). Figure 2.1 illusgrahis ‘onion’ diagram which

details the different layers of culture as defibgdHofstede (1980).

Figure 2.1: Example of an 'Onion’ Diagram of Culture (cf. Hofstede, 1980)

=

Values as a basic building element of culture acated in peoples’ minds, and
shared by members of a society (e.g. House eR@0D4; Inglehart and Baker, 2000;
Minkov, 2007). Thus, the aggregation of individuatsitural values will result in
societal cultural values. Schwartz (2009, 2010) éwmv, suggests an alternative
approach. He believes cultural values to be ‘thenative value emphases that underlie
and justify the functioning of societal institut®(Schwartz, 2011, p.314). He further
explains:

‘Individual values, beliefs, practices, symbolsdarorms are manifestations of

the underlying culture, but they themselves aretm@tculture. Culture itself is a

hypothetical, latent variable measurable only tghouts manifestations.’
(Schwartz, 2011, p.314)
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In the context of this definition, cultural valuesn therefore be considered to be
the framework or environment which shape the cdrden distribution of individual
values, and beliefs with the environment consisthigxpectations, opportunities, and
constraints to which people are exposed’ (Schwafit]l, p.314).

This definition shows that culture can be analyasedifferent levels, such as the
individual or societal level. In organisational beglour research, investigations are
primarily concerned with national or societal ctdtGelfand, Erez and Aycan, 2007).
It has been shown that cultural differences ainbdevidual level within one society are
much smaller than differences across societal @sdtinglehart and Baker, 2000).
Thus, the aggregation of individual level data txistal level data is believed to
produce meaningful results at societal level. Oigational culture is another level of
culture which is of interest in organisational babar research and will be discussed

subsequently.

2.2.3 The Relationship between Societal and Organis  ational Culture

The field of organisation theory discusses the ephof organisational culture,
which emerged about 40 years ago. Its equivalemh tef corporate culture was
originally introduced by Deal and Kennedy (1982). domparison to societal or
national culture, organisational or corporate aeltis related to an organisation,
company, or institution. One line of interest ire tterature on organisational culture
concerns the relationship between societal andn@atonal culture and the question
whether and how societal culture may influence oiggtional culture (Sagiv and
Schwartz, 2007).

As with societal culture, a multitude of definit®rexist for organisational

culture. Plakhotnik and Rocco (2011) in their estea review mention that Socrates
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and Avristotle in 400 BC were involved with the sguaf organisations, addressing the
topic of the universality of management across ipudnhd private affairs. Since these
initial ideas, a major focus has been on theoretioacepts discussing organisational
function, structure, and processes (PlakhotnikRnckco, 2011).

Plakhotnik and Rocco (2011) identified two types definitions of
organisational culture in the literature. More tl&hper cent of the reviewed articles
considered organisational culture to be one shardtlire within the organisation
(organisation-wide culture), whereas the remaindér the articles discussed
organisational culture from the perspective of siiices. These subcultures consist of
groups of people who follow ‘common professional smcial interests’ within the
overall organisational culture (Plakhotnik and Rpc2011, p.82). Most researchers
investigating organisational culture adopt Scheir($984, 2004) concept of
organisational culture. This has been widely re®ghand is defined as:

‘a pattern of shared basic assumptions that waaddaby a group as it solved

its problems of external adaptation and internigration, that has worked well

enough to be considered valid and, therefore, tétabght to members as the

correct way to perceive, think, and feel in relatio those problems’ (Schein
2004, p.17).

Thus, organisational culture has to do with paléicuassumptions, ideas,
beliefs, preferences, and values which are helchéiyagers in organisations about how
to manage people toward a common organisationall gbaurent, 1986).
Organisational culture is considered as a framewdrich helps employees to better
interpret organisational activities, the behavioamd the expectations of their
supervisors and colleagues, and cope with newtsihg disagreements and conflicts
(DeSimone, Werner and Harris, 2002; O’Reilly, 1989pnsequently, employees can

apply their skills, knowledge and abilities in orde® perform their jobs more
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efficiently. This will increase their work effecemess which will in turn advance an
organisation’s long term economic performance (&modéind Heskett, 1992).

Plakhotnik and Rocco (2011) further review the aeske purposes within
organisational culture investigations which arenharelational, but also exploratory.
Relational means that organisational culture ikddh to other topics such as
organisational practices, employee characteristars,external factors. The latter
include, amongst others, investigations of the tieiahip between organisational
culture and societal culture. This relationship ha&en discussed by, for example,
Inkeles (1960). He proposes that the environmepiopllations is shaped by the level
of development of a society towards an industmgiety. This means the influence of
traditional cultural patterns is rather considesasda random effect, and societal culture
has no major impact on organisational culture. Tinleles (1960) suggests that there
Is a convergence of organisational cultures dubaalevelopment of societies towards
industrial societies.

Laurent’s (1981) initial interest in culture wastna investigating the link
between societal and organisational culture, amate® to this context, in national
differences, but rather in implicit management anghnisational theories which are in
managers’ minds. In an empirical study, LaurenB@%ound that nationality was the
most powerful determinant in predicting the maneje@ssumptions he was testing, in
comparison to other variables such as age, educdtinction, or the type of company.
These managerial assumptions reflecting implicitieb® about management and
organisational theories were collected from disicuss with managers about
organisational topics. They were then expressedtai®ments and presented in a
guestionnaire where respondents had to expressafeiement or disagreement with

these statements. Examples of such statements are:
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* ‘ltis important for a manager to have at hand peanswers to most of the
questions that his subordinates may raise aboirtvtioek.’

* ‘In order to have efficient work relationshipsjgtoften necessary to bypass
the hierarchical line.” (Laurent, 1986, p.93)

A further study analysed whether organisational tucal within one
multinational company would reduce the effect o€istal culture (Laurent, 1986).
Results, however, showed that the expected conwveegef societal cultures did not
occur. Laurent (1986) concludes ‘that deep-seatadagerial assumptions are strongly
shaped by national cultures and appear quite iftsent the more transient culture of
organizations’ (p.95).

Tayeb’s (1988) comparative study of English andidndorganisations led to
similar findings. She summarised:

...] although in modern industrial societies mess organizations tend to

develop similar structural configurations in respento similar task-

environments, the means by which they achieve trasdigurations are
different, depending on the particular socio-c@twharacteristics of the society
in which they operate and from which the bulk o&ithemployees come’

(Tayeb, 1994, p.440).

This is in line with the ideas of House, Wright aiditya (1997) and Lord and
Maher (1991) who suggested that societal culturallues and practices affect
organisational cultural values and practices. Basedhis suggestion, more recent
research about the influence of societal cultureomanisational culture, which was
one element of the GLOBE study found that ‘orgatmweal culture reflects societal
culture’ (House and Javidan, 2004, p.37). House danddan (2004) provide the
example that ‘organizations with high performancerdation are found in societies
with high performance orientation’ (p.37).

To summarise, culture can be measured at diffetem¢ls such as the

individual, the organisational or societal level. Particular interest within

organisational behaviour research concerns théaeship between the organisational
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and societal levels. Research (e.g. House et@04;2 aurent, 1986; Lord and Mabher,
1991) has shown that societal culture has a stirmpgct on organisational culture, and
that the culture which exists or which is createithiw particular organisations is
shaped by the socio-cultural background of the eygas (Tayeb, 1994). How cultures
can be captured and compared by measuring socwgtakre will be detailed in the

following chapter.

2.3  Measuring and Comparing Cultures

The purpose of this section is to outline how datieulture can be measured in
order to compare different cultures with each athEne development from the
gualitative to the quantitative measurement of ureltwill be briefly described and
early methods of measuring cultural values will discussed. Two seminal cross-
cultural studies will be detailed; these concera wWork of Hofstede (1980) and the
GLOBE study. Some further relevant cross-culturaldies will be presented to
complete the overview of the field of cultural rassh. These include studies which
focus on the measurement of culture by analysingedsions of culture and cultural
values. They will be complemented by alternativeasaeement approaches to culture,

i.e. value-free approaches.

2.3.1 From the Qualitative to the Quantitative Meas urement of Culture

The concept of culture had been discussed in gmhwgy for quite some time,
before the idea of measuring this concept in a ifaéine way evolved in the middle of
the 20" century. The quantitative measurement of cultwedenced its breakthrough
with Hofstede’s publication ofCulture’s Consequencesh 1980. In the field of

anthropology and archaeology, culture was initigliydied using qualitative methods.
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The interest was rather focused on the outer layetke ‘onion’ diagram of culture,

such as artifacts, language and traditions (TdRasyney and Steel, 2009). Following
this qualitative trend from anthropology, initiabltural research in social science
studies was also driven by qualitative approaches)ysing artifacts and traditions.
The shift from qualitative to quantitative methadsulture research was influenced by
scientific journals which tended to favour publighiquantitative approaches (Taras,
Rowney and Steel, 2009). Accompanying this shifs washift from analysing artifacts

and traditions to investigating cultural values.

2.3.2 The Early Quantitative Measurement of Cultura | Values

Before Hofstede’s (1980) publication, some authioasl researched diverse
aspects of culture using quantitative methods. Kama McPartland (1954), for
example, empirically tested self-attitudes in order contribute to ‘a science of
personality and culture’ (p.76). Kluckhohn and 8tbeck (1961), who were involved
in the Harvard Values Project, developed a modethvhllowed distinctions between
cultures by comparing how these cultures addressatmon human concerns. Such
concerns include, for example, the relationshipybethh man and nature. Kluckhohn
and Strodtbeck (1961) differentiate between thremtegories regarding this
relationship: ‘subordinate to nature’, ‘harmony lwihature’, and ‘dominant over
nature’. This categorisation of concerns allowsdmmparisons between cultures.

Further pre-Hofstedian empirical studies about theasurement of culture
include research by England (1967) and Rokeach3)1%nhgland (1967) studied the
personal values of more than 1,000 managers inJheand tested their impact on
behaviour. Rokeach’s (1968, 1973) research condethe development of ‘(a) a

theoretical perspective on the nature of values ioognitive framework and (b) a
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value-measurement instrument’ (Johnston, 1995, 3).5&okeach’s values are
classified into two types of values: terminal valughich consist of ‘end states of
existence’ and instrumental values which imply ‘reedof conduct’. Examples of
terminal values are ‘a comfortable life’, or ‘a Wbrat peace’, while examples of
instrumental values are ‘ambitious’, or ‘honestoi@ach, 1973). In order to analyse
the respondent’s value structure, participants rasgoset of 18 terminal values,
followed by a set of 18 instrumental values. Thiues have to be sorted in order of
importance and as guiding principles in the pa#aois’ life (Rokeach, 1973).
Rokeach’s research about values was widely usedaandpted by researchers in
psychology, political science and economy (Johnst®#95). Johnston (1995), for
example, used the Rokeach Value Survey (RVS) ilmidysamong 76 college students
in the US to identify the underlying structure b&tRVS. Results of the study showed
that it is structured around two dimensions whicé similar to the individualism-
collectivism dimension as proposed by Hofstede Q)98nd further developed by
Triandis (1989). The terminal and the instrumeRMeE values, however, do not follow
a single bipolar individualism-collectivism dimeasi but rather two separate
dimensions. Taras, Rowney and Steel (2009) expleah responding to the RVS is
difficult and time consuming and, thus, not widelged in more recent research.
Nevertheless, the RVS is an instrument to measulteral values which allows for
comparisons between different cultural groups.

More insights into Hofstede’s (1980) individualismaHectivism dimension of
culture will be provided in the following sectiomhich will detail his approach to

culture measurement.
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2.3.3 Hofstede’s Approach to Culture Measurement

Following the publication ofCulture’s Consequenceddy Hofstede (1980),
research interest in the topic of culture measurgrskarply increased. His study was
originally aimed at surveying employees’ attitudmsd perceptions with regard to
organisational issues such as work satisfactioncamamitment. However, during the
analysis phase, some cultural items emerged anadheept of what is known as
Hofstede’s cultural dimensions was developed (Holst 1980). In total, Hofstede
explored data from over 116,000 questionnaires kvhadd been completed within IBM
subsidiaries in 66 countries in the late 1960s @adly 1970s (Hofstede, 1980). This
large international sample, combined with for thiate rather advanced statistical
analyses, provided a profound basis for Hofstedaetzessful publications in the field
of cultural research (Taras, Rowney and Steel, 2009

Initially four dimensions of culture derived fronng IBM survey:. ‘power
distance’, ‘individualism versus collectivism’, ‘deulinity versus femininity’, and

‘uncertainty avoidance’ as described in Table 2.2.

25



Table 2.2: Hofstede's Initial Dimensions of Culture (adapted from Hofstede, 1991)

Dimensions of

culture Description
Power Distance The extent to which the less powarembers of institutions
and organisations within a country expect and adtep power
is distributed unequally (Hofstede, 1991, p.28).
Individualism Individualism pertains to societies in which thestbetween
versus individuals are loose: everyone is expected to @iodr himself
Collectivism or herself and his or her immediate family.

Collectivism as its opposite pertains to societeshich people
from birth onwards are integrated into strong, sbleingroups,
which throughout people’s lifetime continue to gaitthem in
exchange for unquestioning loyalty (Hofstede, 199%1).

Masculinity versus| Masculinity pertains to societies in which sociahder roles are
Femininity clearly distinct (i.e., men are supposed to beragsetough, and
focused on material success whereas women are segbpmbe
more modest, tender, and concerned with the quaiilije)
(Hofstede, 1991, p.82).

Femininity pertains to societies in which sociahder roles
overlap (i.e., both men and women are supposed todalest,
tender, and concerned with the quality of life) {stede, 1991,

p.82).
Uncertainty The extent to which the members of a culture feddtened by
Avoidance uncertain or unknown situations (Hofstede, 19911 8).

The labels of the dimensions were not created bigtelde and already existed
in the social sciences (Hofstede, 1991). In addijtibhe view that all societies face
similar problems, but that they solve them in dé#f@ ways, was also not a new idea.
However, by analysing the societies’ answers tedhgroblems, differences could be
detected and societies therefore compared (Hofstf¥l). Pioneering work dealing
with the latter issue had already been carriediouit954 in the US by Inkeles and
Levinson. They described those aspects which datestihe common basic problems
that societies face worldwide (Inkeles and Levinskdb4). These are (1) the relation to
authority, (2) the conception of self, includingaj2he relationship between individual

and society, and (2b) the individual's concept @&spulinity and femininity, and (3)
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ways of dealing with conflicts, including the casitof aggression and the expression
of feelings (Inkeles and Levinson, 1954, 1969).

In later research using the Chinese Value Survegdatitional dimension was
identified — Confucian dynamism — which was reltdgklas ‘long-term orientation
versus short-term orientation’ (Hofstede and Bal®B4, 1988). This dimension was
subsequently calculated with more recent data fteem\World Values Survey (Minkov
and Hofstede, 2010), and provided evidence to shtimat ‘Chinese and Western
research instruments can produce similar dimengboslture’ (Minkov and Hofstede,
2010, p.1). Only recently a sixth dimension, namelglulgence versus restraint’, was
derived from data from the World Values Survey (#iefle, Hofstede and Minkov,
2010). The fifth and sixth dimensions are presemiéelhble 2.3.

Table 2.3: Hofstede's Later Dimensions of Culture (adapted from Hofstede, 1991, and
Hofstede, Hofstede and Minkov, 2010)

Dimensions of

culture Description

Confucian Long-term orientation is concerned with persistence
Dynamism: long- | (perseverance), ordering relationships by statdso@iserving
term orientation this order, thrift, and having a sense of shamddtdde, 1991,
versus short-term | p.165).

orientation Short-term orientation is concerned with persoteddiness and
stability, protecting one’s ‘face’, and reciprocatiof greetings,
favours and gifts (Hofstede, 1991, p.166).

Indulgence versus| Indulgence is reflected in a society that allowatreely free
Restraint gratification of basic and natural human desirésted to
enjoying life and having fun.

Restraint is reflected in a society that suppregestfication of
needs and regulates it by means of strict socrahs@Hofstede,
Hofstede and Minkov, 2010).

For each dimension an index can be calculated winshto be interpreted in a
relative context (Hofstede, 1980). This means a@exnrepresents the relative position

of a country in comparison to other countries ahdutd not be interpreted as the
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absolute value for one specific country. Tablesurhmarises the different indexes and
presents the societies with the highest and losases for each index.

Table 2.4: Hofstede's Cultural Dimension Indexes (adapted from Hofstede, 1991, and
Hofstede, Hofstede and Minkov, 2010)

Index

Description Example

Power Distance Index (PDI)

» gives information about dependence relationships in PDI score ranges

a country from 11 in Austria
* is measured by using statements regarding (rank 53) to 104 in
relationships in the workplace (subordinate — Malaysia (rank 1)

superior) and in society (citizen — government)

* low PDI scores can be found in countries where the
dependence of subordinates on superiors is limited
and where there is preference for consultationgchvhi
means interdependence between boss and
subordinate

» high PDI scores can be found in countries where
subordinates considerably depend on bosses, and
where subordinates rarely approach and contradict
their superiors (Hofstede, 1991)

The Individualism versus Collectivism Index (IDV)

* is based on a set of fourteen statements concerning IDV score ranges
‘work goals’ such as ‘my objective is to have ajoh  from 6 in
which leaves me sufficient time for my personal or  Guatemala (rank
family life’ 53) to 91 in the US

 individualistic societies are characterised by atpe (rank 1)
such as personal time, freedom and challenge in the
workplace

 collectivistic societies favour aspects such as
training, physical conditions and the use of slalls
work

* ahigh IDV score reflects a more individualistic
country a low IDV score a more collectivist one
(Hofstede, 1991)
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Table 2.4 continued

Index

Description

Example

The

Masculinity versus Femininity Index (MAS)

» was developed out of the same set of statements|as MAS score ranges

the IDV index

from 5 in Sweden

« masculine countries are characterised by work gaals (rank 53) to 95 in
such as high earnings, recognition when having doneJapan (rank 1)

a good job, and advancement to jobs at a highet lev

» feminine countries prioritise good working
relationships with direct superiors, good co-opgerat
with others, employment security and desirable
living areas

» a high MAS score stands for societies which are
rather masculine, a low MAS score reflects rather
feminine societies (Hofstede, 1991)

The

Uncertainty Avoidance Index (UAI)

* is measured by questions concerning job stress, | ¢

UAI score ranges

company rules, and long-term plans to stay with gne from 8 in

company
» alow UAI signifies that people can cope with
uncertainty
» a high UAI expresses a high need for predictability
(Hofstede, 1991)

Singapore (rank
53)to 112 in
Greece (rank 1)

The

Long-Term versus Short-Term Orientation Ind&x)

* initially called ‘Confucian Dynamism’ as it was .

originally developed for the Chinese Values Survey,

A=)

but it was observed that its opposite poles comedj
to a long-term versus a short-term orientationnret
* ahigh LTO index is associated with values and
behaviour that are oriented to the future
* alow LTO index reflects societies which are more
directed to the past and present and charactdrised
rather static values and behaviours (Hofstede, 19

©
=S

LTO score ranges
from O in Pakistan
(rank 23) to 118 in
China (rank 1)

The

Indulgence versus Restraint Index (IRI)

* measures the extent to which a society toleratds tlh-
individuals enjoy desires and feelings such asiteig
time, spending, consumption and sex

» a high IRI represents the pole of indulgence and
signifies a high level of tolerance for individuals
gratification

» alow IRI stands for restraint cultures and sigrsfi
that people may enjoy their lives less due to the
pressure of a rather conservative society (Hofstede
Hofstede and Minkov, 2010)

not available
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When interpreting the scores and ranks as illiestrat Table 2.4, it should be
taken into account that these scores date baclotstddle’s data collection in the late
1960s and early 1970s and thus might now be ldegamt. For this reason, a more

recent approach to culture measurement is detiailéae next section.

2.3.4 The GLOBE Approach to Culture Measurement
The most recent project of major impact in the dfiedf cross-cultural

management research is the GLOBE study. InitiajeHduse in 1992, its results were
published in an edited book in 2004 by House, Handavidan, Dorfman, and Gupta.
The study measured cultural practices (‘the wayghiare done’) and values (‘the way
things should be done’) across 951 organisatioribrge different industries (financial
services, food processing and telecommunicatiamwtéd in 62 different societies. In
each society, the research was coordinated by GL@®Entry Co-Investigators
(CCls). The CCls assisted in the formulation of th&truments used in the GLOBE
study, collected data relevant to their countried assisted in the interpretation of the
data (House et al., 2004). The researchers’ mamveas to address how culture is
related to societal, organisational and leadersffigctiveness in order to improve on
the existing cross-cultural models (Triandis, 200&)e survey which was carried out
among 17,300 middle-managers contributed to thesldpment of a further set of
cultural dimensions. In total, the investigatorsngared cultures on the basis of nine
dimensions: ‘performance orientation’, ‘future oriation’, ‘gender egalitarianism’,
‘assertiveness’, ‘institutional collectivism’, ‘igroup collectivism’, ‘power distance’,
‘humane orientation’, and ‘uncertainty avoidancelo(se et al., 2004). Table 2.5

presents more detailed descriptions of these alltlimensions.
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Table 2.5: The GLOBE
Dorfman, 2004, p.30)

Dimensions of Culture (adapted from Javidan, House and

Dimensions of culture

Description

Uncertainty Avoidance

The extent to which a sogietganisation, or group relies
on social norms, rules, and procedures to alleviate
unpredictability of future events.

Power Distance

The degree to which members oflaatiMe expect power
to be distributed equally.

Collectivism | The degree to which organisational and societsitin®nal
(Institutional practices encourage and reward collective disiobubf
Collectivism) resources and collective action.

Collectivism I The degree to which individuals express pride, llyyand

(In-group Collectivism)

cohesiveness in their organisations or families.

Gender Egalitarianism

The degree to which a calleahinimises gender
inequality.

Assertiveness

The degree to which individuals asefdive,
confrontational, and aggressive in their relatiopshvith
others.

Future Orientation

The extent to which individuatgyage in future-oriented
behaviours such as delaying gratification, plannargl
investing in the future.

Performance
Orientation

The degree to which a collective encourages andng=swy
group members for performance improvement and
excellence.

Humane Orientation

The degree to which a colleativeourages and rewards
individuals for being fair, altruistic, generousying, and
kind to others.

As can be seen from Table 2.5, some of the GLOBRirall dimensions are
similar to Hofstede’s dimensions. However, instefdnvestigating bi-polar cultural
dimensions, the GLOBE study analysed uni-polar dsmans. The origins of the first
six dimensions lay in the cultural dimensions off$tede (1980). The scales for the
dimensions of ‘uncertainty avoidance’ and ‘powestaince’ were designed in order to
measure the same constructs as Hofstede’s dimansitin the same label (House and
Javidan, 2004). The division of the dimension obllectivism’ into two separate
dimensions was derived from a factor analysis sétaof items which were originally

intended to measure collectivism in general. Actwydo House and Javidan (2004)

31



the dimension of ‘institutional collectivism’ ha®tbeen studied in previous research,
whereas ‘in-group collectivism’ has its roots istady by Triandis (1995). Hofstede’s
dimension of ‘masculinity versus femininity’ was rfiier developed by GLOBE
researchers into two separate dimensions. These'gareler egalitarianism’ and
‘assertiveness’. The origins of the GLOBE dimensadrifuture orientation’ can be
found in Kluckhohn and Strodtbeck’s (1961) reseansiestigating a dimension called
‘past, present, future orientation’ which focusestioe relationship between individuals
and time. House and Javidan (2004) add that thisewsion has only marginal
similarity with Hofstede’s ‘Confucian dynamism’ dansion. McClelland’'s (1961)
research about achievement forms the basis of H@BE& dimension of ‘performance
orientation’. Kluckhohn and Strodtbeck’s (1961) iHan Nature as Good versus
Human Nature as Bad' dimension forms the basishef GLOBE dimension of
‘humane orientation’. Other research influencing tineation of this dimension comes
from Putnam (1993) and his work on civic societhe TGLOBE project also focused
on leadership behaviour as will be detailed in Gaagp.

The GLOBE study used both quantitative and qualganhethods. A pilot study
was carried out to first develop the GLOBE scalas, decond to evaluate the nature of
the constructs intended to be measured by the sschleaddition to primary data,
archival data were used in order to provide evidefoc the validity of the measured
constructs (Hanges, 2004).

The questionnaire methodology focused on the @ifféation between scales
measuring societal culture and scales measuringnaational culture. Additionally,
these scales distinguish between practices (‘thethiags are done’) and values (‘the
way things should be done’) in a culture. Therefdne GLOBE culture items are

called ‘quartets’ (Hanges, 2004).
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[...] for each GLOBE dimension we had four scaleast differed in terms of the
targeted level of analysis (i.e., societal or orgational) and the targeted
cultural manifestation (i.e., practices or valugsinges, 2004, p.91).

It is important to note that the GLOBE researcheese aware of a potential
cultural response bias and used a certain compuatatpod to try to eliminate this bias
(Hanges, 2004). Moreover, the GLOBE research desligws for analyses at different
levels: individual, organisational, industry andistal.

[...] individuals work within organizations, whidh turn are found within three

industries (financial, food processing, and telesamication). Industries in
turn are found within societal cultures (Hange€)£(.92).’

However, the unit of analysis mostly used is at sbeietal rather than the
individual level. The GLOBE empirical findings wevalidated in two ways. First, they
were compared to already existing findings. Secotitey were compared to
unobtrusive measures, which were collected in a whagt avoided obtrusive
interactions between the investigator and the stilgestudy (Gupta, Sully de Luque
and House, 2004).

To conclude:

‘the triangulation of traditional survey, and queshaire validation, and

unobtrusive methods provided a valid and balancespective of culture

unavailable by each perspective alone (Gupta, $lizuque and House, 2004,

p.174).

Although the GLOBE study overcame many pitfallshviegard to cultural
research, there exists a number of criticisms whwdh be detailed in the following

section. The review of these criticisms will be gdemented by a critique which was

made in response to Hofstede’s (1980, 1991) relsearc
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2.3.5 Critigue of Hofstede’s and the GLOBE Approach to Culture

Measurement

Hofstede’'s research and the GLOBE study have evadgite extensive
criticism (e.g. Brewer and Venaik, 2010; Goodstdi®81; House, Wright and Aditya,
1997; Maseland and van Hoorn, 2009, 2010; McSweeB6§2; Taras, Steel and
Kirkman, 2010; Triandis, 1994b). One of the mostaded critiques of Hofstede’s
research is provided by McSweeney (2002) and imdudoncerns about the
representativeness of the sample, the single-coynpes of the very first data set
which was collected within IBM subsidiaries, thensmleration of culture as national
culture, and the level of employees that were siadeavithin IBM.

The size of Hofstede’s total sample of more tha6,000 may appear to be
large at first sight, but this number represenésttital amount of questionnaires over
two survey periods. Moreover, not all questionraweere used. Initially, data were
collected in 66 countries, but the results of ofllycountries were used (McSweeney,
2002). When breaking down the total number of qaesetires to the country level, the
number of questionnaires per country obviously beeosmaller. In only six countries
(Belgium, France, Great Britain, Germany, Japan &wdeden), the number of
guestionnaires in both survey periods was highan th,000 responses, whereas for
example in Hong Kong and Singapore, numbers wera@lesnthan 100 (Goodstein,
1981). Regarding the GLOBE study, the number ofstjaenaires per country also
becomes quite small when dividing the total of 00,3esponses of middle-managers
by the number of 62 countries. In Europe, the tstahple size consisted of 6,052

responses across 22 countri€bhe French sample included 182 responses from the

! These countries are: Austria (N = 169), Czech REp(N = 244), Denmark (N = 324), Finland (N =
430), France (N = 182), Georgia (N = 259), GermaMgst (N = 413), Germany, former East (N = 53),
Greece (N = 234), Hungary (N = 183), Ireland (N56} Italy (N = 257), Netherlands (N = 287), Poland
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finance sector only, the German sample included @¥8st) and 53 (former East)
responses from the food, finance and telecommuaictatectors (Brodbeck et al.,
2000). Thus, the GLOBE country samples are alseeramall.

Further critique of Hofstede’s research conceresféict that data was collected
within only one organisation, namely IBM. As a rksivicSweeney (2002) assumes
that organisational cultural values rather thanetatcultural values were investigated.
Initially, Hofstede argued that within IBM only ore®ncept of organisational culture
existed. Hence, the cultural differences he medswere societal cultural differences.
It was only later that he acknowledged the divgrsit organisational cultures within
IBM (Hofstede, 1991). In addition, Hofstede prowde revised definition of
organisational culture as ‘shared perceptions alydaractices’ (Hofstede, 1991,
p.182f). He explained that his research did nottwaporganisational values, as it
focused on personal values and not on organisatfiaetices.

This confusion between practices and values wag syecifically addressed by
House, Wright and Aditya (1997). They attemptedigtinguish between them in a
more precise way and took this criticism into cdesation for the development of the
scales used in the GLOBE study. As described itige@.3.4, the GLOBE culture
items, called ‘quartets’, allow for a different@ti between organisational and societal
culture, and differentiate between practices andes(Hanges, 2004). The GLOBE
study also overcame the critique of Hofstede’'s datHection within one single
organisation. The GLOBE study also overcomes thieism that Hofstede’s data was
collected within a single organisation, since iuses data from more than 900

organisations in three different industry sectétsyse et al., 2004).

(N =278), Portugal (N = 79), Russia (N = 210),\@&loia (N = 254), Spain (N = 360), Sweden (N = 895),
Switzerland (N = 321), Turkey (N = 289), United idom (N = 168).
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Hofstede’'s research has also been criticised fonpBag only specific
categories of employees within IBM, and excludirtigen categories of people such as
blue-collar workers, retired or unemployed people,self-employed. This criticism
reflects concerns that responses of only employ@ght not be representative of the
cultural orientation of a whole society, and, tliere, cannot be generalised
(McSweeney, 2002). Further criticism is that Hafefs questionnaire surveyed
workplace related issues and was not repeateder,aton-workplace related locations
with another population (McSweeney, 2002). The GEOBtudy focused on the
category of middle managers, as the study’s purp@seto investigate the relationship
between cultural dimensions and preferred leaderstiyles (House and Javidan, 2004).
Hence, its focus was not purely on cultural dimensias in Hofstede’'s research
(Hofstede, 1980), but was conceptualised in an rosgéional context in order to
contribute to organisational behaviour researchusTthe choice of middle managers as
a sample unit was appropriate for the aim of tiseaech (Javidan et al., 2006).

Further critique of Hofstede’s research concerres rtfeasurement of bi-polar
dimensions. According to Hofstede, the bi-polar esions can be interpreted as
contrasting positions which means, for examplet ghaociety is either individualistic
or collectivistic (Hofstede, 1980). Triandis (1994bhowever, posits that individuals
carry both characteristics and argues that depgratirspecific situations one tendency
might be more or less emphasised. The GLOBE stwdycame this criticism, and
developed dimensions which measure only one clarsit at a time (House et al.,
2004).

As can be seen, criticism of Hofstede’s work is ifudeh. Despite this, however,
House, Wright and Aditya (1997) argue that two im@ot aspects account for the

robustness of Hofstede’s findings:
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‘First, the theoretical variables are well concédivand relate to four of the
fundamental social problems of human beings. Sedbreddata are aggregated
to the level of within-country means. [...], thegher the level of aggregation,
the lower the effects of fluctuations of single eommental forces on the
aggregated scores’ (p.577).

Despite criticism, Hofstede'’s study is still thegast and is one of the most
well-known empirical cross-cultural studies to daidis is evidenced by Kirkman,
Lowe and Gibson (2006), who reviewed 180 studieshvhapplied Hofstede’s cultural
framework and which were published in 40 businegs @sychology journals between
1980 and 2002. According to Hofstede (2001), hiskwbased on the Social Science
Citations Index, has been cited more widely thanwlork of any other cross-cultural
researchers (1,800 times in 1999). Hofstede’s mlltdimensions were correlated to
themes such as international entrepreneurship (Ehgmas and Mueller, 2000),
conflict management (e.g. Smith et al.,, 1998), humasource management (e.g.
Schuler and Rogovsky, 1998), and internationalt jeentures (e.g. Shenkar and Zeira,
1992). Hofstede’s dimensions have also been applietn-business related fields of
research, such as medical research which, for eeampestigates cultural differences
in the use of particular medicines (e.g. Descheppal., 2008).

As was detailed above, the GLOBE study overcomest mb the criticism
which had been directed at Hofstede’s researchthS2006) summarises:

‘Hofstede’s (1980) pioneering study provided thmpetus for our endeavours in

understanding psychological aspects of nationaucesd. The methodological

problems that he faced remain salient to all cmass#ral researchers. [...] The
methods employed by the GLOBE researchers addiesse tproblems in

somewhat different ways and draw upon greater paieecently developed
procedures for statistical analysis’ (p.919).

There is, however, one finding of the GLOBE studiiich contributes to
ongoing discussions and criticism. This finding cemms negative correlations between
overall scores for practices and values for seveth® nine dimensions which were

expected to be positive (Javidan et al., 2004) s&heegative correlations relate to the

37



dimensions of ‘assertiveness’, ‘future orientatidghumane orientation’, ‘institutional
collectivism’, ‘performance orientation’, ‘powersdance’, and ‘uncertainty avoidance’.
While some researchers (e.g. Brewer and Venaikp;20Maseland and van Hoorn,
2009, 2010; Taras, Steel and Kirkman, 2010) triyntd plausible explanations for these
correlations which would be expected to be positdiker researchers (Hofstede, 2006)
consider this issue as a possible criticism of &leOBE study. Regarding these
correlations, Hofstede (2006) questions the validif the GLOBE measures and
suggests that they do not capture what the researcet out to measure. He argues
that the question format and phrasing is quite dexand display a high level of
abstraction ‘rather far from the respondents’ daiyicerns’ (Hofstede, 2006, p.885).
Maseland and van Hoorn (2009, 2010), however, sidgbat the negative correlations
represent a general problem of self-report surveysch are supposed to measure
cultural values, but which actually capture marbipeeferences. Maseland and van
Hoorn (2009) transfer the concept of diminishingrgivaal utility from economics to
culture research. In economics diminishing marginglity describes the negative
relationship between quantity and marginal utilithis means that every additional
unit of a product yields less additional utilityerite the relationship is negative (Taras,
Steel and Kirkman, 2010). Applying this argumentctdture research, this suggests
that every additional ‘unit of a practice’ is assbed with lower value preference.

While Brewer and Venaik (2010) agree on the weaktiest self-report surveys
may not appropriately investigate the concept difucal values, they do not consider
that marginal preferences may explain the negatbreslation. Initially the concept of
diminishing marginal utility was developed to exganaterialistic relationships, and
Brewer and Venaik (2010) question whether this ephenay be equally applied in the

context of values, behaviours and practices.
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According to Taras, Steel and Kirkman (2010), thetists no consensus on the
debate of marginal preferences yet. They, howesrsider that such a focus could be
interesting for future culture research, even tloiignay lead back to ‘the very basics
of culture conceptualization and measurement’ (§,a&teel and Kirkman, 2010, p.8).
This means, this criticism is not unique to the @EDstudy, it is rather a general
criticism of cultural research. Among the numersusdies which measured cultural
concepts, the GLOBE study (House et al. 2004) semdeed as one of the most recent,
ambitious, and comprehensive investigations (T&tel and Kirkman, 2010).

As can be seen from the discussion above, thest earious aspects to the
criticism of Hofstede’s and the GLOBE approachhe mmeasurement of culture. While
Hofstede’s (1980) pioneering work has contributedhte increased interest in cross-
cultural research, the GLOBE study (House et 8042 has succeeded in overcoming
most of the criticism which was directed at crosHeoal research up to its
development. Based on this argument and the ceitigresented of both studies, the

present study follows the approach of the GLOBHEgtu

2.3.6 Further Value Approaches to Culture Measureme  nt

Today more than 120 instruments for measuring reiltexist and are
summarised in a comprehensive catalogue by TafdD)2In addition to the work of
Hofstede and the GLOBE researchers, a number afrncapss-cultural projects have
been carried out since the 1990s (Hofstede 200&)sé projects include the cultural
value research by Schwartz (1999), a study camigdn 47 nations by Smith, Peterson
and Schwartz (2002), and the World Values Survey by Inglehart (Inglehart,
Basafiez and Moreno, 1998; Inglehart et al., 2094pmmon theme of these studies is

that they investigate the concept of culture by lymmag cultural values using
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quantitative methods. Further research investigatinlture from a values approach
includes the work of Trompenaars (1993) and Hamydener (1998), which apply
both quantitative and qualitative methods. Thes# fealue approaches to culture

measurement will be discussed in more detail irfahewing sections.

(i) Schwartz’s Cultural Value Research

In the 1990s, Schwartz developed his theory ofucaltvalue types and the
ways in which cultures may differ (Schwartz, 192006). His respondents, in contrast
to Hofstede’s IBM employees and GLOBE’s middle ngara, consisted of more than
35,000 school teachers and college students cofnomg more than 50 countries
(Schwartz, 2001). According to Schwartz all soeetare confronted with three issues.
First, societies have to define the nature of tationship between the individual and
the group. Second, they have to guarantee resperimhaviour that will preserve the
social concept. Finally, they have to confront thlationship of mankind to the natural
and social world (Schwartz, 1999). Similar to Hets (1980), Schwartz’ cultural

research is organised in bi-polar dimensions. TRessummarised in Table 2.6.
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Table 2.6: Schwartz' Dimensions of Culture (adapted from Schwartz, 1999)

1. Relationship between the individual and the gropi

Dimension Description

Conservatism » Similar to the more widely accepted distinction of

versus Intellectual ‘individualism versus collectivism’ (e.g. Hofstedi980;
Affective Triandis 1995).

Autonomy » Conservatism reflects the preservation of a cedtitus quo

S0 as not to disturb the traditional order withisogiety. The
latter especially concerns ‘social order, respectradition,
family security, [or] wisdom’ (Schwartz, 1999, p)27

» Cultures which are positioned at the other poleoarage
autonomous behaviour of those who search to achiene
personal aims. Two types of ‘autonomy’ can be
distinguished: the ‘intellectual’ one which reféosa person’s
specific ideas and thoughts, and the ‘affectives arhnich is
about feelings and emotions (Schwartz, 1999).

2. Guarantee responsible behaviour to preserve treocial concept

Dimension Description

Hierarchy versus |« Describes how social order may be preserved ircietyo

Egalitarianism either by hierarchical or by egalitarian structures

* A culture that emphasises hierarchical structuses i
characterised by power differences and ascribe ttol
guarantee social and responsible behaviour. Keysvarthis
context are ‘social power, authority, humility, (§rwealth’
(Schwartz, 1999, p.27).

* An egalitarian culture is based on voluntary corapen with
others. It focuses on ‘equality, social justiceglom,
responsibility, [and] honesty (Schwartz, 1999, .28

3. Relationship between mankind and the natural andocial world

Dimension Description

Mastery versus » Societies which can be found on the mastery paeras that

Harmony the world may be mastered and changed, whereastiesobn
the harmony-pole are characterised by accepting/thiel as
itis.

» Key aspects in the context of mastery are ambisanogess,
daring acts as well as competence.

» Key aspects in the context of harmony are unitywiture,
protection of the environment and world beauty (&aftz,
1999).

Schwartz’'s model of cultural value types has amgfrtheoretical basis and
demonstrates a number of methodological strengBthwartz, 1992, 1994). The

meanings of all items were checked to ensure they tould be adopted across the
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cultures under investigation. The stability of teue structures were also tested by
dividing the sample into several sub-samples (Sdawda994). Indicators of the
validity of Schwartz's model (1994) are the cortiglas of Schwartz’s dimensions to
Hofstede’s (1980, 2001) dimensions which share ssmmlar content. Hofstede's
individualism scale is, for example, positively ated with affective and intellectual
autonomy, and negatively correlated with conseswa{iSchwartz, 1994).

The next section will discuss the application ofth®artz’'s cultural value

dimensions to a business context.

(ii)  Smith’s, Peterson’s and Schwartz’s Cultural Value Research

The large cross-cultural study carried out by SmRleterson and Schwartz
(2002), explored how middle managers in 47 countnandled eight work events in a
manager’s department. These included the appoittoera new subordinate, the
replacement of equipment or machinery, and thediction of new work procedures
(Smith, Peterson and Schwartz, 2002). The purpbskistudy was to test whether
the cultural value dimensions which were developgdHofstede (1980), Schwartz
(1999) and Trompenaars (1993) could predict thecsoaf guidance managers relied
on to handle these eight work events (Smith, Peteasid Schwartz, 2002). Sources of
guidance included formal and vertical sources, agthe reliance on formal rules and
on superiors, as well as more tacit sources, sadhereliance on unwritten rules, or
co-workers. Data from 7,035 managers in 47 diffei@untries were analysed. The
country sample sizes varied between 38 (Philippiaesl 342 (US). Results showed
that cultural values predicted the sources of quidaon which middle managers rely
when dealing with vertical relationships with theganization, while cultural values

were less reliable ‘in predicting reliance on pearsl on more tacit sources of
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guidance’ (Smith, Peterson and Schwartz, 2002,8).1ldence, managers’ inherent
cultural values are believed to be an influenciagtdr when they have to decide about
how to handle particular work events. Despite sdiméations, such as small sample
sizes in particular countries (e.g. Philippined)e twork of Smith, Peterson and
Schwartz (2002) provides further empirical evidefarethe potential impact of culture

on management behaviour.

(iii) Trompenaars’ and Hampden-Turner’s Cultural Value Research

Further important contributions to cross-culturasearch since the 1990s are
those by Trompenaars and Hampden-Turner (Trompenda803; Trompenaars and
Hampden-Turner, 1998). Trompenaars (1993) startdldoting data in the 1980s,
which by the late 1990s comprised about 30,0000mdgnts from 50 different nations,
including both management employees and adminigrataff. Data was collected by
means of a questionnaire and case studies, inguditerviews (Trompenaars and
Hampden-Turner, 1998).

Trompenaars (1993) developed seven dimensionsh®rahalysis of cultural
values. These are: ‘universalism versus partigddri ‘individualism versus
communitarianism or collectivism’, ‘affective or efonal versus neutral
relationships’, ‘specificity versus diffuseness’achievement versus ascription’,
‘orientation towards time’ and, ‘internal versustexal control’. These seven
dimensions represent three dilemmas or problentswiich humankind is faced. Such
dilemmas concern: (1) problems which occur in tbetext of relationships with other
people, (2) problems which arise in relation togjnand (3) problems in relation to

nature. The first five of the dimensions listed wabdeal with the first dilemma and are
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derived from Parsons’s relational orientations (&farsons, 1951). Table 2.7

summarises these five dimensions.

Table 2.7: Trompenaars’ Dimensions of Culture (Dilemma 1)

Dilemma 1: Problems arising from relationships withother people

Dimension

Description

1. Universalism
Versus
Particularism

Universalist societies are characterised by trengtattitude
that general rules and obligations should be réspen any
case and no exception should be accepted.

Particularist societies focus on particular inteselsat are
more important than rules. Relationship and friémalplay
an important role and, therefore, come before tkesr
(Trompenaars, 1993).

2. Individualism
versus
Communitarianism

The difference between more individualistic orcantrast,
rather communitarian societies is whether the fasdisst
put on individuals’ needs within a community ortbe
community to which individuals belong (Trompenaars,
1993).

3. Affective or
Emotional versus
Neutral
Relationships

In affective societies emotional relations are padaily life.
It is also usual to show emotions in a businesses@s such
behaviour is not considered to interrupt ongoingiess.

In neutral societies, business relations are nasle-triented,
it is important to achieve set aims within a gitene-frame.
Emotions are considered to confuse the working sprinere
(Trompenaars, 1993).

4. Specificity
versus Diffuseness

In diffuse cultures, relationships are characteriset only by
a simple topic. To successfully conclude a contliact
essential to get to know the partner personallpieetalking
about the content of the contract. Important fdsum the
relationship and trust in the business partner.

In specific cultures, business practices are cleniaed by
relationships which are task-oriented and presdribe
contracts. (Trompenaars, 1993).

5. Achievement
versus Ascription

Achievement oriented societies are characterisgoebple
who are assessed on their success of having adstexgbl
particular tasks.

Ascription oriented societies assess people by tasiilial
background, their gender, and by their status @tiip
networks.

In an achievement culture, one might be asked titegt
studied, in an ascriptive culture the question maolv
university someone studied is deemed much more riigupo
(Trompenaars, 1993).
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The sixth dimension is allocated to the secondnuib@ and the seventh
dimension is related to the third dilemma. Both@mesented in Table 2.8.

Table 2.8: Trompenaars’ Dimensions of Culture (Dilemma 2 and 3)

Dilemma 2: Problems arising in relation to time

Dimension Description
6. Attitudes to Societies differ in the way they perceive pastspre and future:
Time » Some societies look back to the past and asseptefseo

present status in terms of their past achievement.
e Other societies are more oriented towards the duteeople
are assessed by their present and future plans.

The perception of ‘time-models’ differs betweenistes:

* Some societies consider time as a straight lirenarray of
sequences, event after event.

» Other societies perceive time as a circle stanfiing
continuous flow between past, present and future
(Trompenaars, 1993).

Dilemma 3: Problems in relation to nature

Dimension Description

7. Attitudes to * Addresses the question of whether nature is supteme
Nature and the individuals or vice versa.

Environment  Listening to music with a headset, for example |¢de seen

as an instrument to avoid disturbing others by lowgic.
Such an attitude reflects that the power of natire
considered supreme to the individual.

» Listening to music with a headset could also ba s&sean
instrument to avoid being disturbed by others. Htitude
reflects that nature is less powerful than indiaidueeds
(Trompenaars, 1993).

Trompenaars (1993) and Trompenaars and HampdereiT (k898) based their
cultural model on extant theoretical work (e.g.98as, 1951). They did not develop
new dimensions, but contributed to the developroéeiisting theoretical foundations
and underpinned these with data. However, therg exi particular country scores for
the cultural dimensions and additional critique @@ns a missing test of the empirical

validity of these dimensions (Mdiller, 2007).

45



(iv) The World Values Survey

The World Values Survey, which is led by Ronaldléhgrt, is a further cross-
cultural study that is important in the contexiafye scale cross-cultural research. The
World Values Surveys have been carried out evegyyears since 1990. Currently, the
fifth wave of data collection is taking place (wwwarldvaluessurvey.org). Inglehart
assumes that values are related to two waves ofoetgc development: the transition
from an agrarian to an industrial society, andtthasition from an industrial to a post-
industrial, or knowledge society (Inglehart, 200B)e aim of the World Values Survey
is to investigate socio-cultural and political cganworldwide. Research has been
carried out in more than 80 societies across aitisents. The analyses of the World
Values Surveys have provided evidence of graduapbwvasive changes in people’s
values over time (Inglehart and Welzel, 2005) armveh generated numerous
publications (e.g. Inglehart and Baker, 2000; MwmK2007; Smith, 2011).

The World Values Survey represents an enlargemietiteoEuropean Values
Study (EVS) which was carried out for the first éirm 1981, and has been repeated
every nine years since then (www.europeanvaluegstuyl The fourth wave in 2008
covered 47 European nations and about 70,000 rdepts) The purpose of the EVS is
to analyse via questionnaires basic human valugkeoEuropean population and to
find out whether common European values exist, ndretultural values have changed
over time, the role that Christianity plays in thsntext, and the likely implications of
these developments for European unity. The fouumels of the study allow the
analysis of change in European societies over s@af almost thirty years. The
investigators, who are coordinated by the Work @rdanization Research Centre
based in Tilburg University (www.tilburguniversigdu), found that there have been

strong changes regarding civil, familial, and séxuares. Detailed documentation of
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the EVS can be found in the source books of theesponding data collection waves

(e.g. Halman, 2001; Halman and Vloet, 1994).

To summarise, the investigations by Schwartz, Tremagrs, Inglehart, and
colleagues have in common that they use culturhlegaas a unit of analysis and
investigate cultures at the societal level. Theapondents, though, are rather different:
managers and administrative staff in the case @mpenaars (1993) and school
teachers and college students in the case of Sth\{&899). Also, the number and
definitions of dimensions along which they assegsies are rather different. Despite
the diversity of their work, these researchersarted in the belief that differences
between cultures exist and persist. They are driwerthe idea that the concept of

culture can be measured and cultures therefore a@dMoore et al., 2008).

2.3.7 Value-Free Approaches to Culture Measurement

Other authors, such as Hall (1976), Leung, Bond taed colleagues (Leung
and Bond, 2004; Leung et al., 2002) opt for a vditae approach to compare cultures
(Taras, Rowney and Steel, 2009). As the notionuediee’ proclaims, these are
authors who compare cultures by means of conceipés than values.

Hall (1976), for example, compared cultures aceaydp their communication
style. He differentiated between low and high-cantailtures. In low-context cultures
communication is very precise, whereas in high-edntultures a relevant part of
communication can be understood from the contexdstdrn societies belong to low-
context cultures, while Asian societies are corrsideo be rather high-context cultures
(Hall and Hall, 1990). According to Taras, Rowneyd &Steel (2009) ‘no large-scale

empirical cross-cultural comparison study has beedertaken to quantitatively
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position existing cultures along the low-high-cotttedimensions’ (p.359). The
disadvantage of the low-high context approach et tlh has not been tested by
substantial empirical evidence yet, which wouldrbguired to validate the concept
(Taras, Rowney and Steel, 2009).

The value-free approach to culture measurement loypdB Leung and
colleagues describes culture in terms of genel@fbeor ‘social axioms’ which guide
behaviour. The purpose of their study was to retlezde general beliefs across cultures
(Leung and Bond, 2004; Leung et al., 2002). Respotsdof the study included 128
psychology students and 230 citizens in China,esgting a total sample of 358
respondents. In Venezuela, the sample consistéddfrespondents (95 students and
108 adults from metropolitan areas). The otherarses were only gathered among
university students: 114 students participatedhm WS, 99 in Germany, and 211 in
Japan. Five dimensions of social axioms were degeeland initially empirically tested
(Leung et al., 2002). The dimensions which werentbby Leung and colleagues are
‘cynicism’, ‘social complexity’, ‘reward for applation’, ‘spirituality’, and ‘fate
control’.

A further study across 41 nations replicated thatral findings and provided
additional empirical evidence of Leung et al.’'s@2Pmodel of social axioms (Bond et
al.,, 2004). To conclude, Leung and colleagues ®amxk in the initial step of
developing a framework of social axioms in orderidentify major general beliefs
which are likely to prevail across cultures (Lewteal., 2002). In addition, they were
able to complement this initial step with a largeale cross-cultural study which
evaluated the generality of these social axiomesacnumerous cultures (Bond et al.,

2004).
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As was shown in this section, there exist limitggpraaches to measuring
cultural differences which are free from a valuespective. The concept of Hall
(1976) lacks empirical evidence, whereas the wdrkening and colleagues regarding
social axioms has been successfully tested. Reggardif missing or existing empirical
evidence though, these researchers, like thosarcdsrs who follow cultural value
approaches, are united in the idea that societalres are different from each other

and that the concept of culture can be measursocattal level.

2.4 Summary

This chapter provided an overview of the conceptcoture. The roots of
cultural research which lie in anthropological mash were discussed and definitions
of culture were presented. Despite a long listeffrations, most researchers agree on
the concept of culture as being a shared meaninghwls transmitted across
generations. This can be represented as an ‘odiagram with cultural values at its
core. The levels of societal and organisationalucelwere detailed in the chapter, and
it was shown that societal culture is the mostvaaié determinant of organisational
culture.

Further, the chapter described the development edsoring the concept of
culture. It explained the shift from qualitative ¢mantitative methods of measuring
culture and discussed value and value-free appesadb culture measurement.
Regardless of their research approach, researchslved in cross-cultural
investigations are agreed that society is the gp@a@ unit of analysis and are driven
by the idea that differences between cultures eXisey argue that the construct of

culture can be measured and, therefore, culturebe@ompared to each other.
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A review of Hofstede’s (1980) seminal work and GeOBE study contributed
to the justification for the present study, whiailldws the approach of the GLOBE
study. Major arguments presented in the chaptethatethe GLOBE study overcomes
most of the criticism which has been levelled atdtirle’s work, and that the GLOBE
study is the most recent and ambitious cross-@lltavestigation available.

From this review of the culture literature, one angrgument is relevant for the
construction of the research questions. This sigeaifgument is that culture is a
concept which can be measured and, hence, companéth implies that differences
between cultures exist. This builds the basis Fe@ tesearch questions addressing
differences in the structure and content of cogaiteadership schemas in a French and
German business context. More detail about ther@atbi these differences will be

clarified in the next two literature review chater
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CHAPTER IlI

LEADERSHIP: CONCEPTUALISATION AND LEADERSHIP THEORIES

3.1 Introduction

The following chapter provides an overview of thenceptualisation of
leadership in an organisational context and oudlirecent research developments in
this area. The chapter will be introduced by présgrthe origins of leadership which
will include a discussion of definitions of leadeis and a comparison of the terms
leadership and management. The specific relatipnsetween leaders and followers
will be summarised and the concept of leadershigce¥eness will be clarified. This
chapter will provide further details of differenfteories of leadership and discuss
contingency theories as well as charismatic antstoamational theories. An overview
of more contemporary leadership theories includmglicit leadership theories will
lead into connectionist theory. This theory is gsed to the cognitive science
leadership approach and sets the basis for thetitpiase part of this cross-cultural

study. The chapter closes with a brief summary.

3.2  The Nature and Origins of Leadership

As with the notion of culture, no universally agtagoon definition of
leadership exists (Bass, 2008). The purpose of sbidion is, therefore, to briefly
discuss the origins of leadership and summaris@magfinitions of the concept. In
order to holistically present the term of leadgushthe notion of management in
contrast to leadership will be introduced. The trefeship between leaders and

followers and the notion of leadership effectivened| also be outlined.
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3.2.1 The Origins of Leadership Research

Scientific research on leadership as it pertairg@anisations only began in the
20" century. The initial research interest within theld of leadership focused on
individual leaders who were predominantly male wwdking for large organisations in
the private sector in the US (Avolio et al., 2083man, 2003; Day, 2000; Morrison,
2000). Over time, the context of leadership rede&@s become increasingly diverse
and now includes private, public, and not-for-profiganisations.

While leadership was initially examined by idenitify individuals’ leadership
characteristics, more recently it is regarded asoee complex social dynamic which
focuses on dyadic, shared, relational, strategnd global concepts of leadership
(Avolio, 2007; Yukl, 2010). More recent investigats view leadership as a process
which involves several people within a group oramigation (Drath and Palus, 1994),
including a focus on ‘followers, peers, supervisaverk setting/context, and culture’
(Avolio, Walumbwa and Weber, 2009, p.422). It, #fere, takes the context in which
leadership can be observed into consideration (Ay&@007). Other recent research
guestions relate to leadership emergence and nd&geon leader actions (Yukl, 2010).

The research has also become more internationahdyding samples of
respondents from different nations (Avolio, Walungband Weber, 2009). The most
important theme emerging from much of this bodyitefature is a focus on leadership
effectiveness (Yukl, 2010). The following discussiof leadership definitions aims to

examine this term in greater detail.

3.2.2 Definitions of Leadership

There exists a multitude of definitions of leadgusin an organisational

context, which is the context of interest to thisdis. Stogdill (1974) summarises his
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comprehensive review of the leadership literatyr@dinting out that ‘there are almost
as many definitions of leadership as there areoperg/ho have attempted to define the
concept’ (p.259). Yukl (2010) explains the multéuadf leadership definitions by
arguing that ‘leadership is a word taken from tbmmon vocabulary and incorporated
into the technical vocabulary of a scientific dmitie without being precisely

redefined’ (p.20). Table 3.1 presents a selectidaawlership definitions.
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Table 3.1: Definitions of Leadership (adapted from Yukl, 2010)

Definition Source

Leadership is ‘the process of influencing Rauch and Behling (1984, p.46)
activities of an organized group toward goal
achievement'.

Leadership is ‘the ability to step outside the | Schein (2004, p.2)
culture [...] to start evolutionary change
processes that are more adaptive’.

‘Leadership is realized in the process wherep$mircich and Morgan (1982, p.258
one or more individuals succeed in attempting
to frame and define the reality of others'.

‘Leadership is the process of making sense pDrath and Palus (1994, p.4)
what people are doing together so that people
will understand and be committed'.

Leadership is ‘the influential increment over | Katz and Kahn (1978, p.528)
and above mechanical compliance with the
routine directives of the organization’.

‘Leadership is exercised when persons [...] | Burns (1978, p.18)
mobilize [...] institutional, political,
psychological, and other resources so as to
arouse, engage, and satisfy the motives of
followers’.

‘Leadership is a process of giving purpose | Jacobs and Jaques (1990, p.281)
(meaningful direction) to collective effort, and
causing willing effort to be expended to
achieve purpose’.

Leadership is ‘the ability of an individual to | House and Javidan (2004, p.15)
influence, motivate, and enable others to
contribute toward the effectiveness and succ¢ess
of the organizations of which they are
members’.

Leadership is ‘the behaviour of an individual Hemphill and Coons (1957, p.7)
[...] directing the activities of a group toward |a
shared goal’.

‘Leadership is about articulating visions, Richards and Engle (1986, p.206)
embodying values, and creating the
environment within which things can be
accomplished'.

In general, most definitions describe leadershipagsocess of influence, in
which the influence of leaders on other people route to particular objectives of a

group or an organisation (House and Javidan, 20@i¢hener, DelLamater and
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Schwartz, 1990; Rauch and Behling, 1984; Smirciuh lMorgan, 1982). Leadership is
a group phenomenon (Drath and Paulus, 1994), alghder cannot be designated
unless they have followers (Hollander, 1993). Lesldi@ implies the accomplishment
of specific goals and it is the leader’s respotigjbto direct their followers toward
achieving their set goals (Hemphill and Coons, 199he notion of leaders and
followers implies a certain hierarchy (Nahavandi0@). Porter and Geis (1981), as
Hollander (1993) define leadership as a social pheamon within groups:

‘Becoming a leader depends on acting like a ledal#reven more crucially, it
depends on being seen by others as a leader (Boddzeis, 1981, p.39).

Porter and Geis’ (1981) definition of leadership redated to the social
perception of leadership. Social perception is irtggd insofar as it influences
individuals regarding how they accept that a spepérson is qualified for leadership
tasks and appropriate to be their leader. Thus] bod Maher (1991) define leadership
as ‘the process of being perceived as a leaddri)p.

As can be seen, definitions of leadership are stibgeand vary from researcher
to researcher (Campbell, 1977). Yukl (2010) thusctudes that ‘there is no single
“correct” definition that captures the essence etdership’ (p.26). However,
researchers agree on leadership as a social phaoomaithin groups which is
characterised by an influence process betweenreaae followers, where followers

perceive leaders as such in order to accomplistinasgtional goals.

3.2.3 Leadership versus Management

In the context of defining leadership, the term aggment must be described in
order to clearly differentiate between the two @ptaalisations. The difference
between the terms leadership and management has thee subject of some

controversy in the literature (Bass, 1985; Schruajed Vansina, 2002; Watson, 2002;
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Yukl, 1999a; Zaleznik, 2004). According to Yukl (@) ‘nobody has proposed that
managing and leading are equivalent, but the degfesverlap is a point of sharp
disagreement’ (p.24).

There is consensus that leadership and managemeetwadifferent processes,
but that one person can be a leader and a managee same time (e.g. Bass and
Stogdill, 1990; Hickmann, 1990; Kotter, 1988; Mibé&zg, 1973; Rost, 1991). For
example, Mintzberg (1973) suggests that an indalidtan be both a leader and a
manager and he regards leadership as only one er@adagle among nine others. He
describes leading as motivating subordinates artdbleshing a favourable work
environment to enable them to work effectively. sTkdading role dominates the nine
other roles which consist of managing responsikegdisuch as monitoring, negotiating,
and disseminating information. In keeping with thasgument, Kotter (1988)
distinguishes between both concepts by suggeshag rhanagement contributes to
predictability and order within an organisation, esas leadership contributes to
organisational change. A balance between managnty leading is required to
guarantee an organisation’s performance. When gi@ons grow and become larger,
more management is required, while the focus isopukeadership when the external
environment of the organisation changes. As Kdit8B88) empirically demonstrated, a
perfect balance between both processes is diffitoltachieve. More recently,
organisational research has been concerned witQuestion of how both processes —
leading and managing — can be integrated (Yukllapsinger, 2005) and the majority
of scholars agree that leadership is a part of essful management within an
organisation (Yukl, 2010). A further management cess factor concerns the
effectiveness of the relationship between leaddrfatlower which will be detailed in

subsequent sections.
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3.2.4 The Leader-Follower Relationship

According to Hollander (1993) ‘without followerdydre are plainly no leaders
or leadership’ (p.29). Hence, leadership can becrde=s] as the process of being
perceived as a leader by others (Lord and Mah&1)1%r as a relationship which is
produced by leaders and followers together (e.gesand Uhl-Bien, 1995; Hollander,
1993; Jermier, 1993; Klein and House, 1995; Sha@@07). Such an approach
overcomes the criticism of leadership theories asg@ too ‘leader centric’ (e.g.
Meindl, 1990, 1995). Howell and Shamir (2005) acklemige the active role of
followers in the context of a leadership proce$saders and followers both play an
active role in shaping their mutual relationshigosd therefore in shaping organizational
outcomes’ (p.108). Lord and his colleagues (e.dl &tal Lord, 1995; Lord, Brown and
Freiberg, 1999; Lord, Brown and Harvey, 2001) aghee followers play a critical role
in determining the leader-follower relationship affirm that ‘the follower remains an
unexplored source of variance in understandingeiesdmp processes’ (Lord, Brown
and Freiberg, 1999, p.167).

The literature that incorporates followers as aveaht variable in the context of
leadership processes tends to rely on relationatletsosuch as leader-member
exchange theory (e.g. Brower, Schoorman and Tab);2Braen and UhI-Bien 1995;
Liden and Antonakis, 2009; Scandura, Graen and KNo¥886; Schriesheim, Castor
and Cogliser, 1999; Schyns and Day, 2010). Thierthasserts that the quality of the
relationship between leader and follower influentes quality of leadership and its
outcomes (Gerstner and Day, 1997).

Other studies have explored the effect of followers leadership processes
through, for example, the moderating effects ofiézahip on work outcomes due to

particular follower characteristics (e.g. Dvir aBdamir, 2003; Erhart and Klein, 2001,
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Wofford, Whittington and Goodwin, 2001). Erhart a#idein (2001) carried out a
laboratory study among 267 college students anddidbat participants’ values and
personality could be used to predict their prefeeciior specific leadership styles. They
examined charismatic leadership versus two othglesstwhich were labelled as
relationship-oriented and task-oriented leadergBifnart and Klein, 2001) and called
for more research to explore the role of followersthe formation of charismatic
relationships. Dvir and Shamir (2003) explored th#tuence of 800 followers on
transformational leadership in 54 military unitseowa period of four months. They
found that transformational leadership is not omnijzerent in leaders but can be
changed by leader-follower relations over time.rand Shamir (2003) argue that this
highlights the need for inclusion of followers’ ¢hateristics in the study of leadership.
Howell and Shamir (2005) thus suggest focusing northe active role that a follower
may play when deciding whether to follow a part@eukader. Such decision processes
of followers are mainly influenced by the degreewbich followers’ values and
identity can be represented by the leader (Howwll Shamir, 2005).

On the basis of these findings, it appears to lserdgml to take followers into
account when investigating and understanding tbegsses that shape perceptions of

leadership.

3.2.5 Leadership Effectiveness

As outlined in section 3.2.1, leadership reseasciprimarily concerned with
leadership effectiveness (Chemers, 2001; Yukl, 49%kl, 2010). The aim of this
section is to provide a brief overview of the meabllity of leadership effectiveness.
As with the definition of leadership, conceptudiisas of leader effectiveness differ

between researchers but most agree that leadefbgbiveness can be evaluated by its
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‘consequences of influence on a single individaakam or group, or an organization’
(Yukl, 2010, p.28). Consequences of leadershipuanfte include measurable
indicators such as objective measures of returringastment or productivity (e.g.
House, 1971; Mahsud, Yukl and Prussia, 2011; S@eiterttula and Xin, 2005), in
addition to subjective measures such as follow&udes and perceptions of the leader
(e.g. Ayman and Chemers, 1983; van Knippenberd.,e2@05; Weinberger, 2009). A
summary of the main measures of leadership efientiss that are used in leadership
research is provided in Table 3.2.

Table 3.2: Objective and Subjective Measures of Leadership Effectiveness

Objective measures

Measures Authors
Performance or goal achievement Mahsud, Yukl and Prussia (2011);
* Net profits Marcoulides and Heck (1993); Kaiser,
« Profit margins Hogan and Craig (2008); Kumarasinghe
e Market share and Hoshino (2010); Waldman and
« Other Yammarino (1999)
Leader career path Brutus, McCauley and Fleenor (1996);
« Promotion time span Mumford et al. (2000)
* Age and experience of managers

Subjective measures

Measures Authors

Follower attitudes, perceptions and beliewamleh and Gardner (1999); Barroso
» Followers’ needs and expectations Castro, Villegas Perifian and Casillas
Bueno (2008); Howell and Shamir (2005)

Perceptions of the leader Barbuto Jr. (2000); Dhar and Mishra
» Respect for and admiration of the | (2001); Tsai, Chen and Cheng (2009)
leader
e Trust
Leader’s role in group processes Awamleh and Gardner (1999); Gilley,
» Encouraging co-operation Dixon and Gilley (2008); Oreg and
» Preparation for change Berson (2011); Smollan and Parry (201[1)

As can be seen from Table 3.2, leadership effentise has been investigated in
a multitude of ways. These studies aim to anallgseeiktent to which a group or any

other organisational unit improves its performaacachieves other specific goals as a
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result of different leadership styles or attribué@song managers (Yukl, 2010). Hence,
leadership effectiveness is connected to leadesthips or leadership attributes and is,
therefore, relevant for this study as leadershipramce and leadership in Germany are
expected to be different. This means that a Frenahager in Germany might be

considered less effective than in France, and werea. More detail about the specific

French and German leadership context will be disedisn later chapters of this thesis.

3.2.6 Leadership Adjustment

Research on so-called expatriate adjustment previdsights into how the
expatriate experience, including the experiencexgfatriate leaders, can influence a
number of important outcomes. This is relevanth® present study, investigating the
perceptions of leadership of employees and managdfsance and Germany, since
leadership is most effective when leaders and vi@ls have similar perceptions of
effective leadership (Lord and Maher, 1991). Thisams that followers are more
motivated to follow when their expectations aboeadership correspond to their
leader’s actual leadership behaviour (Lord and Mal@91).

According to Selmer (1999), the successful impletatgmm of global strategies
‘depends on getting the right people with the rigkitls, at the right time’ (p.77), and
in the right place. This involves the movement aipédoyees and managers across
national borders (Adler and Bartholomew, 1992). Tleeelopment of internationally
mobile expatriates is therefore regarded as aegfiatimperative in multinational
corporations due to the need for employees and geasdo be available for foreign
assignments (Downes and Thomas, 1997; Punnet, T9@mas and Lazarova, 2006;
Tung, 1981). Thus, the topic of international atipent is extremely relevant when

seeking to understand the nature of cross-cultezalership.
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While domestic adjustment concerns the basic psoedsere employees or
managers adjust to a new setting (e.g. in a newelship role within the same
country), international adjustment describes thec@ss of how expatriates adjust to a
foreign work context (Black, Mendenhall and Oddd991). The terms adaptation,
adjustment and acculturation are used interchamgeal most of the definitions refer
to adjustment as the fit between individuals ararthocial environment (Gudykunst,
Wiseman and Hammer, 1977). The challenge for eigpas; including expatriate
leaders, in undertaking foreign assignments isttiet are faced with the challenges of
adjusting to a different way of life than in thewn country, while at the same time
having to perform successfully in an unfamiliar waontext. In this context, Sanchez,
Spector and Cooper (2000) stated that

‘learning to manage in and cope with a foreign ssrvinent involves a profound

personal transformation [...]. Indeed a managernsegpe that works at home

may fail to produce the desired response abroad,it omay be even
counterproductive’ (p.96).

Some expatriates have difficulties in adjusting tloeir new cultural
environment, which results in them returning pramely to their home country. Such
expatriate failure can incur considerable costal{®dn and Collings, 2011; Selmer,
1999). However, it has been argued that expatriabesfail to adjust, but who remain
working on foreign assignments, do not perform efiely and can cause even more
damage to their company than those who return greeig (Forster, 1997; Harzing,
1995; Scullion, Collings and Caligiuri, 2010). Thas understanding of the adjustment
process is critical for organisations in order toccessfully manage expatriate
assignments.

The most well-known framework for analysing adjusii processes is the
model of Black, Mendenhall and Oddou (1991) inahgdwork adjustment, general

adjustment and interaction adjustment. ‘Work adnestt’ reflects the adjustment of
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expatriates to work, 'general adjustment’ reflettts adjustment of expatriates to the
general environment of the host country, and ‘exton adjustment’ reflects the
adjustment of expatriates in their interactionshwiitost nationals. This concept of
adjustment, however, has been criticised for bégatgambiguous to investigate the
everyday challenges experienced by expatriatesoneggn work context (Hippler and
Caligiuri, 2009). Searle and Ward (1990) furtheitigse that the definition of
‘adjustment’ is not clear enough, and there is ek laf knowledge about how
adjustment changes over time.

Two types of adjustment are described in the liteea psychological and
socio-cultural adjustment (Ward, Bochner and Fummha2001). Psychological
adjustment describes the psychological well-beihg@xpatriates in a foreign context
and is considered as a predictor of prematurengtaf expatriates (Dowling, Festing
and Engle, 2008). Socio-cultural adjustment dessrithe ability of the expatriate to
successfully interact with people of the host aetut is considered to be a predictor
for measures of success such as task fulfilment.

Since the seminal work of Black and his colleagusdjustment has been
analysed in multiple ways and many variables haenlused to measure adjustment
(Anderson, 1994). To date, the field of cross-aaltiadjustment is characterised by
three main topics: antecedents, modes and outcofremjustment (Haslberger, 2005)

as detailed in Figure 3.1 below.
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Figure 3.1: Overview of Important Variables in Current Adjustment Research
(adapted from Festing and Maletzky, 2011)
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As can be seen from Figure 3.1 antecedents camdopey according to four
categories: individual, job-related, organisatioaatl non-work-related factors. Modes
of adjustment usually focus on the strategies, wilite used to achieve adjustment.
Table 3.3 below provides an overview of the thresamtategories identified above,

and examples of research undertaken to investigats.
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Table 3.3: Antecedents, Modes and Outcomes of Cross-Cultural Leadership
Adjustment

Variables Examples from the literature
Antecedents

Individual factors

- gender

- self efficacy and monitoring

- goal orientation

- communication competency and
strategies

- nationality, culture

Gong and Chang (2007); Harrison,
Chadwick and Scales (1996); Jun and
Gentry (2005); Komisarof (2009); Mane|
and Stevenson (2001); Masgoret (2006
Ouarasse and van de Vijver (2005);
Selmer (1999); Varma, Pichler and
Budhwar (2011)

Job-related factors
- role ambiguity

- role discretion

- role conflict

Black and Gregersen (1991); Black,
Mendenhall and Oddou (1991)

Organisational factors

- company support

- pre-departure (intercultural training
- post-departure (work rule novelty)

Aycan (1997); Black, Gregersen and

Mendenhall (1992); Claus, Lungu and
)Bhattacharjee (2011); Forster (1992);
Mendenhall and Oddou (1985); Tung
(1987)

Non-work-related factors
- family issues

Birdseye and Hill (1995); Caligiuri et al.
(1998); Elfenbein and Ambady (2003);
Selmer (2007)

Modes

- coping strategies

Navara and James (2002); Stahl

Caligiuri (2005)

Outcomes

Interaction adjustment
Work adjustment

Black, Mendenhall and Oddou (1991);
Haslberger (2008)

General adjustment

As can be seen from Table 3.3 nationality and ceilare individual factors
which can influence the process of cross-cultueaddérship adjustment. Manev and
Stevenson (2001), for example, investigated effectsthe managerial network in
multinational enterprises among a sample of moaa #50 managers of 41 different

nationalities. The researchers found that managés come from similar cultures

establish and maintain strong network ties, whighansidered to be highly relevant

to work since ‘initiatives are often coordinatedatiigh the network rather than through
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the hierarchy’ (Manev and Stevenson, 2001, p.ZBl@ means that it is more difficult
to create such ties between managers with differeltairal backgrounds, and that the
adjustment process of expatriates might be infladrixy their nationality.

One of the key organisational factors which is éadd to contribute to the
success of foreign assignments is cross-cultuaalitrg prior to leaving for the foreign
assignment (Black and Mendenhall, 1990). The lackraining is considered as a
primary reason for high expatriate failure rateslleh, 2004; Black, 1988; Mendenhall
and Oddou, 1985). Non-work related factors inclddmily issues. The study by
Caligiuri et al. (1998), for example, found thaitema such as the support of the
expatriate’s family and their adaptability wereateld to the expatriate’s adjustment to
working in the host country.

A further factor which influences the process obss-cultural adjustment
concerns the coping strategies of expatriates. &'bessist of the strategies which are
used by expatriates to ‘manage, reduce, or overdbmenvironmental (e.g. cultural
differences) and internal demands (e.g. role camflthey encounter’ (Stahl and
Caligiuri, 2005, p.604). Coping strategies can lieee problem-focused or emotion-
focused (Lazarus and Folkman, 1984). Problem-fatusgping strategies include
behaviours which are ‘aimed at the managementeopénson-environment relationship
directly at the source of the stress’ (Stahl antigitei, 2005, p.604). Emotion-focused
coping strategies describe the regulation of emsetiwhich result from the stress. An
interesting feature of these coping strategiehas$ the outcome of these strategies is
dependent on the context and not inherently effecor ineffective (Lazarus and
Folkman, 1984). The study by Stahl and Caligiu@Q®), which investigated the
adjustment of German expatriates in the US an&pad, for example, found that ‘the

effectiveness of expatriate coping strategies assccultural adjustment depends on
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contingencies such as the country of assignmenpasition level (Stahl and Caligiuri,
2005, p. 611). The finding regarding the countryas$ignment is in line with previous
research which suggested that, in the context @wfural distance’ (Hofstede, 1980),
‘cultural novelty’ (Black, Mendenhall and Oddou, 919, ‘cultural toughness’
(Mendenhall and Oddou, 1985), or ‘cultural barri€Fsrbiérn, 1982), some countries
may be more difficult to adjust to than others. Tinding about position level is in line
with previous studies which suggested that expgasiazho have a higher status within
organisations may be more cross-culturally adjudsiiegin those at lower levels
(Caligiuri, Joshi and Lazarova, 1999). This canelzplained by expatriates at higher
levels who may have better coping options (e.gatgreautonomy, authority, and
control over resources), with greater resourcep (@.ger budget to hire interpreters, or
cultural coaches) to use problem-focused strategiesther explanation might be that
host national subordinates would acknowledge amsgpew the power of the more
senior expatriates, and thus, could be more wiltmdpelp expatriates in higher level
positions (Stahl and Caligiuri, 2005).

A further relevant finding of the study by Stahlda@aligiuri (2005) is that the
use of problem-focused coping strategies did neimséo influence the desire of
expatriates to stay in the host country. Their desd remain on the international
assignment was found to be primarily related to ¢bantry of assignment and the
amount of time expatriates had spent in the hoshtty. Expatriates who stayed in a
more culturally similar country and who were onigissient in the host country for a
longer time period were more likely to remain oe thternational assignment (Stahl
and Caligiuri, 2005).

As can be seen, cross-cultural adjustment is inflad by numerous factors.

The research in this area is dominated by a psggiual perspective, and the research
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referring to socio-cultural aspects focuses onitifieence of the family or spouse,
social networks and the perception of the expafgatdjustment by their local
counterparts (Festing and Maletzky, 2011). Henesearchers in the area of cross-
cultural adjustment call for a greater emphasistten social dimension including a
focus on leadership issues (Festing and Maletz@¢12Haslberger, 2005; Takeuchi,
2010). In conclusion, the area of cross-culturglistthent remains a relevant field of
research in the context of ongoing globalisatidre success of expatriates in their
foreign assignments depends on their adjustmeet telich in turn will influence the

performance of multinational companies.

3.3  Theories of Leadership

This section presents an overview of leadershipriege in an attempt to
contextualise this study. Early contingency theowidl be briefly outlined followed by
theories of transformational and transactional éesltip, and finally by contemporary

developments.

3.3.1 Contingency Theories of Leadership

Contingency theories evolved from research whiatrceptualised leadership as
a trait, or as a behaviour. So-called trait theprékating back to the early 2@entury,
were based on the idea that leaders were born @nohade, and aimed at identifying
those individuals, who were born to be great le;derorder to assign them positions
of leadership (Yukl, 2010). However, these theorigmored situational and
environmental elements which might play a roledentifying these leaders and failed

to account for individuals who possessed theséstyat were not in a leader position
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(Neera, Anjanee and Shoma, 2010). Hence, leadengl®ged explanation beyond the
notion of traits.

Further studies looked alternatively at leader beha to examine how it
impacts upon organisational performance (Halpin &vider, 1957; Hemphill and
Coons, 1957). This approach became known as thieigéic and Ohio State leadership
studies and vyielded similar empirical results ihestresearch. As a result leadership
was not considered to consist of inborn traits,dfudehaviour which could be taught to
individuals (Neera, Anjanee and Shoma, 2010).

Contingency theories overcome the criticism of making situational and
environmental elements and, therefore, consideimtieeaction between leaders’ traits,
behaviours, as well as the situation in which leslip occurs. Early contingency
theorists such as Weber (1924, 1947) acknowledbedimhportance of context for
leadership research. He found that differencestexkibetween bureaucratic and
charismatic leaders and that the emergence ofsrhatic leaders was due to social
crisis. Although this assumption was questionedfusther research (e.g. Bass and
Stogdill, 1990), the consideration of context witheadership research became a
feature of subsequent research (Bass, 1985; B&988; Conger and Kanungo, 1988;
Klein and House, 1995). Table 3.4 provides an adearvof the most relevant

contingency theories.
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Table 3.4: Overview of Contingency Theories of Leadership

Theory

Summary

Trait contingency model
(Fiedler, 1967)

Considers two variables in defining leader effemtioss]
leadership style and the extent to which the sinadf a
leader is favourable for influence. Leadership estyd
measured through the Least Preferred Co-workeres
Situational favourability is defined by leader-mem
relations, task structure, and position power (I€iec
1967).

Situational leadership
theory (SLT) (Hersey
and Blanchard, 1969)

Explains that leaders’ task behaviour and relahgn
behaviour interact with subordinate maturity aniluignce
leader effectiveness. SLT considers one situatioaaable
(subordinate maturity) as a moderator of two lea
behaviours (task and relationship) and leader
effectiveness (Blank, Weitzel and Green, 1990).

cal

der
ship

Normative contingency
theory (Vroom and
Yetton, 1973)

Argues that two factors in decision-making are @iut¢he
amount of information the leader has about the i@t
and the degree of support the leader is likelyawehfrom
followers to implement the decision made. Idendifi@
continuum of leader decision styles depending enekiel
of involvement of followers in the decision (Nee
Anjanee and Shoma, 2010).

Path-goal theory (House
and Mitchell, 1974)

Considers leadership as an interaction betweenwells’
goals and the leader. It suggests that leadersicstnalp
followers develop behaviours which are favouraldbe
goal achievement. It argues that the effect of fieader
behaviours (supportive, directive, participativend:
achievement oriented) on subordinate effort

satisfaction is moderated by task and subordi

and
nate

characteristics (House and Mitchell, 1974).

Contingency theories consider contextual elemanth as Fiedler’'s (1967) trait

contingency model, Hersey and Blanchard’'s (196®)asibnal theory, Vroom and

Yetton’s (1973) normative contingency theory, ammlibe and Mitchell’'s (1974) path-

goal theory as described in Table 3.4. A commotufeaof these theories is that they

all attribute different leadership styles to par# contextual demands which

positively impact performance outcomes (Avolio, 2D0rhus, based on these theories,

assertions can be made about which traits are likebt effective in specific situations

(Morrison, 2000). Such an approach assumes thattamment of favoured outcomes
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is ‘a function of what some authors termed theor match between leader’s traits,
style, and orientation and follower maturity antuational challenges’ (Avolio, 2007,
p.27f).

Thus, from the perspective of contingency thearis@dership is a relationship
between individuals in social situations, and indisals who are labelled as leaders in
one situation may not be viewed as leaders in andgthg. Tannenbaum and Schmidt,
1958; Stogdill, 1974). Contingency theory diffeiatés between internal contingencies
and external contingencies as can be seen in Bdhle

Table 3.5: Examples of Internal and External Contingencies

Internal contingencies

Attributes Authors
» Personal qualities of leaders Avolio (2005); Avolio and Luthans
« Experience and personality of (2006); House and Mitchell (1974);
followers Maurer (2002)

¢ Cultural orientation

External contingencies

Attributes Authors
» Strategy Bass (1997); Brown (2004); Lord and
» Technology Yukl (2010); Triandis (1995)
e Organisational structure

e Culture

Hard | « Stability of social context Fiedler (1967); Weber (1924,1947)

Soft | « Psychologically safe climate | Hofman, Morgeson and Gerras (2003)

Internal contingencies are discussed in, for exanpath-goal theory (cf. House
and Mitchell, 1974) and involve elements ‘such a&sspnal qualities of leaders,
experience of followers, personality of followegender, motivation, capability, and
cultural orientation’ (Avolio, 2007, p.27). Extetnaontingencies involve different
aspects of context ‘such as strategy, technologyarozational structure, position,
stability, tasks, climate strength, social and jdgisdistance, and culture’ (Avolio,

2007, p.27). Furthermore, external contingenciesbmmsub-divided into hard and soft
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contingencies (Yukl, 1999b). A hard contingency,dgample, might be the stability of
a social context (e.g. Fiedler, 1967; Weber, 19817), whereas a soft contingency
could be represented by a psychologically safe atkmwithin organisations where
employees feel at ease with expressing criticiswatds, for example, organisational
processes (Hofmann, Morgeson and Gerras, 2003).

The contingency theories of the 1970s developethdurfrom behavioural
theories of leadership effectiveness, such as gadh-theory (House and Mitchell,
1974) and normative decision theory (Vroom and ofett1973) to theories of

transformational and charismatic leadership thednehe late 1980s (Yukl, 1999b).

3.3.2 Transformational and Charismatic Leadership T heories

From contingency theories, leadership theory dhifte transformational
leadership which acknowledged the relevant rol®lbdwers in the leadership process.
Since then, leadership researchers have recogriesdership as a perceptual
phenomenon where the perceptions of followers arnengortant determinant of leader
influence (Awamleh and Gardner, 1999).

Transformational leadership ‘has been the mosuietly researched leadership
theory over the last two decades’ (Avolio, 200726).in explaining the leaders’
influence on followers, and thus, provides an esslencontribution to the
understanding of leadership processes (Yukl, 1998tnsformational leadership is
defined as the effect leaders have on followers thedbehaviour which is used to
achieve this effect (Bass, 1985). Yukl (1999b) deta

‘The followers feel trust, admiration, loyalty, danespect toward the leader, and

they are motivated to do more than they originapected to do. The

underlying influence process is described in teahsotivating followers by
making them more aware of the importance of taskarmes and inducing them

to transcend their own self interest for the sakéhe organization’ (Yukl,
1999Db, p.286).
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Thus, a transformational leader is a person whoivatets followers by
demonstrating their contribution to the achievemesft organisational goals.
Researchers investigating transformational leadeisiclude e.g. Bass (1985); Bennis
and Nanus (1985); Burns (1978); Sashkin (1988hyand Devanna (1986, 1990).

Leadership theory distinguishes transformationainfrtransactional leadership
behaviour (e.g. Bass, 1985). Both types of behasi@re defined ‘in terms of the
component behaviours used to influence followerd tre effects of the leader on
followers’” (Yukl, 2010, p.277). Transactional leasi@p is different from
transformational leadership insofar as it includgsocess of exchange between leaders
and followers in which followers carry out theiraliers’ requests (Yukl, 1999b).
Contingent reward behaviour, passive and active ag@ment by exception are
elements of transactional leadership behaviour [YuUl©99b). Transformational
leadership behaviour is characterised by the fofigwindividualised consideration,
intellectual stimulation, idealised influence (akara), inspirational motivation,
articulating a vision, and high performance expsmta (Podsakoff et al., 1990). Bass
(1985) also agrees that transformational and trdioseal leadership behaviours are
distinct, but are not mutually exclusive procesg&dfective leaders combine both types
of leadership behaviour (Yukl, 2010).

These types of leadership can be measured by thé&fddtor Leadership
Questionnaire (MLQ), the content of which has clehgnd developed over time
(Avolio, Bass and Jung, 1999; Bass and Avolio, }9%Within this questionnaire
subordinates rate the frequency of which partictypes of behaviour are displayed by
their superiors. Most of the studies which investiggtransformational and transactional
leadership behaviour by means of the MLQ agree #ithdistinction between both

types of leadership. Furthermore, there is consermmong empirical findings
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regarding the effectiveness of transformationaldéeship, which is not found for
transactional leadership. Positive correlationshwiffectiveness criteria such as
subordinate satisfaction, motivation and perforneahave been reported (e.g. Lowe,
Kroeck and Sivasubramaniam, 1996).

As described above, one component of transformatieadership is charisma,
as also measured by the MLQ. The construct of shmj however, serves also as a
basis for theories of charismatic leadership (Egnger and Kanungo, 1987; House,
1977; Shamir, House and Arthur, 1993). Charismbadership theories focus on
leader behaviour in order to stimulate followersvginleh and Gardner, 1999).

Originally, the word charisma comes from an anci@éntek word and means
‘gift’ (Conger and Kanungo, 1987). Weber (1968)ides$ it as

‘a certain quality of an individual by virtue of wdh he is considered

extraordinary and treated as endowed with superadaguperhuman, or at least
specifically exceptional powers or qualities’ (pl24

In the context of charismatic leadership theottitsyse and Baetz (1979) define
charismatic leaders as individuals who ‘by the éoaf their personal abilities are
capable of having profound and extraordinary effect followers’ (p.339).

Weber differentiates further between ‘pure charisama ‘routinized charisma’.
Pure charisma comes from the leader’s behaviouereds routinized charisma comes
from the position which a leader formally occupw@sinherits. Leadership research,
however, is primarily concerned with the first typecharisma which is based on a
leader’s actual or presumed behaviour (AwamlehGautiner, 1999) which stems from
the ‘personal example of the leader or the attidmst of behavior made to the leader by
subordinates’ (House, Spangler and Woycke, 198K(6). This means that charisma
may also be attributed to leaders because theyaappebe the source of successful

outcomes (Meindl, 1990).
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To summarise, charismatic leadership theories thes¢the amount of leader
influence over followers and the type of leadetefaler relationship that emerges’
(Yukl 1999b, p.293). Different instruments have rbedeveloped to measure
charismatic leadership behaviour and there is bewagirical evidence of this concept
(House, Spangler and Woycke, 1991). For example, inlstrument developed by
Shamir et al. (1998) captures four behaviours wharle believed to describe
charismatic leadership. These concern supportivea\neur, displaying exemplary
behaviour (identical to role modelling), emphagsisiideology, and emphasising
collective identity. Based on their approach torigmaatic leadership, Conger and
Kanungo (1994, 1998) developed and validated theisure, the so-called C-K Scale.
This scale measures the following key behavioutscudating an innovative strategic
vision, showing sensitivity to follower needs, despng unconventional behaviour,
taking personal risks, and showing sensitivityne énvironment.

Overall, charismatic leadership theories have ltested using diverse methods
such as surveys (e.g. Conger and Kanungo, 1994)iraecviews (e.g. Bennis and
Nanus, 1985; Howell and Higgins, 1990) across aewahge of populations such as
military combat leaders (e.g. Shamir et al., 1998anagers of various levels (e.g.
Waldman and Yammarino, 1999), and educational lsg@eg. Roberts, 1985).

As with most of the leadership theories, ther@asunique consensus on the
meaning of charismatic leadership (Bryman, 1993).majority of the theories
acknowledge the important role of followers iniatiting extraordinary qualities to the
leader. According to Conger and Kanungo (1988, 19@fh attributions originate
from leaders’ characteristics, their followers, amdations. House (1977), and Shamir,
House and Arthur (1993), however, only consideritiieience a leader may have on

follower attitudes and motivation, regardless o #xtraordinary qualities which are

74



attributed by the followers to the leader. Yukl 998) hence suggests that definitions
of charismatic leadership include followers’ atitions of charisma to a leader, where
followers strongly identify with the leader. Accard to Yukl (1999b) such an
approach would be close to the original meaninghaffisma and would provide a basis
for the distinction between charismatic and trarmmagtional leadership.

Both these leadership theories have become widmlgpaed in the leadership
literature and are summarised under the label wfgenre leadership. Some criticism
persists however. First, there is little researtioud what determines or predicts
charismatic or transformational leadership and atmwe leaders convey charismatic or
transformational leadership behaviour and othersndb Only a few studies have
examined the biographies of leaders or the roldotbwers such as the study by
Howell and Shamir (2005). Second, Kark and van @3R07) argue that although
research on charismatic and transformational lshgerinvestigates motivational
constructs as a central element, the basic psygitaloprocesses, mechanisms and
conditions, which underlie these constructs andubin which leaders motivate
followers, have only been analysed to a limiteceekt Third, according to Bono and
llies (2006) little empirical research has inveategl the link between charismatic or
transformational leadership and more recent le&gencepts such as the emotional
attachment of followers to their leaders. Fourtkipko, Walumbwa and Weber (2009)
call for more research to investigate charismatid &ransformational leadership at
organisational or strategic level. They suggestefample, analysing the relationship
between CEO charismatic or transformational behaviand organisational
performance and the variables (e.g. external stdétels) which might mediate or
moderate this relationship. Avolio, Walumbwa andbafte(2009) close their critique

by proposing to expand the methodological apprascmainly survey-based designs
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towards methods of an experimental, longitudinal] gualitative character with the
use of mixed methods studies.

The purpose of the present study is to address sbthe aforementioned gaps.
Hence, the focus of this study will be on both Eadand followers in order to
investigate perceptions of leadership at diffet@etarchical levels by using a mixed
methods approach. More contemporary approachesattefship will be discussed in

the following section.

3.3.3 Contemporary Leadership Theories

Leadership research in the twenty first centuryimgacted by three major
phenomena: globalisation, liberalisation and tetbgo (Neera, Anjanee, Shoma,
2010). In this context, a multitude of leadershipp@aches emerged, including
authentic leadership (e.g. Luthans and Avolio, 200&lumbwa et al., 2008) and
complexity leadership (e.g. Lichtenstein et al.020Uhl-Bien and Marion, 2008).
Other approaches include servant leadership (eaybuBb and Wheeler, 2006;
Greenleaf, 1991; Russell and Stone, 2002), spityuand leadership (e.g. Fry, 2003;
Whittington et al., 2005), e-leadership (e.g. AgpKahai and Dodge, 2001; Malhotra,
Majchrzak and Rosen, 2007; Zigurs, 2003), cross#all leadership (e.g. Gelfand,
Erez and Aycan, 2007; House et al., 2004; Moblay \&feldon, 2006;) and cognitive
science leadership (e.g. Epitropaki and Martin,3200ord et al., 2001). Table 3.6
provides an overview of these theories, descriliegy approach and listing a number

of corresponding authors.
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Table 3.6: Contemporary Leadership Theories

Theory Approach Authors

Authentic Developed further from George (2003); Luthans and

leadership transformational leadership, Avolio (2003); Walumbwa et
includes transparent and ethical | al. (2008)
leader behaviour

Complexity Acknowledges further developmenptHazy, Goldstein and

leadership from industrialised society to Lichtenstein (2007);
knowledge economy, and calls for Lichtenstein et al. (2007); Uhl-
more complex concepts of Bien and Marion (2008); Uhl-
leadership in more complex Bien, Marion and McKelvey
organisations (2007)

Servant Leadership style based on listenindgarbuto and Wheeler (2006);

leadership empathy, awareness, and Greenleaf (1980, 1991);
commitment Russell and Stone (2002)

Spirituality Motivates followers through fusing Fry (2003); Whittington et al.

and leadership

four fundamental forces of human
existence: body, mind, heart and
spirit

(2005)

E-leadership

Explores the influence of
technologies on leadership in
geographically dispersed teams

Avolio, Kahai and Dodge
(2001); Malhotra, Majchrzak
and Rosen (2007); Zaccaro a
Bader (2003); Zigurs (2003)

Cross-cultural

Comparative leadership studies,

Gelfand, Erez and Aycan

leadership search for culture-specific and (2007); House et al. (2004);
culture-universal leadership Mobley and Weldon (2006);
aspects, global leadership Story and Barbuto (2011)

Cognitive Explains leaders’ and followers’ | Epitropaki and Martin (2005);

science way of thinking and information | Lord and Brown (2004); Lord

leadership processing, Implicit Leadership | and Maher (1991); Lord et al.
Theories (2001)

As can be seen from this table, a wide range oftecoporary leadership

theories have been developed in recent years. $bitteem, however, lack empirical

evidence such as ‘complexity leadership’ and ‘serveeadership’, as well as

‘spirituality and leadership’. Leadership studiasmore recent studies tend to include
both leaders and followers, contextual factorsdéeship levels, and the dynamic
interaction between leaders and followers (Avoldalumbwa and Weber, 2009). In

order to research the concept of leadership invan enore holistic way, some authors
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suggest greater openness to the construct of kagdeispecifically in the context of
research methods. Alvesson and Sveningsson (20@fjoge a more open and
guestioning approach and call for more precisejepth qualitative research which
would be open to different vocabularies than ‘lealdg-centric’ ones. Avolio,
Walumbwa and Weber (2009) suggest the use of mmethods designs. Such an
approach would allow the integration of quantitatstrategies, which have dominated
previous leadership literature, with qualitativechieiques and, for example, case
studies. They also suggest to focus on the cordefstor of societal culture, on the
process of how leadership occurs, on the informagwoocessing of leaders and
followers, and on how they affect each other, tkem, and their organisation. In this
context, cross-cultural leadership and the cogmiseience leadership research, and
more precisely implicit leadership theory play ajonaole and will be discussed in

greater detail in the following sections.

(i) Cross-Cultural Leadership

A consequence of globalisation is the interestrass-cultural leadership which
has fundamentally developed the leadership liteeatluring recent years (Avolio,
Walumbwa and Weber, 2009). This branch of leadprstgsearch focuses primarily on
comparative leadership studies between two or ncotetries (e.g. Dickson, Den
Hartog and Mitchelson, 2003; Dorfman, 2004; Gelfakdez and Aycan, 2007). It
attempts to identify both culture-universal andtard-specific aspects of leadership to
determine what constitutes a global leader (e.qusdcet al., 2004; Mobley, Gessner
and Arnold, 1999; Story and Barbuto, 2011). Thada cross-cultural leadership is

central to the current study and will be addressedore detail in Chapter 4.
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(ii)  Cognitive Science Leadership

The cognitive science leadership literature coeerarray of approaches which
have a common focus on explaining leaders’ anavals’ thinking and information
processing. Cognitive science leadership theorybased on the definition that
leadership is the process of being perceived asaadel by others (Lord and Maher,
1991). A basic component of the cognitive leadgrsditerature is the concept of so-
called schemas, which can be described as orggnigsameworks which help
understand and make sense of a specific situatmmtext or experience. A study by
Wofford, Goodwin and Whittington (1998) used thexcept of schemas in the context
of leadership research. They tested whether a fsadegnitive content and structure
determines their behaviour, and subsequent follmmécomes. This approach is based
on the argument that transformational and transaatiieaders use different schemas to
make sense of events, which in turn results ireckffit leader behaviour and actions in
order to cope with these events. Wofford, Goodwma &Vhittington (1998) found
support for its effect on transformational leaderstthe results for transactional
leadership, though, were not significant.

In the context of cognitive schemas, leadershiprdiure also discusses the
concept of prototypicality which demonstrates thatowers are more attracted to
leaders who are exemplars of groups of which foievare members or want to
become members (Lord et al.,, 2001). Prototypescagmitive structures or schemas
which are shaped through the exposure to socialtevar interpersonal interactions
(House and Aditya, 1997) and form an individuabscalled implicit theories. Based
on this, the approach of implicit leadership thedeweloped (e.g. Lord and Emrich,

2001).
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During recent years, cognitive science leadershepature has mainly focused
on implicit theories and prototypes, and how thesestructs affect the perceptions of
leaders and followers when categorising each dtaitropaki and Martin, 2005). This
stream of research ‘has potential for enhancingtiexy theories of leadership in terms
of helping to explain how leaders and followersadk to, process, and make decisions
and develop’ (Avolio, Walumbwa and Weber, 200928Mand thus will be taken up in

greater depth in the following section.

3.4 Implicit Leadership Theory

The concept of implicit leadership theories (ILWgs initially introduced by
Eden and Leviatan (1975) who advanced implicit eatity theory (Schneider, 1973)
in its application to leadership research. A setnwoatribution in the field of implicit
leadership theories was made by Lord and his apllesi(e.g. Lord, Foti and De Vader,
1984; Lord and Maher, 1991; Phillips and Lord, 198fhey define leadership as a
‘social perception, grounded in social-cognitivgggglogical theory that produces an
influence increment for the perceived leader’ (Ldddown and Harvey, 2001, p.283)
and, thus, opt for a definition which involves twerspectives: the leader’s perspective
and the perspective of the follower. This meansy tbgercome the criticism of
leadership definitions as being too leader-centric.

Lord and his colleagues based their theoreticalcept on Rosch’s (1978)
cognitive categorisation theory. The basic approatltategorisation theory is that
stimulus persons (i.e. leaders) are classified érggvers (i.e. their subordinates) in
comparison to prototypes of a category (i.e. effedeader) (Rosch, 1978). Thus, ILTs
describe the phenomenon that most individuals l@aspecific picture, or a cognitive

structure of the nature of leaders and leadershipeir mind (Offermann, Kennedy and
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Wirtz, 1994; Schyns and Schilling, 2011). This stase helps them to make sense of
leadership situations (Dorfman, Hanges and Brodb@&KW4) and to perceive and
recognise an individual as a leader (Schyns, FaitéBlank, 2007). For a leader, it is
vital to be perceived by their followers as a lgaslace effective leadership and being
perceived as a leader are important aspects cangeain organisation’s performance
(Lord and Maher, 1991).

‘Being perceived as a leader affects social andeseluations, creates or limits

future job opportunities and enhances the abilityop leaders to garner the
resources needed by their organizations’ (LordMadter, 1991, p.6).

This highlights the central role of leadership e@ton in organisational
processes and decision-making (Ayman, 1993). 3uhil(2008) further defines
implicit leadership theories

‘as complex cognitive structures containing thedigelheld by individuals or

collectives about the traits and behaviour typafdeaders, the causes for these
traits and behaviours as well as about their canseces’ (p.47).

This definition again points out that by applyingTl models, individuals
attempt to explain and predict both their own baétay and that of others to develop
their action strategies (Schilling, 2008).

Lord, Foti and De Vader (1984) explain that ILTspnesent a cognitive
structure, or schema in the human memory, whiabrganised into three hierarchical

levels as shown in Figure 3.2.

Figure 3.2: A Tentative Hierarchy of Leadership Categories (adapted from Lord,
Foti and De Vader, 1984)

Superordinate Leader/ Non-Leader

Level /N

Basic Level Business  Political Military Religious Sports

A N VAN

Subordinate " Liberal Conservative ... ... ... ... ... ... ..

Level
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The superordinate level at the top is the mostusigeé one and distinguishes
between leaders and non-leaders. The basic legefides different types of leaders
such as business, political, military, religious, sports leaders. Lord, Foti and De
Vader (1984) explain that perceivers would refeb&sic level prototypes in order to
generally differentiate between leaders and noddesa The lowest level in the vertical
structure is the subordinate level which reflectedent types of, for example, business
or political leaders, such as liberal or consewepiolitical leader.

The distinction between leader and non-leader enbtsic level is influenced
by two processes: recognition-based and inferease¢b processes (Lord, Foti and De
Vader, 1984). The first process describes the phenon that an individual is
recognised as a leader by another person becausigeioffit with the leadership
prototype held by the latter. This process is tlhusen by internal-dispositional
determinants. Lord, Foti and De Vader (1984) furtbkicidate that such leadership
prototypes can be described by trait charactesistich as, for example, ‘intelligent’,
‘honest’, ‘understanding’, ‘verbally skilled’, 'detmined’, ‘decisive’, and ‘dedicated’.
The second type of process explains that a leam®rbe inferred as such from, for
example, favourable outcomes, or high performahisnce, this process is based on
external-situational determinants.

The construct of leader categories within leadgrsiaitegorisation theory has
long been recognised as stable and fixed, howeeeent research has developed the
idea of ILTs being flexible and fluid knowledgewsttures (Lord, Brown and Harvey,
2001; Lord et al., 2001). Lord, Brown and Harve@{2) argue that leadership is a part

of a system with factors which ‘act to create Ileadip simultaneously,
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instantaneously, and dynamically’ (p.284) which leets the flexibility of the
knowledge structures of ILTs.

Research has shown that ILTs develop at an eafiesn life (Keller, 1999,
2003; Popper and Amit, 2009). Antonakis and Dal@&309), as well as, Ayman-
Nolley and Ayman (2005) showed that ILTs are alyemtherent in children. Research
has also shown, that differences in ILTs exist leetw individuals (Felfe, 2005).
However, cultural differences in ILTs are even sger than intra-individual
differences (House et al., 2002). Hence, Housé. ¢2@04) demonstrated, that culture,
which reflects a socially shared aspect, influenaegplicit leadership theories.
Epitropaki and Martin (2004), and Foti, Knee anctiBat (2008) further showed that
even when the social context of an individual cleantipeir ILTs remain rather stable.
The characteristics of ILTs, including both flexabdnd stable knowledge structures,
can be explained by connectionist theory and remtesl by connectionist-level

cognitive architectures.

3.5 Connectionist Theory

Connectionist theory is a possible approach to amphuman information
processing and is discussed in the discipline ghitive science (Stillings et al., 1995).
The mind is seen by connectionists as an informgirecessor which ‘receives, stores,
retrieves, transforms, and transmits informationai parallel manner (Stillings et al.,
1995, p.1). Connectionist models, or networks b@®ed on the neurophysiology of the
brain with the neuron as the basic building elenfentunderstanding psychological
processes (Dudai, 2006). The basic elements ofexbiomist networks are represented
by so-called units. Such networks, also called @ are characterised by three

aspects.
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1. Units are activated through environmental stimuli.

2. Units are connected in parallel to other units.

3. The connections between units are weighted withwtbght representing the
strength of the connection between units (BechtelAbrahamsen, 2002).
Within the cognitive structures of individuals whare faced with new

experiences, connection weights are adjusted, wigftlcts a learning process within
networks (Rousseau, 2001; Smith and DeCoster, 200Qure 3.3 shows such an

adjustment of connections and connection weights.

Figure 3.3: Example of Adjustment of Cognitive Structures (Author's own)

Original cognitive structure Adjusted cognitive structure

New
experiences

)

Learning . Unit
rocess .
P Connection
-1.0<x< +1.0
Connection weight

Foti, Knee and Backert (2008) describe the arctitecof connectionist models
and their pattern of connections among units iratgredetail. They explain that the
number of layers (simple or multilayered) and tygetof connections (feedforward or
recurrent) represent a network. Simple two-layetwoeks include input units and

output units as shown in Figure 3.4.

Figure 3.4: Example of a Two-Layered Connectionist Network (Author’s own)

Input Layer

Output Layer




Foti, Knee and Backert (2008) illustrate a simpl®-layered connectionist
network with an example: the input pattern may kengplars such as ‘Bill Clinton’
and ‘George Bush’ which are categorised in the wiypattern of ‘past presidents of the
United States’.

Figure 3.5 shows an example of a multilayered sysaich includes hidden

units which intervene between inputs and outputs.

Figure 3.5: Example of a Multilayered Connectionist Network (Author’s own)

Input Layer

Hidden Layer

Output Layer

Feedforward systems have connections between anpditoutput units, which

may be linked by intervening layers of hidden unitghich in turn influence the
production of a specific pattern of output unitsecRrrent networks are cognitive
structures which are recreated based on the stmwedection weights among units
(McClelland and Rumelhart, 1986). Foti, Knee andk&at (2008) further illustrate
recurrent networks using the example of male anthfe leaders. Different cognitive
patterns are activated with regard to male or fentkedders, thus, the output patterns
also differ. Every time an individual interacts lwia male or a female leader, the
corresponding pattern will be recreated rather $earched for, or based on the stored
connection weights among units (McClelland and Rbarg 1986).

Disciplines, such as cognitive science, culturaheaspology, and linguistics

have been applying connectionist theory for ovey@&xs (McClelland and Rumelhart,
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1986; Miller and Read, 1991; Strauss and Quinn,7198s application to explain
applied psychological phenomena such as leaderblonever, is only a relatively
recent development (Hanges et al., 2002; Lord amvB, 2004; Somers, 1999) and

will be discussed in the following section.

3.6 The Application of Connectionist Theory to Lead ership Research

Lord, Brown and Harvey (2001) discuss how connediotheory can be
applied to leadership research, and more precisdalnplicit leadership theories. They
explain that their system, which is shown in FigBr&, consists of a leadership schema
or prototype which includes a number of relateddéeship traits which form a
connectionist network. According to Lord et al. (20

‘connectionist networks offer one potential solatito explaining how our

perceptual, interpretive, and behavioral generatimtesses embed leadership
in a flexible task and social system’ (p.320).

Figure 3.6: Schematic lllustration of Contextual Constraints on a Recurrent
Connectionist Network Showing Reciprocal Connections between Leadership
Schema Elements (adapted from Lord, Brown and Harvey, 2001)
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The connectionist network shows all possible libk$ween the different traits
which reflects the recurrent or mutually activatimgfure of this network (Smith, 1996)
and is considered as the output unit. The behaviduleaders and the contextual
constraints can activate and stimulate the creatiothe connectionist network, and
thus are considered as the input units. Units withconnectionist network can also be
activated by units of the same level (Lord et 2001). This means, for example, the
activation of the attribute ‘intelligent’ may alsmdirectly activate the attributes
‘flexible’ and ‘decisive’, depending on the stremgdf the connections between the
corresponding attributes. Such mutual activationindribition, which can complete
cognitive patterns through gap-filling processesur{Rlhart et al.,, 2006), is
characteristic of connectionist networks. For exi@np follower who cannot observe
decisive behaviour from a potential leader (whickams there is no activation of this
attribute by a behavioural input), but who knowsattlhis leader is intelligent and
flexible, may consider the leader as decisive b&eathis unit can be indirectly
activated by the attributes ‘flexible’ and ‘intgjént’ (Lord et al., 2001).

As mentioned above, contextual factors may afféa &ctivation of the
connectionist network. These factors include celtdeaders, and followers. Each of
these contextual constraints are considered to kaweus features which provide
diverse inputs to the leadership schema in the lmidd Figure 3.6. These multiple
features are illustrated by the broad arrows. Aslmaseen from Figure 3.6 the inputs
from the contextual constraints proceed throughstrants such as perceivers’ values,
norms, goals, and affect to the output of the letdp schema (Lord, Brown and
Harvey, 2001). These constructs represent a hitldesn between inputs and outputs.

The hidden unit of ‘affect’ stands for the perceiseharacteristic affective tone which
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is likely to be a relevant influencing factor ofreeectionist networks at the individual
level. Srull and Wyer (1989) explain that affectipmcessing happens very fast and
with minimal cognitive effort. Hence, it is likelio be a relevant first factor for the
processing of any social or environmental stimullisis is in line with Murphy and
Zajonc (1993) who propose that all kinds of stimaife initially processed on an
affective level. Hall and Lord (1995) also argueatthaffective processing is a
component of leadership perceptions and plays armale when it comes to a quick
judgement about generally liking or disliking soradip. This process would build the
basis for subsequent more detailed cognitive, dfetteve processing. Lord et al.
(2001) conclude that ‘affective tone may produceiraportant internal constraint on
subsequent perceptions of leaders and the effeetsgeof leader behaviors’ (p.326).

All contextual constraints either increase or daseethe activation of each of
the units within the connectionist network in théddbe of Figure 3.6. The more a
specific input pattern (i.e. leadership situationquses a specific pattern of
interconnected units, the more stable levels abaibn are created, and the better the
fit between the activation pattern and the difféeraforementioned constraints. This
status is called an attractor of the network afiécts the creation of a mental unit such
as a category or prototype (Lord, Brown and Han&901). Such prototypes provide
the basis for explaining implicit leadership thesriand, thus, contribute to the
understanding of the process of leadership pemepti

What is interesting about these schemas is thay #Hre influenced by
individuals’ cultural background (House et al., 2D0The aim of the next chapter is
therefore, to link the themes of leadership anducelland to discuss developments in

cross-cultural leadership research.
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3.7 Summary

As was detailed in this chapter, initial leadershgsearch concentrated on
individual, mostly male leaders, working for largempanies in the private sector in
the US. Today, the interest in leadership rese&ah a much broader focus and
includes a wider range of organisations. This netehas evolved from a focus on
individual leaders to a more complete leadershipteod, which also takes into
consideration aspects such as the role of followeosk settings, and culture. Although
leadership has been defined by numerous resealchessious ways, consensus exists
that it represents a social group phenomenon, wisiatharacterised by the process
between leaders and followers who should percedasldrs as such in order to
effectively contribute to organisational goals. WHeadership was initially described
according to leaders’ characteristics, it is ndweréfore, regarded as a more complex
social process including dyadic, shared, relatiosathtegic, and global concepts of
leadership (Avolio, 2007; Yukl, 2010). Leadershifeetiveness is also a relevant issue
within leadership research and is mainly concemvild investigating the fit between
leadership approach and organisational context.

This chapter also discussed the development otiship theories, from early
contingency theories (e.qg. Fiedler, 1967) to trammeational and charismatic leadership
theories (e.g. Bass 1985), and finally contemporkagdership theories. Recent
leadership research is influenced by three domingimtnomena: globalisation,
liberalisation and technology (Neera, Anjanee, S&o010) and focuses on topics
such as authentic leadership (e.g. Walumbwa e2@08) and expatriate adjustment
(e.g. Festing and Maletzky, 2011). A major fieldhe area of contemporary leadership
research concerns implicit leadership theories g)LWhich form part of the cognitive

science approach to leadership. This approach owexs most criticism of previous
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theories such as being too leader-centric, or laek of empirical evidence. ILTs are
based on cognitive schemas and focus on leadex$’ fallowers’ thinking and
information processing. They argue that most imdligls hold a specific cognitive
schema about effective leaders and leadership.eTégsemas help individuals make
sense of leadership situations and are created iafhgenced by individuals’
environments (Lord, Brown and Harvey, 2001). Thapthr closed by describing how

these schemas can be represented by connectiaudsisn

From the review of the leadership literature, twspexts feed into the
construction of the research questions which ased@n exploring the structure and
the content of cognitive leadership schemas. Firs, research questions take into
account the role of leaders and followers, and,céemvercome the criticism of
leadership research as being too leader-centrimorde the aforementioned cognitive
leadership schemas, or implicit leadership theorsgsresent the primary unit of
analysis for addressing these research questiogswas described, these schemas
consist of units (content) and connections amorgdlunits (structure). The research
guestions, therefore, address these two aspedats:sttiicture and the content of

cognitive leadership schemas.
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CHAPTER IV

CROSS-CULTURAL LEADERSHIP

4.1 Introduction

The field of cross-cultural leadership has emergedecent years due to the
globalisation of organisations ‘that encourage aatdfimes, require leaders to work
from and across an increasingly diverse set oftimesl (Avolio, Walumbwa and
Weber, 2009, p.438). Cross-cultural leadershipareseprimarily involves comparative
studies between nations which investigate diffeesnicetween leadership styles, and
which identify what constitutes global leaders.

The purpose of this chapter is to provide an owsvviof cross-cultural
leadership research. The origins of cross-cultieatlership will be presented and
culture-free versus culture-bound approaches tessecaltural leadership will be
discussed. Major trends within this field of resdawill be outlined with a specific
focus on culturally endorsed implicit leadershigdhes. The chapter closes with a
comparison of system differences in France and @eymand societal cultures. French
and German management models and practices, aaveavrof leadership in France

and Germany will be presented.

4.2  The Origins of Cross-Cultural Leadership Resear ch

Cross-cultural leadership forms part of the broafleld of cross-cultural
organisational behaviour which ‘has a long pastébshort research history’ (Gelfand,
Erez and Aycan, 2007, p.481). Investigations intowss-cultural organisational
behaviour (OB) increased in the latter part of tweenty-first century due to

globalisation (Gelfand, Erez and Aycan, 2007). He 1960s and 1970s the topic of
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culture was mostly ignored (Barrett and Bass, 1%&) OB theories were generally
developed and tested in Western contexts (Gelfarex, and Aycan, 2007). The role of
cross-cultural theory within OB research only beeammore relevant with the

emergence of Hofstede’s (1980) cultural findingsnc& then, research in OB
acknowledges that models developed from a Westersppctive will not necessarily

be applicable in the Far East, and vice versa Egeg and Earley, 1993).

4.3  The Culture-Free versus Culture-Bound Approach

Comparisons of management behaviour and leadessyligs across cultures
resulted in a discussion of the potentially inflaeg role of societal culture and the
emergence of what is known as culture-free versitsire-bound approaches. Various
researchers have debated these perspectives inliténature (e.g. Adler and
Bartholomew, 1992; Child, 1981; Kumar, 1988; Steamm and Scherer, 1998; Tayeb
1994; von Keller, 1981; Wirth, 1992). The culturednd approach assumes that
societal culture impacts on leadership styles. dntrast, the culture-free approach
negates cultural influences on leadership behaviour

Proponents of the culture-free approach considadeeship as not being
influenced by culture, and thus believe cross-caltumanagement research to be
irrelevant (e.g. Kumar, 1988; Perlitz, 2004). Tlaegue that management concepts and
instruments can be applied universally i.e. indelean of culture. Such a perspective is
described as a top-down-approach with the aim bhidg universal rules which are
valid and independent of culture (Steinmann ance&ah1998).

Cultural universalism distinguishes between uniksts representing the
parochial management approach and the more modecateomic relativists (von

Keller, 1981). The latter assume that managemethintgues differ in relation to the
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status of socio-economic development. This appreeah discussed in the late 1950s
and early 1960s by Harbison and Myers (1959) anud &teal. (1960). They argue that
economic development, industrialisation and aneiase in the use of technologies lead
to a certain homogenisation and convergence of gamant know-how, and thus
cultural differences disappear over time (Perl2@04). The parochial management
approach is even more radical in that it assumegstiiere exists only one possible way
to manage effectively and this is reflected in the@ividual’s inherent style (Kumar,
1988). An example of such an ethnocentric appri&aamnagement studies carried out
in the US which are based on American cultural olend management methods
specific to that context, but which assume that W&nagement concepts are
universally transferable to other cultures (Boydleigand Adler, 1991). This is based
on the justification that successful managemento@fanisations requires specific
features, such as planning, motivation, and cor{troh Keller, 1981). These can be
accomplished by a series of principles and metljeds planning methods, motivation
principles, etc.), which have general validity aaeh therefore be used successfully in a
universal way regardless of culture (von Keller@1p

The culture-bound or culturalist view, on the otleand, is described as a
bottom-up approach, where management is seenwascton of culture (Adler, 1983;
Adler and Bartholomew, 1992). It argues that mansge concepts and instruments
have to be adapted to local peculiarities. Theucalist view assumes that different
cultures require different leadership behavioursl #éimat management ‘know-how’
which has been developed in one culture is nosteaable to other cultures. In their
review of trends in the international OB and humasource management (HRM)
literature, Adler and Bartholomew (1992) state tlwalture’s impact on managerial

behaviour has become well recognized’ (p.551).H@éfrhore than 28,000 articles they
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considered in their review, over 90 per cent unded the impact of culture on these
fields. Leung et al. (2005) confirm Adler and Baftmew’'s (1992) findings and
conclude ‘research on culture and IB [internatiomasiness] is definitely a “growth”
area’ (p.374).

The present cross-cultural leadership study isine with the evidence of
cultural influence on managerial behaviour resgltirom Adler's and Bartholomew’s
(1992) review, and follows the culture-bound applo&o leadership. Major trends
which follow this culture-bound perspective of leeship will be presented in the next

section.

4.4  Major Trends in Cross-Cultural Leadership Resea  rch

This section summarises major trends in cross-@lltaadership research. The
role of culture as a moderator of leadership wallviefly outlined, and the themes of
global and comparative leadership will be discussdte leadership aspects of the
GLOBE study will be detailed leading into the copicef culturally endorsed implicit

leadership theories.

4.4.1 Culture as a Moderator of Leadership

One approach to linking the topics of leadershid aulture is to explore the
indirect impact of culture as a moderator on lesligr (Gelfand, Erez and Aycan,
2007). Culture is assumed to moderate the reldtipnisetween leadership practices
and performance outcomes. In one such study, Wal@anbawler and Avolio (2007)
collected data from 825 employees in China (N =)2I&lia (N = 210), Kenya (N =
159) and the US (N = 243). Their study found thadividuals with a collective

orientation reacted more positively to transforimaail leadership, while individuals
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with an individual orientation reacted more pogtw to transactional leadership.
Dorfman et al. (1997) analysed six leadership bielas (charismatic, contingent
punishment, contingent reward, directive, partitijgg and supportive) across five
societies: Japan, South Korea, Taiwan, Mexico aedUS. Their sample consisted of
1,598 managers and professionals of multinationdlrational companies. They found
that three of the leadership behaviours (charismationtingent reward, and
supportiveness) were positively related to emplaygeomes across all five societies.
The other three leader behaviours were linked féerént findings, for example,

contingent punishment only had a positive impacthe US, and directive behaviour
only had a positive impact in Mexico and Taiwane3é studies provide evidence of
the relationship between culture and leadership warderline the role of culture as a

moderator of leadership.

4.4.2 Global Leadership

A second major topic of interest in the area osroultural leadership research
concerns global leadership and aims to identifdées ‘who are able to effectively lead
across a variety of cultures’ (Avolio, Walumbwa aWdeber, 2009, p.438). This
approach is discussed in academic literature [apley, Gessner and Arnold, 1999;
Mobley and McCall, 2001; Mobley and Weldon, 2006} gopular press alike (e.qg.
Green et al., 2003).

Van Dyne and Ang (2006) suggest that in order toaheeffective leader,
managers must spend time in different cultures d&m gnternational experience. A
further approach focuses on competencies whicls ibalieved a manager should
possess in order to lead effectively across cudt(@vendenhall, 2001). Relevant to this

approach is not the knowledge managers may hawveebr two specific cultures, but
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rather broad experiences and competencies whiolw @hem to lead across several
cultures. In this context, the themes of emic atid Eadership behaviours are

discussed (Avolio, Walumbwa and Weber, 2009). Bren$ emic and etic originated

from linguistics but were later introduced into gsecultural psychology Berry (1969).

Phonemics refers to sounds which can only be etlatene specific language, whereas
phonetics refers to sounds which can be found aathsanguages (Pike 1967). Emics
refer to ideas and behaviours which are specifiorte culture and etics refer to ideas
and behaviours which are general or universal imentultures (Gelfand, Erez and

Aycan, 2007). Thus, the aim of global leadershgeagch is to investigate leadership
behaviours across cultures and to distinguish beEtweulture-general and culture-

specific behaviours.

The discussion of what constitutes a global le@lefosely related to concepts
of global mindset (e.g. Boyacigiller et al., 2003lapp-Smith, Luthans and Avolio,
2007) and research on cultural intelligence (e.tpnAand Higgins, 2005; Earley,
Murnieks and Mosakowski, 2007; Thomas, 2006). Oesgdisagreements about the
concept of global leadership itself (Morrison, 2§)0@he different approaches
acknowledge that culture is a factor which migtieetf the preference for a particular
leadership behaviour in a specific societal cultdit@s is also the case for comparative

leadership research presented in the next section.

4.4.3 Comparative Leadership

A third important topic within cross-cultural leadRip literature concerns
studies which compare the effectiveness of leagerstyles between two or more
cultures. These studies represented the initiak tgb research in cross-cultural

leadership and are still relevant in this area (AvyoWalumbwa and Weber, 2009;
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Dickson, Den Hartog and Mitchelson, 2003; Dorfm2004; Gelfand, Erez and Aycan,
2007; Kirkman, Lowe and Gibson, 2006).

A very common approach in comparative leadershigiss is to investigate the
extent to which a leadership model developed in @rture can be applied to other
cultures. These studies typically measure the dimapact of a particular cultural
dimension on leadership. For example, one sucltydiagded on data from 47 countries
by Smith, Peterson and Schwartz (2002) investigdtednfluence of cultural values on
the sources of guidance that managers select ®with work events. In a study about
leaders’ goal priorities across 15 countries, Hafstet al. (2002) found that cultural
dimensions correlated with some of the goals ingattd such as individualism and
long-term orientation, which correlated positivelith the importance of future profits.
Further research investigates the influence oticellon the use of power and influence
tactics (e.g. Rahim and Magner, 1996; Rao, Hasluraotl Rao, 1997). A study by Fu
et al. (2004), which was carried out across 12 t@s analysed the perceived
effectiveness of influence strategies at an indialdand societal level. The researchers
found that both individual beliefs and societal tatdl values impacted on the
perception of influence strategies. The GLOBE stedy also be considered as a

comparative leadership study and will be preseimtéie next section.

4.4.4 Cross-Cultural Leadership in the GLOBE Study

The GLOBE study is the most recent and seminalritrtion to research on
cross-cultural leadership (Gelfand, Erez and Ayc2®(7). The study investigated
societal and organisational cultural values ancttpas as well as leadership style
preferences. To ensure the comparability of then teradership, GLOBE researchers

developed a definition which corresponds to theeustdnding of leadership in all of
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the participating countries. Leadership was defiaedthe ability of an individual to
influence, motivate, and enable others to contebtdward the effectiveness and
success of the organizations of which they are neeshi{fHouse and Javidan, 2004,
p.15) and was explored by means of six implicitdexahip theories. These are:
charismatic/value-based, team-oriented, particpatautonomous, humane-oriented,
and self-protective leadership (House et al., 2004ble 4.1 presents the six GLOBE
leadership dimensions and details the correspormlingary subscales. A complete list
of the individual leadership attributes which builet primary subscales can be found
in Appendix A.

Table 4.1: GLOBE Leadership Dimensions and Corresponding Leadership Subscales
(adapted from Hanges and Dickson, 2004)

Leadership dimension Primary leadership subscale

Charismatic/Value-Based e Charismatic 1: Visionary

* Charismatic 2: Inspirational
* Charismatic 3: Self-sacrifice
* Integrity

* Decisive

» Performance oriented

Team-Oriented » Team 1: Collaborative team orientation
* Team 2: Team integrator

» Diplomatic

* Malevolent (reverse scored)
* Administratively competent

Self-Protective » Self-centered

» Status conscious
* Conflict inducer
» Face saver

* Procedural

Participative « Autocratic (reverse scored)

* Non-participative (reverse scored)
Humane-Oriented * Modesty

¢ Humane oriented
Autonomous e Autonomous
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One of the major goals of the study was to exphmkefs of the participating
societies about effective leadership. This ledhe tevelopment of more than 100
leadership attributes and behaviours which formlhsis of the aforementioned six
implicit leadership theories. The study found thatile many of the leadership
attributes investigated vary between the partiogigathations, a number of these
attributes seem to be universally accepted as ibatitrg positively to effective
leadership. This finding concerns 22 attributesolwhbelong to the charismatic/value-
based and team-oriented implicit leadership theoriefThe attributes are:
‘administratively skilled’, ‘communicative’, ‘confience builder’, ‘coordinator’,
‘decisive’, ‘dependable’, ‘dynamic’, ‘effective bgainer’, ‘encouraging’, ‘excellence
oriented’, ‘foresight’, *honest’, ‘informed’, ‘intégent’, ‘just’, ‘motivational’, ‘motive
arouser’, ‘plans ahead’, ‘positive’, ‘team buildetrustworthy’, and ‘win/win problem
solver’ (Dorfman, Hanges and Brodbeck, 2004, p.677)

A further major finding from GLOBE concerns thelihetween societal culture
and the six implicit leadership theories. The GLO&HEdy found that certain cultural
value dimensions enhanced the preference for acyplart leadership behaviour and
denominated these implicit leadership theories ¢§)Las culturally endorsed implicit
leadership theories (CLTs). Javidan, House andriemf(2004) explain that

‘in general, cultural dimension values, not praedic are related to CLT

leadership dimensions. Both values and leadershipsCepresent desired end
states: one reflects culture, the other leaderstifputes’ (p.45).

Table 4.2 illustrates how the cultural value dimens are correlated to the six

leadership dimensions.
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Table 4.2: The GLOBE Leadership Dimensions and their Cultural Value Predictors
(adapted from Javidan, House and Dorfman, 2004)

Cultural value dimensions Leadership dimensions
positively correlated | negatively correlated
Performance Orientation e charismatic/value- | « self-protective
based

(only cultural dimension which is @« team-oriented
significant predictor of all 6 CLT | « participative
dimensions at organisational level)s zutonomous

* humane-oriented

Uncertainty Avoidance * self-protective * participative
* team-oriented
* humane-oriented

Future Orientation and Humane | « humane-oriented

Orientation » team-oriented
e charismatic/value-
based
In-group Collectivism » charismatic/value- | « self-protective
based
» team-oriented
Gender Egalitarianism * participative * self-protective
e charismatic/value-
based
Institutional Collectivism e autonomous
Power Distance  self-protective  charismatic/value-

based
 participative

The latest GLOBE book (Chhokar, Brodbeck and Ho$$)7) provides a
detailed analysis of quantitative and qualitatinedses from 25 specific countries and
presents exhaustive insights into culturally infloed leadership preferences. This
approach of combining research methods represefustteer trend in cross-cultural
research which shifts from exploration to explamatf cross-cultural differences (van

de Vijver and Leung, 2000) and, thus, requiresdaptation of methods.
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The next section takes a closer look at the conoéptulturally endorsed
implicit leadership theories, as this element & BBLOBE study is relevant for the

construction of the present cross-cultural study.

4.5  Culturally Endorsed Implicit Leadership Theorie S

The concept of culturally endorsed implicit leadgpstheories forms part of the
theoretical framework of the GLOBE study. GLOBE eashers found that
organisational and societal values are signifigantlated to leadership prototypes,
namely implicit leadership theories (Dorfman, Hasmgend Brodbeck, 2004). The
cultural dimension of, for example, ‘performanceentation’ is positively related to
the prototype of ‘charismatic/value-based lead@rshihis means that culture may
influence information processing and the conceptéeaders and leadership which
individuals have in their mind.

Ensari and Murphy (2003) provide evidence for aaltuinfluences on
information processing. They carried out a studyolagn 87 American students,
representing more individualistic cultural valueand 100 Turkish students,
representing more collectivistic cultural valuesis&ri and Murphy (2003) found that
individualistic cultures perceive charismatic leathp based on recognition-based
perceptions, whereas collectivistic cultures pereeharisma based on inference-based
perceptions. This means that in more individuaistcieties, leadership is perceived as
effective to the extent that an individual's beloawi fits the characteristics of the
perceiver’s prototypical schema of an ‘effectiv@adler. In more collectivistic societies,
leadership effectiveness is perceived as an inferarhich is, for example, based on a

group’s or organisation’s performance outcomes §Erad Murphy, 2003).
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Other studies which analysed cultural influenceraplicit leadership theories
further found that there is variation in leadersipigptotypes between hierarchical
levels. For example, Den Hartog et al. (1999) ctdd data from 2,161 respondents in
the Netherlands who formed part of a panel of hieoisis which regularly participated
in survey questionnaires. Their task consistedatihg twice a list of 22 leadership
attributes. These attributes were: ‘calm’, ‘comnuative’, ‘compassionate’, ‘concern
for subordinate’s interests’, ‘confidence buildécourageous, not afraid to risk his/her
neck’, ‘diplomatic’, ‘dominant’, ‘formal’, ‘innovawve’, ‘inspirational’, ‘integrating
(viewpoints and interests)’, ‘long term oriente@thodest’, ‘orderly’, ‘participative,
allowing room for subordinate’s opinions’, ‘persiv@tconvincing’, ‘rational’, ‘self
knowledge’, ‘team builder’, ‘trustworthy’, and ‘u@n’. First, respondents had to rate
the attributes according to their importance iltngea top manager (i.e. leader of an
organisation), and second, for being a lower levahager (i.e. department supervisor).
Respondents were at least 19 years old and hazhstt dbne year of (part-time) work
experience.

Den Hartog et al.’s (1999) results showed thattitrbutes of being innovative,
visionary, persuasive, long-term oriented, dipldmand courageous were considered
more important for top managers than for lower llemanagers. The characteristics of
lower level managers were attributes such as carfoersubordinates’ interests, team
building, and a participative style. For the atitds labelled trustworthy,
communicative and calm, no significant differencesre found, but these were
considered relevant for both kinds of managers. dttiebutes dominant, formal and
modest scored low and were considered non-desiideacteristics for managers.
While being modest was considered less negativeldwer than for higher level

managers, being dominant was rated less negativéifier than for lower level
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managers (Den Hartog et al.,, 1999). One limitattbnDen Hartog et al.’s (1999)
hierarchical level study is that it was only cadrieut in the Netherlands although the
authors suggest replicating it in other countrégg] across cultures.

Despite these hierarchical level differences, w@amaacross cultures was found
to be stronger and was found to account for maaa thariation according to groupings
such as hierarchies, departments, occupation, geadd age (Zander and Romani,
2004). Further studies provide empirical evidertat implicit theories or cognitive
structures are significantly related to societdtwe (e.g. Calori, Johnson and Sarnin,
1992; Markoéczy, 1995; Schneider and DeMeyer, 19ahy] to organisational level
(e.g. Hauenstein and Foti, 1989; Ireland et aB,719%elone, 1994).

The GLOBE study, as well as research carried outHayges, Lord and
Dickson (2000) and Hanges et al. (2006), provideieoal support for CLTs. Hanges
and colleagues adopt an information processingppetve and use connectionist
theory to describe the relationship between ledgerand culture and to explain that
culture influences individuals’ leadership protagpor schemas. Hanges et al. (2006)
suggest that ‘differences in the structure of lesllip schemas [...] are related to
cultural values even when the content of the schemaeld constant’ (p.21). This
assertion is based on previous research by Sha890)YMho developed a cognitive
categorisation model of intercultural managemeniclviiocuses in particular on the
interaction between expatriate managers and hasttigosubordinates. He explains
that culture affects information processing in gweays:

(a) Culture has an effect on the attributes which zelieved to be typical of

leaders, which means culture has an effect ondhensa content.

(b) Culture has an effect on the cognitive compiexamong the schema

content, which means culture has an effect onttluetsire of the schema.
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(c) Culture has an effect on the level of autonigtiwith which information is

processed when a leadership situation is encouhtere

Although there is variance between individuals'deship schemas (Lord and
Brown, 2004), societal culture is a major determtrat the constitution of individuals’
leadership schemas (House et al., 1999; Shaw, 1880¢ral empirical studies such as
the study by Hanges et al. (2001) provide eviddocghe assumption that societal
culture influences the structure of a cognitivedrahip schema. There also exists
empirical evidence for the assumption that natianddure influences the content of
leadership schemas. Gerstner and Day (1994) conhpaaelership prototypes across
cultures and found variation in the leadershipilaites which were seen as most
typical for business leaders across eight countfagher evidence about how culture
influences leadership perceptions is provided byr@ghand Thomas (1997). They
analysed how two different ethnic groups in New lZed which held different
leadership prototypes reacted to similar leaderstyfes. In conclusion, there exists a
wide variety of empirical evidence for the influenof culture on implicit leadership

theories which supports the concept of culturatigased implicit leadership theories.

4.6  Cross-Cultural Leadership Research in France an  d in Germany

As this cross-cultural study is specifically inteted in France and Germany,
this section will address leadership research emé& and in Germany in order to
highlight a culture-bound perspective and to exphlaihy differences in leadership
behaviour might exist between both countries. Sisgeietal culture is transmitted
across generations (e.g. House and Javidan, 20@4thas is a product of a country’s
history a brief summary of history and system dédfeces between France and

Germany will be provided. Societal culture resufsthe GLOBE study for both
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countries will be outlined; differences between néte and German management
models will be discussed; and French and Germaimdass practices will be presented.
The chapter will close with a comparison betweenézship in France and in Germany
in order to highlight differences in this area a@ndprovide evidence for the culture-

bound approach from French and German literature.

4.6.1 French and German System Differences

From a historical perspective, the territory of batountries, France and
Germany, initially was of Carolingian origin. Theparation, though, began already in
843 AD with the Treaty of Verdun. The initial realof Charlemagne which was
inherited by his son, Louis the Pious, was dividetbng his three sons: Lothair, King
of Middle Francia; Pepin, King of Aquitaine; and uis the German, King of East
Francia (Schneidmdller, 1996).

The region of Alsace-Lorraine was especially ad#dcby French and German
history, belonging geographically sometimes eitioeFrance as today, or to Germany
such as after the German-French war in 1870/71. “Bebuman-Plan’ which was
signed in 1950 and which led to the European Cadl &teel Community in 1951
represented the first German-French commercial eageat. Today, exchange and
collaboration between the two countries takes placemany levels. The German-
French Association of Youth (Deutsch-Franzésischegendwerk, www.dfjw.org), for
example, fosters the exchange between French amtha@eyoung people. The
German-French University (Deutsch-Franzosische Bdohle, www.dfh-ufa.org)
supports exchange programmes between French andaGestudents and offers a
multitude of double-degree programmes. The Gernmrandh Chamber of Industry and

Commerce facilitates the exchange between French @erman companies
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(www.france-allemagne.fr) and French and Germannkgs people are united in
German-French business clubs across France and a@grnfwww.clubs-des-
affaires.org).

Despite common historical roots, shared history atrdng co-operation at
multiple levels, France and Germany, however, ranmattached to their cultural
specificities. Centralism is still noticeable inakce, even though decentralising
endeavours have focused on transferring more adirative power to the French
regions (GroR3e, Luger and Thiériot, 2008), the $ommains on Paris, be it Paris and
the region of lle-de-France as a powerful econoamigine of France, or, for example,
the French railroad network, which leads radiallgni Paris to other destinations.
Education and especially the system of ‘tirandes écoles’which produces a kind of
educational elite, is a further issue which is vepecific to French culture and as
mentioned by Pateau (1999) and Geistmann (2002)saile factor contributing to
cultural differences.

The aim of the French system ‘gfandes écolesivhich can also be described
as ‘elite universities’ is to educate the top 8p¥0 cent of high-school graduates. These
universities cover all areas except law and medicignce (Grol3e, Liger and Thiériot,
2008). Almost all of France’s current leaders irmadstration, politics, military,
business, trade, and technology were educated'gnaade école’(Bourdieu, 1989).
Roussillon and Bournois (1997) point out that oraceyoung executive from a
prestigious school enters working life, they areually given leadership
responsibilities. This can be considered unfaicemparison to graduates who have
proven their competence through extensive work eepee, but who graduated from a
school which is considered less prestigious. Adddlly, the social cohesion and

solidarity within graduation years and among aluwinihese'grandes écolesis very
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strong. Based on these social networks, gradudtesch schools can relatively easy
circulate between civil service, government, anditess jobs (Barsoux and Lawrence,
1997).

In contrast to French centralism, Germany is chiarsed by federalism where
numerous political decisions such as decisionsa@lto educational topics are made at
the level of federal states (GrolRe, Liger and Tdtie2008). German culture is
certainly influenced by German history, and esplciay the role Germany played
during World War I, the period after 1945 charaisted by the separation of East and
West Germany and the reunification in 1989. Heewgen though France and Germany
have some common historical roots and share a coniroatier, both countries have
developed a strong national identity and culturectvtare different from each other.
How this affects the co-operation between both toesat a business level and more

specifically in terms of leadership will be discedsn the sections below.

4.6.2 The French and German Societal Culture Result s from Hofstede

and GLOBE

This section outlines French and German culturklesafrom Hofstede’s (1980,
1991) research and societal cultural values andtipes deriving from the GLOBE
study with the aim of showing how France and Geynaere found to differ in terms
of value dimensions. Table 4.3 illustrates the xndalues and the corresponding ranks

of Hofstede’s (1980, 1991) cultural dimensionsFoance and Germany.
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Table 4.3: Hofstede's Cultural Dimension Indexes for France and Germany (adapted
from Hofstede, 1991)

Dimensions of culture France Germany (West)
Power Distance PDI: 68 PDI: 35
Rank: 15/16 Rank: 42/44
Individualism versus Collectivism IDV: 71 IDV: 76
Rank: 10/11 Rank: 15
Masculinity versus Femininity MAS: 43 MAS: 66
Rank: 35/36 Rank: 9/10
. , UAI: 86 UAI: 65
Uncertainty Avoidance Rank: 10/15 Rank 29
Long-Term versus Short-Term- Not available LTO: 31
Orientation Rank: 14
Indulgence versus Restraint Not available Not awdd

As can be seen from Table 4.3, Hofstede (1980, )1&&Ind much higher
power distance values for France than for Germavigs(), but both countries ranged
high on the individualism index. While Germany (Wesnked relatively high on the
masculinity versus femininity index, France rankethtively high on the uncertainty
avoidance index. Regarding the long-term versust4on orientation index, no data
are available for France. Germany ranged relativelythe middle of this index.
Concerning the indulgence versus restraint indisg, @o data are available.

In contrast to Hofstede’s findings from about 3@rngeago, Table 4.4 shows
more recent research results and illustrates cpumians for French and German (East
and West) societal cultural values (‘should be’§l gmactices (‘as is’) as well as the

band in which the countries are located.

! Rank 15/16 means that there is another societghwiiiis the same PDI score as France.

Z ‘Bands A>B>C>D are determined by calculating thhlangl mean and standard deviations across all
society “As Is” and “Should Be” scales respectividy the GLOBE sample countries. These means and
standard deviations are then used to calculatedeedium, and high bands of countries’ (Brodbeck and
Frese 2007, p.162).
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Table 4.4: French and German Country Means for Dimensions of Societal Culture
(adapted from Chhokar, Brodbeck and House, 2007, p.162 and p.567)

Dimensions of culture France Germany

Societal practices (‘as is’) Score Band Score Band
Power Distance 5.38 A 552554 ((Vé/)) BA ((Ve/))
Uncertainty Avoidance 4.43 B 552126 ((Vé/)) AA ((Vlé/))
Assertiveness 4.13 B 157% ((Vé/)) ’2 ((Vé/))
Future Orientation 3.48 C 2292 ((Vé/)) BB((Vlg))
Performance Orientation 411 B i%% ((Ve/)) BB((VI;/))
Institutional Collectivism | 3.93 B %75% ((Ve/)) %((\é/))
In-Group Collectivism 1 4.37 B i0522 ((Ve/)) (I;((\I/EV))
Humane Orientation 3.40 D 3314% ((Vé/)) [[))((Ve/))
Gender Egalitarianism 3.64 A 33%06 ((Vé/)) BB((Vlg))
Societal values (‘should be’ Score Band Score Band
Power Distance 2.76 C 22564513 ((Vé/)) % ((Ve/))
Uncertainty Avoidance 4.26 C 3:’3%24 ((Ve/)) [C):((Vg))
Assertiveness 3.38 B %%% ((Vé/)) % ((\I/EV))
Future Orientation 4.96 C Aé8253 ((Vé/)) (I; ((\I/EV))
Performance Orientation 5.65 C %%g ((Vé/)) BB((Vlg))
Institutional Collectivism | 4.86 B 4218628 ((Vé/)) BB((Vlg))
In-Group Collectivism I 5.42 B 551282 ((Ve/)) %((\é/))

% ‘Respondents rated the items on a 7-point Likgsetscale. For some scales, the response indicators
ranged from 1, indicating high agreement, to 7icating high disagreement. For other scales, thieale
anchors in the 7-point scale reflected the endtpoim a continuum (e.g., 1 = assertive, 7 = non-
assertive)’ (House and Javidan 2004, p.21).
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Table 4.4 continued

Dimensions of culture France Germany
Societal values (‘should be’ Score Band Score Band
, . 5.46 (W) B (W)
Humane Orientation 5.67 B 5.44 (E) B (E)
. 4.89 (W) A (W)
Gender Egalitarianism 4.40 B 4.90 (E) A (E)

As can be seen from Table 4.4, in contrast to lediss (1980, 1991) findings,
France and Germany follow similar trends regardimggdimension of ‘power distance’.
Both countries demonstrate lower value scores erstitietal values in comparison to
the practice scores. This means both cultures shqreference for a more egalitarian
approach to status’ (Brodbeck and Frese, 2007,9p.16 France, however, ‘power
distance’ should not be compared to hierarchicgtiadice which is still an omnipresent
and important element in French culture (Castelalet 2007). D’lIribarne (1996)
explains that while power distance might be redunezhe unit of an organisation, e.g.
within a particular office, the distance to thoshoware further up in the hierarchy
remains high. This corresponds to the French ‘lajitonour’ which proclaims that
French people ‘desire to avoid interference froghhbr-ups’ and which contributes to
‘reproducing and perpetuating hierarchical distafCastel et al., 2007, p.568).

A similar trend to that for ‘power distance’ can tleserved for the dimension
of ‘uncertainty avoidance’. for both countries thielue scores are lower than the
practice scores. This is an indicator that manaigefsance and Germany prefer ‘to get
rid of the many rules, regulations, and constraif@sodbeck and Frese, 2007, p.163).
This trend is even stronger for German managersfnench managers.

The dimension of ‘assertiveness’ follows the saraed as ‘power distance’ and
‘uncertainty avoidance’: in France and in Germamg Yalue scores are lower than the

practice scores. This trend is again much strofaygéermany. According to Brodbeck
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and Frese (2007) this is an indication that intespeal relations should become less
confrontational in Germany. In France, however hsac'style is considered normal,
and even desirable in daily interactions’ (Castelle 2007, p.566).

The French and German results for the dimensiorifuttire orientation’
demonstrate higher value scores than practice Scéhe scores for France, however,
are rather low and could be explained by the demmeng an increasing number of
French people to become civil servants which iska‘that offers absolute job security
for life’ (Castel et al., 2007, p.568). Thus, figyslanning is less important. While the
scores of East Germany follow the GLOBE trend gfraference for higher future
orientation, the West German scores are exceptiding practice score ‘ranks among
the highest 25%, whereas the “Should Be” score gamikhin the lowest 25% of all
GLOBE countries’ (Brodbeck and Frese, 2007, p.188nagers in West Germany,
thus, appear to prefer reducing ‘future orienteghdwiours consisting of aspects such
as ‘a non-risky attitude of delayed gratificatigand] planning and investment into
[sic] the future’ (Brodbeck and Frese, 2007, p.164)

Concerning the dimension of ‘performance orientdtithe value scores are
higher than the practice scores for both countiiésile this value score is the highest
among German value scores, the French value ssdogver which may be explained
by ascribed status. Castel et al. (2007, p.56Mtpmit that ‘sometimes a person is
considered to have already partially succeededfenwhen gaining admission to a
prestigious institution’. The prestigious institiirefers to thegrandes écolesivhere
entrance exams are very challenging, but once ssftdealmost all students pass the
study programme.

The practice and value scores for the dimensiorigstitutional collectivism’

and ‘in-group collectivism’ are rather moderatd=nrench and German societies. Such a
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trend seems to be ‘typical for highly developed WWes societies’ (Brodbeck and
Frese, 2007, p.164). The rather high score for dfresocietal values along the
dimension of ‘in-group collectivism’ has to be hiiginted. This reflects the emphasis
French people accord to their family and familyues (Castel et al., 2007).

France and Germany follow a similar trend regardieggdimension of ‘humane
orientation’: the value scores are higher thanptaetice scores. Brodbeck and Frese
(2007) explain the relatively low societal practiseore in Germany by German
companies in which social interaction ‘tends tonf@e task oriented, straightforward,
and less “kind” than in many other countries’ (f&L6In France, the relatively low
societal practice score may be explained by Frgmabple considering a ‘humane
orientation’ as the task of the government andheiness world: ‘[the] French are
primarily moved by self-interest, but [...] theyp@ct humanism in the social system
and in the business world’ (Castel et al., p. 589)s is specifically reflected by laws
and regulations which offer secure working condisiduch as a minimum wage. While
French employees benefit from a minimum-wage lagh, the German government
is still debating on the broad introduction of suehminimum wage and has only
introduced minimum wages for particular occupationa groups
(www.bundesregierung.de).

Concerning the dimension of ‘gender egalitarianjamFrance and in Germany
the scores for societal values are higher thansémietal practices. The difference
between practice and value scores in Germany, henvesymuch higher than in France
and according to Brodbeck and Frese (2007) alschriigher than for other GLOBE
countries. This suggests that German managers rfaveater equality of opportunities
for women and men. In 2011, this desire was exptessthe debate about introducing

a quota for women at top management level whichllfinled to an agreement of
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voluntary self-commitment between industry and gomeent to do so

(www.bundesregierung.de). In France, despite the da workplace equality (July
1983), differences in the pay of men and women pérsist. This to some extent
explains the desire of French managers to strivehfgher gender egalitarianism
(Castel et al., 2007).

As can be seen from the score analysis of the tebaaltural practices and
values in France and in Germany, cultural diffeemnbetween both societies exist.
Even though, France and Germany to some extent &alered history and have a
common border, which means they are rather clasa ft geographical perspective,
their societal cultures differ. France is rathdlu@nced by Latin cultural values and is
part of the GLOBE Latin Europe cluster, whereas n&aty is characterised by
Germanic cultural values and forms part of the Gamm Europe cluster in the GLOBE

study (House et al., 2004).

4.6.3 Management by Objectives in France and German vy

Pateau is one of the French researchers who hasirea the influence of
culture on French and German leadership behavidarsuggests that differences in
leadership behaviour across both cultures existemstimes that the application of a
similar management model would result in differe@pproaches of its
operationalisation in France and Germany (Pate2®i/)1 He argues that during the last
40 years, American and subsequently Japanese nmeagenodels have served as
archetypes worldwide, but that a large number gbiaoal studies show how different
a universally-held theory is applied in differentitares. Pateau (1997) illustrates this
using the concept of ‘management by objectives’cWwhwvas introduced by Peter F.

Drucker in the 1950s (Drucker, 1954). The origir@ncept is based on goal
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orientation, regular control of goal achievemenpalg adaptation, employees’
participation in defining goals, as well as effr@ig control and assessment of
performance by means of the comparison of targetammtual business results (Fuchs-
Wegner, 1987). Pateau (1997) adds that the suat@sgilementation of this concept
in its original meaning requires being very famil@th American culture.

The concept of ‘management by objectives’ was duoed in France in the
early 1970s with the aim of changing the prevailimgditional hierarchical and
bureaucratic structures and, in particular, to enbaparticipation and internal
communication (Bamberger and Riot, 1987). The cphde French was termed
‘direction participative par objectifs (DPPQ)in English participative management by
objectives (Gelinier, 1968). As the French desmwiptsignals, the focus was on
introducing participation to change aspects such stsong centralisation of power and
the inability of senior management to delegate siestmaking to lower levels
(Mérigot and Labourdette, 1980; Morin, 1977; Trép®75). However, the introduction
of the original American concept of ‘managementobyectives’ failed because it was
not compatible with the prevailing French managemeancepts of the time
(Bamberger and Riot, 1987).

In Germany the concept of ‘management by objectives introduced in the
late 1970s to replace the so-called ‘Harzburger éllbavhich was prevalent in the
1960s and 1970s (Mduller, 1987). A key feature o tinodel is that responsibility is
separated between the employee who is responsibliadir own operations, and the
manager who has the responsibility to lead and iwIlseen more as an administrator of

the model than as a leadi¢Hohn, 1987). The concept of ‘management by objest

* Although the termFuhrer’ (‘leader’, as used for Hitler) was used in thergesfter the Third Reich its
subsequent use became taboo as it still is todaydSser 2005). In the 1960s and 1970s, the lezfcer
company was therefore called ‘administrai®dérwalter)
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is called in German‘Fuhrung durch Zielvereinbarung’ which translates to
‘management by agreement on objectives’. The idethus, to focus on the agreement
of objectives between managers and employees. Howthe setting of the objectives
to be achieved is not practised uniformly. Someesops discuss the objectives with
their subordinates as the management concept origsal American form suggests,
while others just set the goals without any dismmsgqAlbach, 1983). Hence, in
Germany the operationalisation of the American ephcalso did not proceed as
expected.

To summarise, as the example of the American manage model
‘management by objectives’ shows, its theoreticahgfer to other societal cultures is
possible, but might be operationalised differerghd give rise to different business
practices. Differences between French and Germsaiméss practices will be addressed

in the next section.

4.6.4 Differences between French and German Busines s Contexts

A number of researchers have examined differenedsvden French and
German leaders. The majority of research discussdk the co-operation and
misunderstandings that can occur in a mixed Freamcth German work environment
and provide practical advice regarding how to dmlate efficiently with the
respective other culture. These publications velldoitlined, starting with early French-
German comparative leadership studies. Pateau®Qj1®ork will be presented next
and the findings for French and German societiggaaisof multi-country studies will

be discussed.
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(i) Early French-German Comparative Studies

Early empirical studies which analysed differenceseadership styles across
different cultures — including France and Germaninelude a study by Sadler and
Hofstede (1976) who investigated employees’ preieee for specific types of
leadership using Tannenbaum’s and Schmidt's (1988xsure ranging from ‘boss-
centered’ to ‘subordinate-centered leadership’.|8adnd Hofstede (1976) found a
preference for more ‘boss-centered’ leadership rem€e versus more ‘subordinate-
centered’ leadership in Germany. This is in linghva study by Schaupp (1978) whose
findings provide support for Sadler’s and Hofsted@976) research.

As can be seen from these early empirical studiéschwcompared the
preferences of leadership styles between sociattlres, differences were discovered

for the two countries of interest in the presenssrcultural study.

(ii)  Pateau’s (1999) French and German Comparative Research

Based on the findings of the early comparative isgidetween France and
Germany, Pateau (1999) carried out the most exterscultural study on France and
Germany to date. The findings were based on mae 800 interviews, which were
carried out with employees of companies involved imixed French-German business
context, including some interviews with studentsowiad spent lengthy internships in
both countries.

The focus of Pateau’s (1999) research was on erplatifferences between
French and German leaders to explain possible ssuwt conflict emerging within
such a bicultural work context. His results repoifferences regarding the general
organisation of work and leadership styles, inaigdilelegation. Pateau’s (1999) study

highlights a different attitude towards hierarchg, well as differences in the way in
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which both cultures communicate. Table 4.5 sumraarihe differences found by
Pateau (1999).

Table 4.5: Differences Emerging in a French-German Bi-Cultural Work Context
(adapted from Pateau, 1999)

Differences between France and Germany

France Germany
Organisation of work

* Flexibility * Precision

» Creativity, Improvisation e Structure

* Overview * Detall

Leadership style

e Superior is expected to take quilck Consensus-orientated
decision -> respect for hierarchy | « Long discussions before decision

Communication

e Implicit » Explicit
* Person-orientated * Task-orientated

Pateau reports that Germans are perceived by Fambling very precise and
structured in organising their work, which is aé ttame time perceived as inflexible
(Pateau, 1999). In contrast, the French way of wanganisation is perceived by
Germans as allowing for high levels of improvisatiavhich is associated with a lack
of planning. Thus, in a mixed business contextnémelexibility and German precision
might conflict. Further sources of conflict includlee high attention to detail that is
characteristic of a German approach to work, catitrg with the French approach of
keeping track of the overall context which is lidk® a rather general way of working
(Pateau, 1999).

Other differences between French and German pedop& business context
concern leadership styles. From a French persgedine Germans are perceived as
being highly consensus-orientated, which can beervks in extensive and long

discussions until decisions are finally made. larfee, such an approach is perceived
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as being rather ineffective, where in order to bere¢e decision-making it is expected
that superiors take decisions even without absatotesensus. This also reflects the
importance and respect for hierarchy that exist&samce (Pateau, 1999).

Regarding communication, Pateau (1999) details HEnahch people tend to
communicate in a rather implicit and indirect wefile Germans use a very direct and
explicit way of communicating. This might be linkéal a general difference between
French and Germans in a business context whichitagkat French people are more
person-orientated, while Germans are more taskvatied. For example, when a
French person attempts to criticism performancea adpecific task, this has to be
communicated carefully and in an implicit way besmut might be considered as a
criticism of the actual person involved (PateauQ9)9 It is,therefore, possible that a
precise and direct German style may conflict witiather implicit and eloquent French
one.

As described in section 4.6.3, Pateau (1997) assuinae differences in leader
behaviour can be related to a different operatieaibn of the same management
models and can be explained by different societlilial backgrounds. Pateau (1999)
argues, for example, that differences in implenmgntmnanagement concepts can be
linked to different attitudes towards authority ainimay be traced back to specific
cultural orientations. According to Pateau, Gernpmople are used to living in a
culture of community‘Gemeinschaftskultuy! This assertion refers to the time before
1871 when the territory that is today known as Garynconsisted of numerous small,
but sovereign states. Hence, in a particular plglcere everybody knows everybody
else, authority is represented by a person wheaditionally elected as ‘first among
equals’ (Pateau, 1997, p.275). France, however, amas still is to some extent, a

centralised state where policy has always beenuea@drom the centr@Grol3e, Luger
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and Thiériot, 2008). Pateau (1997) concludes tisbtty, national education systems
and basic forms of organisation will contributethe differences between French and
German people in a business context in the future.

This argument is consistent with Geistmann (20029 weveloped a concept to
foster intercultural competence and used the exanopl France and Germany to
illustrate this. Geistmann (2002) posits that tifeecences between both cultures are
related to the political structure and its diffgridevelopment throughout history i.e.
centralism in France versus federalism in Germdnyaddition, he identifies the
different education systems as contributing toedéhces. In France, for example,
future leaders are educated in theahdes écolésin Germany, such an elite education
system is not as institutionalised as it is in Eg(Geistmann, 2002).

To summarise, Pateau’s (1999) research providesirieaipevidence for
differences between French and German people wbpecate in a business context.
Both, Pateau (1997, 1999) and Geistmann (2002)dtpat these differences can be
explained by different historical and political kgoounds (i.e. centralism versus
federalism), and different education systems innéeaand in Germany. A further
approach to explain differences between FrenchGarthan business practices will be

presented in the following section.

(iii) Hall's (1976) Approach to Explaining Differences between French and
German Business Practices
Hall and Hall (1990) compared aspects of French@eadnan cultures in terms
of communication and time, though did not focuscdpmlly on leadership behaviour.
The main differences between French and Germaanreuitom their research concern

communication, specifically regarding high and loantext. Low context cultures are

119



characterised by a very direct, precise commurminastyle which provides a high

amount of information. According to Hall and Hall990), Germany is a low context
culture, whereas France is a high context cultdreis means that in France,
participants in a conversation need to read betweeiines and a sense of information
being communicated is derived from the context #adsituation. This is similar to

Pateau’s (1999) description of a more implicit commmation style in France

compared to a more explicit way of communicatingsgrmany.

Further, Hall (1976) differentiates between a mdmonic and polychronic
approach to time which means that in some -cultumesvities are structured
sequentially (monochronic cultures), while in otloetures attention is paid to doing
many activities at once (polychronic cultures). iBan people are more monochronic
in their approach to activities, whereas Frenchppedadisplay more polychronic
behaviours. Hall and Hall (1990) conclude that idifties in French-German
collaboration are, therefore, possible considetingse differences. However, their
model lacks empirical evidence and would thus befrem investigation.

Kittler, Rygl and Mackinnon (2011) reviewed 26 sesicarried out between
1991 and 2007, which applied Hall's (1976) low-Higpontext framework, in order to
identify a consistent classification of societieaséd on empirical evidence. They
conclude that:

‘Instead of resulting in a state-of-the art courtlgssification, the study shows

that virtually all studies that utilized HC/LC caduy classifications are based on

less-than-adequate evidence and stem from datedpstantiated claims which

can even be traced back to Hall's own anecdota@lemde-based classification’
(Kittler, Rygl and Mackinnon, 2011, p.78).

Hence, there is evidence that Hall and Hall's ()9@8earch is inconsistent and
the classification of societies into high- and loantexts is limited (Kittler, Rygl and

Mackinnon, 2011).
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(iv) France and Germany as Part of Multi-Country Studies

Besides studies that exclusively address a Fremehiéh context, both cultures
have been part of multi-country studies (e.g. ClanpolBrodbeck and House, 2007;
Hofstede, 1980; House et al., 2004).

One such study, which was carried out by Germaaigpg authors Reber, Jago
and Bohnisch (1993), aimed to analyse differencdseddership behaviour between six
European countries and the US. Their researchdecban the Vroom/Yetton model
(Vroom and Yetton, 1973), which focuses on différeypes of decision strategies
among leaders and which asserts that decisionsnade in relation to a respective
situation. The study was replicated by Reber et(2000) and additional data was
collected from a total of 4,104 managers in severopean countries: Finland, Austria,
Germany, Switzerland, France, Poland and the CRegublic. Both studies included
France and Germany and found differences in detisiaking strategies across the
countries investigated. Germany, as part of theamhers’ Germanic cluster, which
also included Austria and Switzerland, was foundigplay a rather consensual culture
in decision-making processes. The findings alsavgldothat French people displayed
more authoritarian behaviours in leadership situeticompared to the members of the
Germanic cluster, and significantly more partiapatehaviours in comparison to the
respondents from Poland and Czech Republic. Thétsesf the latter study (Reber et
al., 2000) supported the notion of a dominant ¢ftésocietal culture on the leadership
behaviour of managers. Cultural differences wereébto explain 76 per cent of the
systematic variance in such behaviour. This wae &sind in the initial study by
Reber, Jago and Bohnisch (1993) where culturakdiffces explained 71 per cent of

the variance. This research by Reber and colleaguamsistent with the catalogue of
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studies investigating the relationship between uceltand leadership and provides

additional evidence for a societal cultural effestieadership behaviour.

(v) Summary of the French and German Comparative Studies

The above review of French and German co-operatioa business context
shows that differences in France and Germany haea mvestigated using a number
of approaches. Early French-German comparativaestutdghlight different leadership
styles in France and in Germany. This is also eaide Pateau’s (1999) work which
also focused on differences in the organisatiowardk and communication. The work
of Reber and colleagues (e.g. Reber et al., 20@Mighted differences in decision-
making strategies in France and in Germany, ariddrFrench education system. The
literature discussed in the above sections cortg#hto the overall debate on the impact
of societal culture on management and leadershimweur. The French-German
research confirms this relationship, as can be d$emn the differences identified
between both societies in a business context. €kegections will look more precisely

at leadership in France and Germany.

4.6.5 Leadership in France and Leadership in German vy

The purpose of this section is to concentrate omentecent research about
leadership in France and in Germany. To start wikie translation of the term
leadership into French and German language wilbiéined in order to analyse its
meaning from a linguistic perspective. Subsequentharacteristics of French and
German leadership will be discussed with a parictdcus on the country findings of

the GLOBE study.
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(i) The Translation of Leadership into French and German Language

References to leadership in the French languagkttense the Anglicism term
of leadership. 'Le Petit Robert’ (2007) definesdewship as ‘the function, position of
leader’ (‘fonction, position de leader)and ‘dominant position(*position dominante’)
‘Leader’ is defined as ‘boss, superior, spokesperéohef, porte-parole’)and as ‘the
person that is at the head of a movement, or god(quersonne qui prend la téte d’'un
mouvement, d'un groupe’p.1437). Further, the French translation of leade
(‘dirigeant’) and the associated vextiriger’ are of interestDirigeant’ is defined as
‘person who directs, lead§personne qui dirige’)(Robert, 2007, p.747). The verb is
defined as ‘conduct, lead (a company, an operatosiness affairs) as responsible
superior’(‘conduire, mener (une entreprise, une opératias dffaires) comme maitre
ou chef responsablegnd it is also defined as ‘make move in a direct{faire aller
dans une direction’JRobert, 2007, p.747). Thus, the French meaninigadership is
related to a person who has a dominant positi@rder to indicate the direction.

In the German language a translation for leadershipts. According to the
Duden Dictionary (Wermke, Kunkel-Razum and Sch@mabenrecht, 2002),
‘leadership’(‘Fuhrung’) is defined as ‘responsible leadir(¢yerantwortliches Leiten’)
‘leading position’ (‘flhrende Position’) ‘a leading group of people{‘fihrende
Personengruppe’YWermke, Kunkel-Razum and Scholze-Stubenrecht22@387).
An examination of the Duden Dictionary of Etymolofilosa, Scholze-Stubenrecht
and Wermke, 1997, p.210) gives further evidencimeforigin of the term. Information
is provided on the verb ‘to lea@fihren’). Its meaning is ‘to set something in motion’
(in Bewegung setzen’)The main meaning, is ‘to direct, to leadeiten’) and ‘to
define the direction{‘die Richtung bestimmen’)eadership in Germany is related to

responsibility and to the dynamic of defining aediron.
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To summarise, in France and in Germany, the measfitige term leadership is
related to somebody who indicates or defines actime. The following two sections
will discuss leadership in France and in Germanynasstigated by researchers of

cross-cultural leadership.

(ii) Leadership in France

France is characterised by rather Latin culturdues and forms part of the
Latin Europe cluster in the GLOBE study. Furthecisbes within this cluster are
Israel, Italy, Portugal, Spain, and the French kipggpart of Switzerland. The GLOBE
study (House et al., 2004) found that these areachkerised by a preference for
leadership styles fostering charismatic and valasetd leader behaviour, as well as
team-oriented and participative leader behavioliteese behaviours include leader
abilities such as being visionary and inspiratipnat well as being a good
communicator (Dorfman, Hanges and Brodbeck, 2004).

House, Hanges and Ruiz-Quintanilla (1997) explaat French people favour
two types of leaders which are first, a strong @hdrismatic kind of leader and,
second, a coalition former or team builder suchhasformer presidents De Gaulle or
Mitterrand. Castel et al. (2007) add that both Eremanagers and employees do not
appreciate being supervised very closely. Instdaltask of the manager is to provide
a ‘strong dynamic direction’ and to encourage ‘@rsial team building’ (Castel et al.,
2007, p.548). An interesting feature, however, hattit is not a requirement for a
French manager to be highly charismatic or visigr{@arsoux and Lawrence, 1997).
Rather, occupying a leadership position and thalsest status which this affords is to

some extent a guarantee that leaders will earreipect of their subordinates.
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The peculiarity of the French higher education exystpreviously described,
leads Castel et al. (2007) to conclude that evésadiership characteristics such as the
ability to motivate, competence and future oridntatire perceived as being important
for effective leaders, the difference is made thlopersonal contacts and social
networks. This is regarded as the key differentidtetween a good leader and an
outstanding leader. The relevance of personalioelsttips is also described by Altman
(1993) who explains that family-owned businesseshich interpersonal relationships
play a major role, and which are led by the soecHlbatron’ (i.e. boss or company
chief) are still of high importance in France. Téeamilial relationships include
‘loyalty, protection, succession, and the exer@$eauthority’ (Castel et al., 2007,
p.551). To conclude, it would seem that being ansgr charismatic, and team-oriented
leader is an important prerequisite to being a geader in France, but it is personal
relationships and networks, as well as knowing ®&/n position within the network,

which contributes to being an exceptional leader.

(iii) Leadership in Germany

Germany is characterised by cultural values whrehspecific to the Germanic
Europe cluster in the GLOBE study. Austria, theh¢eiands, and Switzerland are also
part of this cluster within which, the preferensefor charismatic and value-based
leaders, who value participative leadership andoerage independent thinking
(Dorfman, Hanges and Brodbeck, 2004). While theeganpreference for specific
leadership styles is rather similar to France,ed#fhces can be found when taking a
closer look at leadership styles. The Germanic peirduster, for example, is the one
with the highest scores for participative leadeqysini the GLOBE study (Dorfman,

Hanges and Brodbeck, 2004).
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Since data collection for the GLOBE study was eafrout during the mid-
1990s, German results were separated into thosthdédiormer GDR East and former
FRG West. It is reported that while some differenesist between East and West
German leadership values, both regions are uniyeth® common trend of valuing
participative leadership (Brodbeck and Frese, 20Q1ther studies carried out in the
1990s, which compared East and West German woitidgs and value systems,
support these findings and report more similaritieen differences between East and
West (Boehnke et al., 1994; Macharzina, 1993). Gmaparative study between East
and West, which was carried out shortly after ricaion in 1990, revealed that
similar leadership styles are favoured in both gaft Germany (Wuppertaler Kreis,
1992). It found that technical competence and tas&ntation are both important
elements of effective leadership in East and Westnany. This is in line with
research by Glunk, Wilderom and Ogilvie (1997) wisviewed a large amount of
literature dealing with German management stylebath single country and cross-
cultural comparative studies.

In order to describe the German leadership conteid,important to consider
the notion of leadership itself. The literal traigin of leader ig~Uhrer’, a term which
has a negative connotation because it was usdtkeicdntext of Hitler and the Nazi
regime during World War Il (Brodbeck and Frese, 20Brodbeck and Frese (2007)
explain that the more depersonalised translatioidirungskraft’ (i.e. someone who
leads) is more positively connoted and therefoedgured.

This negative connotation of the term leadershighinbe one explanation as to
why the amount of leadership research in Germanylldv] 1995) is relatively low in

comparison to, for example, the US (e.g. Yukl, 20&8pecially after the World War I
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period. In this era a (stereo)typical German bussrleader could be characterised as a

person
‘with a formal interpersonal style and straightfardd behavior, technically
skilled, a specialist rather than a generalist,theei bureaucratic nor

authoritarian, and one who emphasiZzeschnik (i.e. technical excellence)’
(Brodbeck and Frese, 2007, p.168).

In the 1970s and 1980s, the focus of German marageprinciples evolved
with a change in societal attitudes from purelyemnatistic to post-materialistic values.
In other words, during the post-war period peoplatstudes and behaviour were
primarily focused on acquiring material wealth befa need for post-materialistic
values emerged. This change involved a preferemce nfanagement principles
fostering concepts such as participation, insmiraind empowerment linked to values
such as self-fulfilment and life satisfaction (Zand1995). At the same time, German
leadership styles became influenced by Anglo-Anagricnanagement competencies
with a focus on social skills, participation, aslivees the ability to delegate, motivate,
and inspire followers (Lawrence, 1994; Regnet, 189Endieck, 1990).

More recently, German leadership has been chaisstieby participation
through co-determination. This is reported by Sza&boal. (2002) for the whole
Germanic Europe cluster. Bass and Stogdill (19@pprt that German participative
leadership styles reflect the expectations of eyg#e that they will be involved in
decision-making. Once a decision has been madelogegs prefer to carry out the
task autonomously (Glunk, Wilderom and Ogilvie, Z9®%arner and Campbell, 1993).
Brodbeck and Frese (2007) summarise that

‘within  Germany, outstanding leadership is assedatwith [a] high

performance orientation, technical competency, rautoy, straightforwardness,
constructive controversy, and participation’ (Bredk and Frese, 2007, p.194)

or in short ‘tough on the issue, tough on the pergmrticipative in nature’

(Brodbeck, Frese and Javidan, 2002, p.16).
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To conclude, it would seem that being a particigatieader is an essential
element to being a good leader in Germany. In eshtto France, the exceptional
German leader is, however, characterised by beargcppative through taking into
account the opinion of their followers, as well slsowing confidence in their
professional competencies which is expressed throletegation of responsibility and

autonomy.

(iv) The GLOBE Results of the 22 Universal Leadership Attributes for France

and Germany

As explained in section 4.4.4, one of the majodifigs of the GLOBE study
concerned the list of 22 leadership attributes tvlsieem to be universally accepted as
contributing positively to effective leadership.bl@ 4.6 shows the scores obtained by
the GLOBE study for the attributes for France areinf@ny East (former GDR) and
West (former FRG), as well as the GLOBE leaderslipensions of which they form
part. It presents the ranked results for France@eanany, where ranks are presented
in brackets. The results are interpreted on a Rtpstale ranging from 1 (greatly

inhibits outstanding leadership) to 7 (contribugesatly to outstanding leadership).
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Table 4.6: Values of Universal Positive Leader Attributes for France and Germany
(based on House et al., 2004)

: Germany L ,
Attribute France Leadership Dimension
East West
glj’i?c‘;frence 538(8) | 6.12(7)| 6.03(13) Charismatic/Value-Basdd
Decisive 5.40 (7) 6.16 (6) 6.12 (8)] Charismatic/Value-Based
Dynamic 5.51 (2) 6.42 (3) 6.37 (3)] Charismatic/Value-Based
Encouraging 5.19 (17) 6.11 (9) 6.09 (9)] Charismatic/Value-Based
Excellence 526 (12) | 6.44(2)| 6.28(4) Charismatic/Value-Basad

oriented

Foresight 5.21 (16) | 5.59 (20)| 5.69(21) Charismatic/Valuedhs
Honest 5.26 (13) 6.21 (5) 6.08 (11) Charismatic/Value-RBhse
Just 5.18 (18) | 5.43(22)] 5.81(18) Charismatic/Value&hs
Motivational 5.44 (4) 6.12 (8) 6.15 (6)| Charismatic/Value-Based
Motive arouser 5.56 (1) 6.40 (4) 6.37 (2)| Charismatic/Value-Based
Plans ahead 5.08 (20) | 5.80(18)] 5.98 (16) Charismatic/Value&hs
Positive 5.15(19) | 6.11(10) 6.14 (7)) Charismatic/Value-Bhse
Trustworthy 5.26 (11) 6.48 (1) 6.42 (1)] Charismatic/Value-Based
fammistatvely | 392 (22)| 584 (16) 550(22) Team-Oriented
Communicative 5.45 (3) 5.47 (21)| 5.74 (20) Team-Oriented
Coordinator 492 (21) | 5.77(19)] 5.81(19) Team-Oriented
Dependable 531(10) | 6.11(13)] 6.00(15) Team-Oriented

Effective 5.22 (15) | 6.11(12)] 6.06 (12) Team-Oriented
bargainer

Informed 5.42 (5) 6.11 (11)] 6.00 (14) Team-Oriented
Intelligent 5.31(9) 6.07 (14) 6.15 (5)] Team-Oriented

Team builder 5.41 (6) 5.88 (15)] 6.09 (10) Team-Oriented

Win/win 5.24 (14) | 5.80(17)) 5.82(17) Team-Oriented

problem solver

As can be seen from this table, the values of #smldrship attributes for
Germany are generally higher than for France. e leadership attributes which
were rated highest in France are: ‘motive arousgynamic’, ‘communicative’,

‘motivational’, and ‘informed’. In Germany, the &v most important leadership
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attributes are: ‘trustworthy’, ‘excellence orientedlynamic’, ‘motive arouser’, and
‘honest’ (East), respectively ‘intelligent’ (Westlence, there is some overlap between
French and German preferences for particular |sagerattributes, but there exist
differences in the priority of the importance oéth. ‘Communicative’ and ‘informed’
are ranked less important in Germany (rank 21/2® @amk 11/14) than in France,
whereas ‘trustworthy’ and ‘excellence oriented’ aamked less important in France
(rank 11 and 12) than in Germany. Thus, accordinipé GLOBE results, differences
in the importance of leadership attributes betwesmmce and Germany exist, but the

difference is in the detail.

4.7 The Research Questions, Hypothesis and Proposit ions Deriving
from the Literature Review
The review of the literature for this study hastoesh on leadership in France
and in Germany, CLTs, the measurability of the ephof culture, and the importance
of the role of leaders and followers in the lealgrgrocess. Following this review,
three research questions, eight hypotheses anel phopositions can be derived which

are shown in Table 4.7 below.
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Table 4.7: The Research Questions, Hypotheses, and Propositions

Question 1

Does the structure of effective leadership schethifées between
French and German managers and employees in a&ebssiantext?

Hypotheses

H1: If the content is held constant, the structuréhef
leadership schemas will differ between French aadh@ns in a
business context, regardless of their corresporfuigrgrchical level.

H2: If the content is held constant, the structuréhef
leadership schemas will differ between French mearsagnd French
employees.

H3: If the content is held constant, the structuréhef
leadership schemas will differ between German marsagnd German
employees.

H4: If the content is held constant, the structuréhef
leadership schemas will be more similar betweeividdals of the
same nationality than between individuals of theeaierarchical
level.

Question 2

Does the structure of effective leadership scheamadg-rench and
German business context differ between home andnhasagers?

H5: If the content is held constant, the structuréhef
leadership schemas will differ between French marsagsho are
working for French organisations in France and Enezxpatriate
managers who are working for French organisatinrSarmany.

HG6: If the content is held constant, the structuréhef
leadership schemas will differ between German marsagho are
working for German organisations in Germany andh@zer expatriate
managers who are working for German organisatiofsance.

H7: If the content is held constant, the leadersbima
structure will be more similar between German mamagq Germany
and German expatriate managers in France than éet@erman
expatriate managers in France and French managErarce.

H8: If the content is held constant, the leadersbima
structure will be more similar between French mansgn France and
French expatriate managers in Germany than betfegch expatriat
managers in Germany and German managers in Germany.

A\1%4

Question 3

How does the content of effective leadership sclsediféer between

French and German managers and employees in s&ebssiantext?
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Table 4.7 continued

Propositions P1 The content of French cognitive leadership sclsewilh be
rather characterised by attributes which form pagharismatic, team-
oriented and participative leadership styles. Imparison, German
cognitive leadership schemas will be primarily etaerised by
attributes which form part of a participative leegtap style.

P2 The content of managers’ cognitive leadershigsds will
be primarily composed of innovative, visionary, geterm oriented,
diplomatic and courageous leadership attributesomparison, the
employees’ cognitive leadership schemas will benprily composed
of more social and participative attributes suckeasn building and
concern for subordinates’ interests.

P3 The content of the cognitive leadership schemide
more similar between home and expatriate manadene same
nationality, than between home and expatriate mensagf a different
nationality, but who live and work in the same cioyn

4.8 Summary

This chapter provided an overview of the literatarecross-cultural leadership
that forms much of the basis of the focus of thigdg. The origins of this area of
research were presented including the phenomenomlaifalisation, which has
contributed to increased interest and calls foremawrestigations into cross-cultural
organisational behaviour and leadership. In thisitext, two approaches were
discussed: the culture-free versus the culture-d@pproach to leadership. While the
culture-free approach neglects the potential imibgeof societal culture on leadership
styles, the culture-bound perspective considersiilas an important determinant of
different leadership styles in different societaltgres. The latter approach is in line
with the perspective of the present cross-cultie@dership study.

The chapter reviewed the major trends in cross#allteadership. It was shown
that whatever the trend, be it the discussion efrthle of culture as a moderator of
leadership, or the concepts of global or compagateadership, there is consensus

about the relationship that exists between socthilire and leadership. Following a

132



discussion of the approach to cross-cultural lesdprin the GLOBE study, a review of
culturally endorsed implicit leadership theoriessvearried out. CLTs explain that the
preference for a particular leadership style ie@#d by societal culture (House et al.,
2004). This means that it influences the contemt te structure of CLTs (Shaw,
1990). Hence, CLTs also contribute to the discussamd exploration of the
relationship between the concepts of leadershipcaitdre.

The chapter then presented a brief overview of ¢freand German historical
and systemic differences. Cultural values as inyatsd by Hofstede and the GLOBE
study, management models, business practices.eadeérship in France and Germany
were presented. The country comparisons showed theatapplication of similar
management models in France and in Germany héas kdlifferent operationalisation
of these models. It was detailed that leadershigramce is associated with charismatic
and team-oriented leadership with a focus on peatscglationships and networks,
whereas in Germany the focus is on participatialéeship and on underlining the
professional competencies of followers by delegatesponsibility and autonomy of
tasks.

Based on the review of the cross-cultural leadprélterature and the earlier
reviews of the measurability of the concept of erdtand the importance of the role of
leaders and followers in the leadership procesis thapter concluded with an
overview of the main research questions, hypotheses propositions to be addressed

in this thesis.
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CHAPTER V

RESEARCH METHODOLOGY

5.1 Introduction

This chapter will outline the research methodolegyployed in the study. First,
the research questions, hypotheses and proposividh®e outlined followed by a
description of the philosophical approach underpignthe chosen methodology.
Second, a description of the research design wipdovided which will include details
about the research setting and the methods usedddas$ign of the questionnaire as
well as the design of the interview guidelines Wil presented. Third, the processes of
data collection and data analysis will be discusseduding a description of the
software used to investigate the collected datae Thapter closes with a brief

summary.

5.2 The Research Questions, Hypotheses, and Proposi  tions

The purpose of this section is to detail the redeguestions of this study and to
derive the corresponding hypotheses and propositi@sed on the literature review.
Research question number one and number two bathails the schema structure of
cognitive leadership networks in France and in Garyn whereas the third research
guestion addresses the content of cognitive lehgeretworks in these two societies.

Table 5.1 summarises the research questions, hsgeEgtand propositions.
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Table 5.1: The Research Questions, Hypotheses and Propositions

Question 1

Does the structure of effective leadership schethifées between
French and German managers and employees in aebssiaontext?

Hypotheses

H1: If the content is held constant, the structuréhef
leadership schemas will differ between French aad@ns in a
business context, regardless of their corresporfuigrgrchical level.

H2: If the content is held constant, the structuréhef
leadership schemas will differ between French mearsagnd French
employees.

H3: If the content is held constant, the structuréhef
leadership schemas will differ between German marsagnd German
employees.

H4. If the content is held constant, the structuréhef
leadership schemas will be more similar betweeividdals of the
same nationality than between individuals of theeaierarchical
level.

Question 2

Does the structure of effective leadership scheamadg-rench and
German business context differ between home andnhasagers?

Hypotheses

H5: If the content is held constant, the structuréhef
leadership schemas will differ between French marsagtho are
working for French organisations in France and Enezxpatriate
managers who are working for French organisatinr@armany.

H6: If the content is held constant, the structuréhef
leadership schemas will differ between German marsagho are
working for German organisations in Germany andhzer expatriate
managers who are working for German organisatiofsance.

H7: If the content is held constant, the leadershiEema
structure will be more similar between German mamagqm Germany
and German expatriate managers in France than éet@erman
expatriate managers in France and French managErarce.

H8: If the content is held constant, the leadershiEema
structure will be more similar between French mansgn France and
French expatriate managers in Germany than betfesch expatriat

A\1%4

managers in Germany and German managers in Germany.
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Table 5.1 continued

Question 3 | How does the content of effective leadership scisediféer between
French and German managers and employees in aebssiantext?

Propositions P1. The content of French cognitive leadership sclsewilh be
rather characterised by attributes which form pagharismatic, team-
oriented and participative leadership styles. Imparison, German
cognitive leadership schemas will be primarily euierised by
attributes which form part of a participative leegtap style.

P2 The content of managers’ cognitive leadershigsds will
be primarily composed of innovative, visionary, geterm oriented,
diplomatic and courageous leadership attributesomparison, the
employees’ cognitive leadership schemas will benprily composed
of more social and participative attributes suckeas building and
concern for subordinates’ interests.

P3: The content of the cognitive leadership schemides
more similar between home and expatriate manadé¢ne same
nationality, than between home and expatriate mensaaf a different
nationality, but who live and work in the same cioyn

The first two research questions are derived framucally endorsed implicit
leadership theories and mainly based on the rdsedrdanges et al. (2006), House et
al. (2004), Den Hartog et al. (1999) and Shaw ()19B6th questions address the topic
of cognitive leadership schemas which are charigettby their content (i.e. leadership
attributes) and their network structure. As thisdgtis interested in the perception of
leadership across cultures, the leadership netwsitksld be comparable. Hence, the
unit of investigation of the first two research gtiens is the schema structure and not
the content. This follows Hanges et al.’s (2006)liing that ‘differences in the structure
of leadership schemas [...] are related to cultuadles even when the content of the
schema is held constant’ (p.21). Thus, the convérihe leadership schemas in this
cross-cultural study was derived from previous aede and was similar for all
respondents regardless of their nationality. Hogv¢bntent of the leadership schemas
was determined will be described in section 5.4k2ctv details the design process of

the survey questionnaire.
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The first research question asks: Does the strictdreffective leadership
schemas differ between French and German managdreraployees in a business
context? Its purpose is to compare leadership sabdr@tween cultures, i.e. France and
Germany, and between the hierarchical levels ofagears and employees. This idea is
based on research by Den Hartog et al. (1999) whod that in addition to cultural
influence, differences in the structure of leadgrsbchema derive from different
hierarchical levels. According to Zander and Rom@(04), however, the variation
across cultures is stronger than the variation éetwhierarchies. Therefore, a first set
of hypotheses reads as follow:

Hypothesis 11If the content is held constant, the structuretha leadership

schemas will differ between French and German geoph business context,

regardless of their corresponding hierarchicallleve

Hypothesis 2 If the content is held constant, the structuretha leadership

schemas will differ between French managers andhdhreemployees in a

business context.

Hypothesis 3If the content is held constant, the structuretha leadership

schemas will differ between German managers andn@eremployees in a

business context.

Hypothesis 4 If the content is held constant, the structuretha leadership

schemas will be more similar between individualghef same nationality than

between individuals of the same hierarchical level.

The second research question addresses: Does ringtust of effective
leadership schemas in a French and German busioessxt differ between home and
host managers? Its purpose is to compare leadesshgmas of home and expatriate

managers in order to be able to investigate a squpohange in leadership schemas
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due to a change of the working environment. Thibased on research by Rousseau
(2001) and Smith and DeCoster (2000) who explaa tiie connection weights within
the cognitive structures of individuals undergouatinent, when they are faced with
new experiences. Such a change reflects a leapnogess within cognitive schemas.
From this derives the next set of hypotheses:

Hypothesis 5If the content is held constant, the structuretha leadership

schemas will differ between French managers whovayeking for French

organisations in France and French expatriate nemsagho are working for

French organisations in Germany.

Hypothesis 6 If the content is held constant, the structuretha leadership

schemas will differ between German managers whowan&ing for German

organisations in Germany and German expatriate gemsavho are working for

German organisations in France.

Epitropaki and Martin (2004) further detail that evhthe social context (i.e.
working in a different country) changes implicitatiership theories tend to remain
rather stable which means change in cognitive &tres only takes places at a slow
pace. This leads to the final set of hypotheses:

Hypothesis 7 If the content is held constant, the leadersloipema structure

will be more similar between German managers inn@ay and German

expatriate managers in France than between Gerxpairate managers in

France and French managers in France.

Hypothesis 8If the content is held constant, the leadersloipema structure

will be more similar between French managers imégaand French expatriate

managers in Germany than between French expatnateagers in Germany

and German managers in Germany.
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The third research question focuses on the corgérgognitive leadership
networks and follows Shaw’'s (1990) assumption thétture impacts on the attributes
that are believed to be typical of leaders (i.dtuce impacts on the schema content).
The third research question asks: How does thesnbof effective leadership schemas
differ between French and German managers and gegdoin a business context?
Hence, this question aims to uncover similaritied differences in cognitive leadership
schemas of the respective sample groups in ordepmndribute to the discussion of
universal and culture-specific leadership attribute

The first proposition is based on results of theOBE study which investigated
preferences of leadership styles across culturasteCet al. (2007) found that French
middle managers preferred leadership styles fogjecharismatic, team-oriented and
participative leader behaviours. German middle mama also preferred
charismatic/value-based leader behaviours, but ifsgmly preferred a more
participative leadership style (Dorfman, Hanges Bnodbeck, 2004). Thus, the first
proposition is:

Proposition 1 The content of French cognitive leadership scleemd be

rather characterised by attributes which form péartharismatic, team-oriented

and participative leadership styles. In compariseasman cognitive leadership

schemas will be primarily characterised by attsuivhich form part of a

participative leadership style.

The second proposition is based on results of relsday Den Hartog et al.
(1999) which found differences in leadership atti#b preferences at top and lower
level management. They discovered that attributeb as being innovative, visionary,
persuasive, long-term oriented, diplomatic and ageous were considered more

relevant at higher levels of management, whereasattributes such as caring for
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subordinates, team building and participation weame important at lower levels of
management. The second proposition, hence, is:

Proposition 2 The content of managers’ cognitive leadershipesds will be

primarily composed of innovative, visionary, loreg+h oriented, diplomatic and

courageous leadership attributes. In comparisoa, émployees’ cognitive
leadership schemas will be primarily composed ofersmcial and participative
attributes such as team building and concern fooslinates’ interests.

The last proposition is based on Epitropaki andtMgf004) who found that
implicit leadership theories remain rather stablerewhen the social context changes.
Hence, a supposed change in cognitive structureddvemly occur at a slow pace. The
third proposition is:

Proposition 3 The content of the cognitive leadership schemiélsbe more

similar between home and expatriate managers ofdinee nationality, than

between home and expatriate managers of a differ@manality, but who live
and work in the same country.

The way in which these research questions, hypeshasd propositions will be
explored, will be described in the following seasowhich will be introduced by a

review of the philosophical perspective taken is gtudy.

5.3  The Philosophical Approach

In general, and as can be seen from the literagwew, research on cross-
cultural leadership and management is largely chbanged by a positivist
epistemology and an associated quantitative redseaethodology which involves ‘the
measurement and analysis of causal relationshipseba variables’ (Denzin and

Lincoln, 1994, p.4). The aim of such an approactoigstablish general causal laws,
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akin to those of the natural sciences (Benton aralbC 2001). Positivists do not
question the form and nature of reality, rather &oprehendable reality is assumed to
exist, driven by immutable natural laws and mecsasi (Guba and Lincoln, 1994,
p.109). Proponents of this approach are guidedreglést ontology (Guba and Lincoln,
1994). This means positivists consider their rgdlit be separate from the language
which is used to describe it (Johnson and Clark620Thus, an objective reality is
assumed to exist. In positivism, research begirs deductive way. Deduction means
that conclusions are based on facts or premisenGhat these facts or premises are
considered to be true and valid, the conclusiomrmnuphich they are based are also
assumed to be true and valid (Pritchard, 2006)pdsitivism, theory is developed
through the use of reason. This theory is thenstommed into a model, which is
subsequently tested. The aim of empirically testing model is to investigate the
extent to which it supports the collected data (3o and Clark, 2006).

Major criticism regarding the adoption of a posgtwiew in social science is
related to the extension of scientific methods e tlomain of human social life
(Behling, 1980). Critics of this approach also arghat it excludes reference to
meaning and purpose. According to Guba and Linth94)

‘human behavior, unlike that of physical objec@nmot be understood without

reference to the meanings and purposes attachelduiman actors to their

activities’ (p.106).

They explain that qualitative data can help overedhis criticism. It is argued
that such data can deliver deeper insight into mub&aviour, is of a more explorative
character, and can provide contextual informatidmctv cannot be captured by using
quantitative techniques alone (Guba and Lincolr94)9Researchers who engage in
qualitative methods focus on the importance ofviilial meaning and the complexity

of the situation under investigation (Creswell, 2D0
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Thus, the philosophical position which underpins ttudy is postpositivism.
Positivism may only explain this research to somierg and thus, a perspective that
goes beyond positivism seems to be more appropoateercome its limitations. In
this study postpositivism does not represent aip@sitivistic stance which for some
authors summarises all epistemological approachas do not follow a positivist
perspective (Stewart, 2001). The term postpositiyigs interpreted in this study,
considers the position of positivism as importanbugh not ample enough to explore
reality in the most holistic way. Postpositivisnfiafs the causal complexity of social
reality, acknowledging that our knowledge abous treality is not complete. Guba
(1990) summarises that

‘in the positivist version it is contended that hes a reality out there to be

studied, captured and understood, whereas postpstsitargue that reality can
never be fully apprehended, only approximated'Zp.2

Thus, postpositivists acknowledge that the compjeai social reality can be
captured to some extent, though not perfectly bgmaef theories which are developed
in a deductive way. Postpositivists refer to anugitve approach to enrich theory
building. Induction takes into consideration the¢m if an assertion or premise is true,
a conclusion which is drawn from such an argumeay be false (Pritchard, 2006).

The philosophical approach of postpositivism isareleterised by the
application of multiple methods to capture as matineality as possible, but as with
positivism, the focus is on discovering and verityitheories (Denzin and Lincoln,
1994). To explain the nature of reality of theisearch, proponents of postpositivism
interpret their findings by comparing them to preséng knowledge, while
considering that replicated findings might be trbat can always be falsified (Guba
and Lincoln, 1994). Increasingly, postpositivist® yualitative methods to gather more

situational information, and to investigate moreéuna settings. The additional use of
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gualitative methods in the research process erwitheory and our knowledge about
reality, while the generality of this theory islistested using quantitative techniques.
Following such an approach, the subsequent sectlhsdetail the adoption of a

postpositivist perspective to the context of thigss-cultural study.

5.4 The Research Design

Following a postpositivist perspective, this studyrsues a mixed methods
approach in order to ensure that the conclusioashexl represent a comprehensive
view of cross-cultural leadership. The relationshiptween national culture and
leadership will be tested quantitatively and wikkpkre the cognitive leadership
networks of managers and employees. According &swell (2009) the purpose of
quantitative research is to test objective thedog®xamining the relationship among
variables which can be measured and subsequendlysad by using statistical
procedures. Researchers engaging in quantitatisfenigues are aimed at ‘testing
theories deductively, building in protections agaibias, controlling for alternative
explanations, and being able to generalize andcegplthe findings’ (Creswell, 2009,
p.4).

To enrich the quantitative findings of the studyalitative techniques will be
applied. Qualitative research helps explore anderstdnd the meaning which is
ascribed to social or human problems by individuadsgroups (Creswell, 2009).
Qualitative data are usually collected in the ggrtint’'s environment and their analysis
focuses on inducing from particular to general tgnwith the researcher interpreting
the meaning of the data (Creswell, 2007).

The combination of quantitative and qualitative @ng is called mixed

methods and is posited to be more than the surheofihalyses of quantitative and
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qualitative data. Creswell and Plano Clark (200{)l&n that through the combination
of both approaches a study can become stronger ttiaoigh the use of either
qualitative or quantitative research on its ownisThpproach is in line with the
recommendations of authors such as Alvesson andirgsson (2003) and Avolio,

Walumbwa and Weber (2009), who recommend the agpitc of mixed method

designs to the area of leadership in order to gathere in-depth data. A mixed
methods approach is also in line with the GLOBEIgt(House et al., 2004), which
applied a multiple set of methods to investigat lthk between societal culture and
leadership across more than 60 societies.

To summarise, this cross-cultural investigation,wil the first instance, allow
for the quantitative testing of the aforementionkegpotheses. Additionally, the
propositions will be investigated by qualitative theeds in order to develop a broader
understanding of the relationship between naticoélire and leadership perceptions.
This approach, driven by a postpositivist perspectendeavours to provide a picture
of reality that is as comprehensive as possibledogbining quantitative and qualitative
techniqgues. The subsequent sections will address ofterationalisation of these

theoretical considerations and present the metappkied in this study.

5.4.1 The Research Setting

The specific research setting was constructedderaio provide answers to the
research questions and to allow for comparisongd®t the single samples at different
cultural and hierarchical levels. This includes pamsons at the inter-cultural level
(i.,e. between France and Germany) and at the Iméearchical level (i.e. between
managers and employees). In this study, managermsoasidered to be those who have

managerial responsibilities which means, managersnacharge of personnel and lead
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a number of employees. The rationale of comparisbiie hierarchical level is based
on the work of Lord and Maher (1991), who expldiattleadership is most effective
when leaders and followers have similar perceptiohseffective leadership. This

means that followers are more motivated to followew their expectations about
leadership correspond to their leader’s actualdestdp behaviour (Lord and Mabher,
1991). A further set of comparisons can be drawtwéen managers and their
expatriate counterparts in order to explore whetreceptions of leadership change
due to the exposure to the foreign, or host enwamt. Figure 5.1 illustrates the

research setting.

Figure 5.1: Research Setting Showing the Different Sample Situations

1 France: 2 Germany:
French company German company

<

»
L

French managers German managers

French employees /_\ German employees

Perceptions: of
A A

v leadership v
3 France: 4 Germany:
German company v French company
German managers < > French managers
French employees German employees

As can be seen from the figure, the research gatbnsists of four different sample

dyads:
1. A pure French sample consisting of companies ofi¢hreorigin, which means
their headquarters are located in France. Resptsxd@®e managers and

employees of French nationality.
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2. A pure German sample consisting of companies ofm@arorigin which are
located in Germany. Respondents are managers aptbyaas of German
nationality.

3. A mixed French-German sample consisting of comzaoie German origin
which are located in France. Respondents are Geexjatriate managers and
their French subordinates.

4. A mixed German-French sample consisting of com@amk French origin
which are located in Germany. Respondents are Rrexgatriate managers and

their German subordinates.

5.4.2 The Design of the Questionnaire

The main purpose of the questionnaire was to doflata about the perceptions
of leadership across France and Germany. More fglsi the data from the
guestionnaire were used to construct cognitivedestdp networks or schemas for the
respondents to test the hypotheses about the wteuanhd the content of leadership
schemas as addressed in section 5.2 of this chaptewhich are based on previous
research (Hanges et al., 2006; Hanges, Lord ankkbm; 2000; Shaw, 1990).

The questionnaire (cf. Appendix B) consisted okéhsections: first, a general
section to introduce the leadership attributes Wwhiere used in this investigation;
second, a section which presented attributes iraievige manner to measure and
construct leadership networks which were basecespandents’ relatedness ratings of
the attribute pairs; third, a demographic sectmudllect information on the profile of

respondents. Table 5.2 summarises the differetibesmf the questionnaire.
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Table 5.2: Overview of the Survey Questionnaire Content

Section 1 Section 2 Section 3
What? | Leadership attributes | Leadership attributes in Demographic details
and definitions pairwise presentation

j

How? | 7-point scale from 1 | Relatedness ratings to| « Personal backgroun
(greatly inhibits a be rated on a 5-point | « Family background
person from being an | scale from 1 (not at all| « \Work background
effective leader) to 7 | related) to 5 (highly |« Educational

(contributes greatly to arelated). background

person being an « Information about

effective leader). organisation
Source | 22 universal leadership Set of 10 attributes outf Adapted from the

attributes from GLOBE of 22 universal GLOBE questionnaire

(Dorfman, Hanges and attributes to be (House et al., 2004).

Brodbeck, 2004). considered most

contributing to
outstanding leadership
in France and
Germany.

(i) Questionnaire: Section 1

The first step to develop section 1 of the quesidame consisted of identifying
the set of leadership attributes which could ba&luseapture leadership schemas of the
different sample groups in France and in Germaniecriterion for the inclusion of
the leadership attributes was that they be uniltgrgacepted as contributing to
effective leadership as this was the object of stigation. Hanges et al.’s (2006)
research provided initial information with regacdtihe leadership attributes, but did not
specify how the list of 17 universal attributes wamsnpiled. This list includes the
following attributes: ‘collaborative’, ‘consulta&v, ‘decisive’, ‘diplomatic’, ‘dynamic’,
‘excellence oriented’, ‘group-oriented’, ‘inspiratial’, ‘intellectually stimulating’,
just’, ‘loyal’, ‘motivational’, ‘plans ahead’, ‘tam builder’, ‘trustworthy’, ‘visionary’,
and ‘win/win problem solver’. Hanges et al. (20@8)y mention that they based their
choice of units on the research of Dorfman, Harayes Brodbeck (2004) which forms

the chapter on culturally endorsed leadership l@®iin the GLOBE study (House et
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al., 2004). The GLOBE study, however, providessa 6f 22 leadership attributes
which were universally found to contribute to oatsting leadership (House et al.,
2004). In total, the study by Hanges et al., (20@&) the GLOBE study have nine
attributes in common. These are: ‘decisive’, ‘dymaniexcellence oriented’, ‘just’,
‘motivational’, ‘plans ahead’, ‘team builder, ‘tstworthy’, and ‘win/win problem
solver’. All other attributes form part of the GL@&Bleadership dimensions of
charismatic/ value-based and team-oriented leagbessyles.

Since Hanges et al.’s (2006) research did not gpdw basis of their universal
attributes, Prof. Paul Hanges was contacted byatitieor and asked about how best to
select leadership attributes for the constructibthe cognitive leadership schemas. He
recommended to base further research on the GL@B#&elship attributes. Such an
approach would, on the one hand, enable direct acabpity with the GLOBE study
and, on the other hand, would ensure that the lofgilcis investigation was as traceable
as possible. Furthermore, the GLOBE study cleaglcdbes the criteria which must be
fulfilled in order for an attribute to be considdraniversal. Thus, the first section of
the questionnaire presents the set of 22 GLOBEelshgp attributes and their
definitions.

The respondents were asked to rate the degree itchwhose attributes
contribute to a person or inhibit a person froomgean effective leader on a 7-point

scale. Table 5.3 provides an overview of theséatts and their definitions.
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Table 5.3: Universal Leadership Attributes as Defined by House et al. (2004)

Attribute

Definition

. Administratively skilled

Is able to plan, organise, coordinate and contaykw
of large numbers (over 75) of individuals.

N

. Communicative

Communicates with others frequently.

Instills others with confidence by showing confiden

3. Confidence builder in them.

4. Coordinator Integrates and manages work of subordinates.

5. Decisive Makes decisions firmly and quickly.

6. Dependable Is reliable.

7. Dynamic Is highly involved, energetic, enthused, motivated.
8. Effective bargainer Is able to negotiate effectively, able to make

transactions with others on favourable terms.

. Encouraging

Gives courage, confidence or hope through reaggu
and advising.

=.

n

10.

Excellence oriented

Strives for excellence in performance of self and
subordinates.

11. Foresight Anticipates possible future events.

12. Honest Speaks and acts truthfully.

13. Informed Is knowledgeable; aware of information.

14. Intelligent Is smart, learns and understands easily.

15. Just Acts according to what is right or fair.

16. Motivational Stimulates others to put forth efforts above and_ _
beyond the call of duty and make personal sacsfice

17. Motive arouser Mobilizes and activates followers.

18. Plans ahead Anticipates and prepares in advance.

19. Positive Is generally optimistic and confident.

20. Team builder Is able to induce group members to work together.

21. Trustworthy r[])i(;/Sﬁ:er\r/3\/50trrdu.st, can be believed and relied up&eéep

22. Win/win problem solver Is able to identify solutions which satisfy indivials

with diverse and conflicting interests.

(i)

Questionnaire: Section 2

The second section of the questionnaire colledtedr¢latedness-ratings of all

possible pairwise combinations of the universalkattes of section one. Initially it was

planned to carry out the rating task with all 2&ilatites which would have required
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respondents to complete a total of n*(n-1)/2 = 2&ings. Pretests, however, showed
that it would take respondents too much time coteplee questionnaire and would
lead to more complex schema structures needingetexplored. Therefore, and to
avoid the risk of a poor response rate, it wasdigtito limit the choice of universal
attributes. This issue was also discussed with. Fratil Hanges and Prof. Dr. Felix
Brodbeck who was a co-author in one of Hanges .&t @2001) publications. As a
result of these discussions the GLOBE list of 2&enrsal leadership attributes was
reduced to ten attributes, which meant a totalsopdirs of attributes to rate. The set of
ten leadership attributes includes: ‘confidence Idawi, ‘decisive’, ‘dynamic’,
‘excellence oriented’, ‘informed’, ‘intelligent’, Motivational’, ‘motive arouser’, ‘team
builder’, and ‘trustworthy’ and is based on the wioy specific GLOBE findings for
France and Germany. The country specific GLOBEIfigs for the single leadership
attributes are not detailed in the GLOBE studylfitdmut were provided by Prof. Paul
Hanges.

Table 5.4 summarises the scores obtained by theBELLudy for the set of ten
attributes for France and Germany East (former G&Rl) West (former FRG), as well
as the GLOBE leadership dimensions of which theynfpart. Ranks are presented in
brackets and relate to the initial ranking amoregy2@ leadership attributes. The results
are interpreted on a 7-point scale ranging from gtedtly inhibits outstanding

leadership) to 7 (contributes greatly to outstagd@adership).
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Table 5.4: Values of Ten Universal Positive Leader Attributes for France and Germany
(based on House et al., 2004)

: Germany L ,
Attribute France Leadership Dimension
East West
glj’i?c‘;frence 5.38(8) | 6.12(7) | 6.03(13)| Charismatic/Value-Based
Decisive 5.40 (7) 6.16 (6) 6.12 (8) Charismatic/Value-Based
Dynamic 5.51 (2) 6.42 (3) 6.37 (3) Charismatic/Value-Based
Sr’fgﬁ't':gce 5.26 (12) | 6.44(2) | 6.28(4) | Charismatic/Value-Based

Informed 5.42 (5) 6.11 (11) | 6.00 (14)] Team-Oriented

Intelligent 5.31 (9) 6.07 (14) | 6.15(5) Team-Oriented
Motivational 5.44 (4) 6.12 (8) 6.15 (6) Charismatic/ Value-Based
Motive arouser | 5.56 (1) 6.40 (4) 6.37 (2) Charismatic/ Value-Based
Team builder 5.41 (6) 5.88 (15) | 6.09 (10)] Team-Oriented
Trustworthy 5.26 (11) | 6.48 (1) 6.42 (1) Charismatic/ Value-Bhse

The ten leadership attributes for the constructibthe connectionist networks

have been selected based on calculations of thghteei means of the attributes’ scores

for France and Germany (East and West).

(iii)  Questionnaire: Section 3

The questions in section three of the questionnestated to demographic
information and provided data on the respondergssgnal and family background, as
well as on their educational background and worngeelence. Respondents were, for
example, asked about their nationality, the coumthere they currently lived and
worked, and the ownership of their company in orttermatch them to the target
sample. Respondents were also asked about thentpamplace of birth and the
languages which were spoken during their childhddds set of questions was aimed
to gather information about the respondents’ caltirackground and the extent to

which they were coming from a more German or a nrkoeach cultural background.
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Questions regarding the respondents’ work backgrofimcused on the
particular position of the respondents within tlegimpanies and asked for aspects such
as the number of years of work experience, theranchical level, and the kind of
work which was primarily done in their work unithd@ information about respondents’
hierarchical level was important to match themhe target samples of managers and
employees. The questionnaire closed with questiomsthe respondents’ current
organisation, asking for their company’'s size arett®, which were relevant
information to describe contextual factors of thspondents. Most of the demographic
questions were in line with those from the GLOBHdst which also collected data

within organisations for cross-cultural comparisons

5.4.3 The Questionnaire Administration

The questionnaire was designed as an online swsiglg surveymonkey.com.
Major advantages of such a web-based administraienthat it is fast, flexible and
highly cost effective (Cook, Heath and Thompsor@®0The rapid development of the
internet as a mean of data collection has beerdnotthe literature on survey research,
and the internet is now widely recognised as arongdbr data collection (Dillman and
Bowker, 2001). Electronic mail and web-based sus\Jeve the potential to reach large
numbers of respondents inexpensively and can tomérito rapid replies (Schmidt,
1997). This means that online surveys are attractor economic reasons. Online
surveys are also believed to be easy to use (Rdr88R) and can be completed at the
respondent’s pace (Cook, Heath and Thopmson, 208@ther aspect, which is
appealing to respondents is that online surveyer afiore innovative interfaces than do
paper surveys (Schillewaert, Langerak and Duhait®818). This is believed to increase

the usability and readability of survey questionesi There are, however, some
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limitations to online surveys. A first limitationedls with the representativeness of the
surveyed sample and the corresponding responseSta¢ehan and McMillan (1999)
observed that response rates of e-mail surveysaappée lower than response rates of
paper-based mail surveys. They therefore suggastdésearchers who wish to engage
in internet survey methods should try to incredsartresponse rates (Sheehan and
McMillan, 1999). A higher response rate, thoughesimot necessarily mean higher
representativeness (Krosnick, 1999). According tosKick (1999), research suggests
that surveys with very low response rates can besnagcurate than surveys with
higher response rates. Aoki and Elasmar (2000)ladacdhat if the internet is used for
general population surveys, these limitations hi@mvée overcome. However, if it is
used within specific populations which are internggrate, it can offer more
advantages than traditional modes of data colleatmuld provide (Aoki and Elasmar,
2000).

Dillman (2000) developed 14 principles which heimit the four traditional
sources of survey error in internet surveys. Thagecoverage error, sampling error,
measurement error, and non-response error. Theiges for the design of web
surveys are presented in Table 5.5 which also |detfagir adaptation to the online
survey of this study.

Table 5.5: Principles for the Design of the Online Survey (adapted from Dillman, 2000)

No. Dillman’s principles Adapted principles

1. | Introduce the web questionnaire withl &he survey was introduced with a
welcome screen that is motivational, | welcome screen, detailing the purpose
emphasises the case for responding, of the study as described in the

and instructs respondents on the actiontroducing letter of the paper versior
needed for proceeding to the next pagef. the questionnaire (cAppendix B).

2. | Provide a PIN number for limiting Respondents were provided with a
access only to people in the sample.| personalised link which directed them
to the survey.
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Table 5.5 continued

No. Dillman’s principles Adapted principles

3. | Choose as the first question an item | The survey started with the leadership
that is likely to be interesting to most| attributes and definitions which had tp
respondents, easily answered, and fulbe rated on a 7-point scale. This
visible on the first screen of the guestion was fully visible on the
questionnaire. screen.

4. | Present each question in a conventignithe format of the online survey
format similar to that normally used grfollowed a similar format to the paper
paper self-administered questionnairesersion of the questionnaire.

5. | Restrain the use of colour so that A simple and basic blue colour scheme
figure/ground consistency and which was suggested by the survey
readability are maintained, provider was used which did not
navigational flow is unimpeded, and | disturb readability or navigational
measurement properties of questions flow.
are maintained.

6. | Avoid differences in the visual Once the survey was created online,
appearance of questions that result | the visual and functional appearance
from different screen configurations, | was tested in different operating
operating systems, browsers, partial | systems and browsers.
screen displays and wrap-around text.

7. | Provide specific instructions on how tdAll instructions were carefully
take each necessary computer action described and pretested before the
for responding to the questionnaire andnline survey was open to respondents.
other necessary instructions at the
point where they are needed.

8. | Use drop-down boxes sparingly, The online survey did not use any
consider the mode implications, and | drop-down boxes, all possible clicking-
identify each with a “click here” options were written out, and an
instruction. additional box for “other” responses

was included.

9. | Do not require respondents to provideThe questions on each page could be
an answer to each question before | answered in random order. Before
being allowed to answer any going to the next page, respondents
subsequent ones. were reminded to fill in missing

answers, if they forgot to reply to
questions on that page.

10. | Provide skip directions in a way that | Questions could be skipped within one

encourages marking of answers and
being able to click to the next
applicable question.

page. Respondents could go back to

previous pages and change answers,
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Table 5.5 continued

11. | Construct web questionnaires so theyThe online survey was constructed sp
scroll from question to question unlesghat respondents could scroll from
order effects are a major concern, question to question within one page
and/or telephone and web survey To move to either previous or next
results are being combined. pages, the corresponding buttons had

to be clicked.

12. | When the number of answer choices| The number of answer choices did not
exceeds the number that can be exceed the number that could be
displayed in a single column on one | displayed in a single column on one
screen, consider double banking with screen.
an appropriate grouping device to link
them together.

13. | Use graphical symbols or words that| The survey provider offers the
convey a sense of where the possibility of including a bar which
respondent is in the completion shows what percentage of the survey
process, but avoid ones that require | has been completed. This was provided
significant increases in computer in the survey.
memory.

14. | Exercise restraint in the use of quest|ddo check-all-that-apply questions were
structures that have known used in the survey. Only simple open-
measurement problems on paper ended questions were used, e.g. for the
guestionnaires, e.g. check-all-that- | respondents’ education.
apply and open-ended questions.

The second of Dillman’s principles addresses tharcs of sampling error,

which limits access to people in the sample. tlasely linked to coverage error which
provides each solicited sample member with a kn¢ifiman and Bowker, 2001).
Principles 6, 11 and 13 are also concerned witleiage error. They mostly deal with
technological issues relating to how respondentgive and respond to the survey
(Dillmann et al., 1998).

The limitations concerning measurement error ackessed by eight principles:
4, 5, 6, 8, 10, 11, 12, and 14. They relate tofedkhces which occur between the
presentation of the survey on the programmer’sescrand the presentation of the
survey on the internet

respondent’s screen, problems whioh w@anique to

guestionnaires (use of drop-down boxes and skipctians), and issues which are
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important when online surveys are complemented dyep questionnaires (Dillman
and Bowker, 2001).

The issue of non-response error is addressed leyafithe principles: 1, 3, 4, 6,
7,9, 11, 13, and 14. Their purpose is to limitftlustration of respondents which could
lead to non-response. These principles involveothicing the online survey with an
attractive first screen (principle 1) so that pap@ants who might be less computer
literate are encouraged to continue the onlineesurMon-response can also be limited
by starting the online survey with an easily ansltr question (principle 3), by
avoiding the inappropriate use of drop-down boxpsn¢iple 8), or by showing
respondents how far they already progressed inotilene survey (principle 13)

(Dillman and Bowker, 2001).

5.4.4 The Design of the Interview Schedule

In addition to the questionnaire, interviews weageried out in order to provide
deeper insights than could be provided by the tueshire alone. Interviews enable
detailed information to be gathered about partiipand, therefore, provide additional
knowledge to capture reality in a more complete wsys suggested by a postpositivist
philosophy (Creswell, 2009). Carrying out interveewllows the researcher to have
control over the line of questioning. The qualtatdata that is gathered through
interviews provides additional and richer insigtimough the individual perspectives of
the interviewees. Creswell (2009) suggests, howetreat not all interviewees are
equally articulate and perceptive and that somerwegwees might need more
information to be able to answer the interview gioes.

For the present study, four different versions efsstructured interview

schedules were developed (cf. Appendix E). Thesapose the home managers’
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version, the home employees’ version, the expatn@nagers’ version and the version
for employees who were supervised by an expatmaieager.

The interviews were semi-structured and the questiwere mainly open-ended
to elicit more depth on participants’ views (CreBw@009). The content of the
interviews varied depending on the status of ttepoadent (manager or employee,
expatriate or home manager, employee with expataahome manager). All interview
schedules had in common a general part on leagerslai business context and on the
relationship between manager and employee. Theviete questions in the general
part on leadership in a business context were e@rfirom the core leadership literature
including Avolio, Bass and Jung (1999), Bass andsBg&008), Bass and Stogdill
(1990), and Yukl (2010). This literature includesvestigations about different
leadership behaviours, e.g. transformational aadstctional styles, which can be
captured quantitatively by the MLQ. In the presstudy, for example, one of the
guestions in the general section asked for the\iiewees’ description of effective
leadership in a business context with the aim g@itwwang their perspectives on the
concept of leadership behaviour.

The questions which asked about the relationshijwdmn manager and
employee were based on literature dealing with ttheeme of the leader-follower
relationship (e.g. Graen and Uhl-Bien, 1995; Lond &aher, 1991; Schyns and Day,
2010; Yukl, 2010). One question of the leader-memeéxehange scale (LMX 7), for
example, asks ‘Do you know where you stand withryeader... do you usually know
how satisfied your leader is with what you do?édharoccasionally, sometimes, fairly,
often, very often)’. In the present study one goesasked whether and how regularly

employees received feedback from their managersaother question asked about the
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nature of communication between employee and marndgen employees need advice
or input from their manager.

For the manager interviews, additional elementceored questions regarding
leadership training, intercultural training and sfigns which focused on the degree of
exposure to cultures other than the current one. additional questions asking about
the manager's leadership and intercultural trainimgre derived from the core
leadership literature (Bass and Bass, 2008; BadsSamgdill, 1990; Yukl, 2010) and
literature about intercultural training (Black anMgendenhall, 1990; Tung, 1998). The
latter literature sets out that intercultural trag is effective in order to prepare
managers for foreign assignments. One of the quressin the present study asked, for
example, whether managers had completed any iftier@lutraining in their career to
date. The questions focusing on the degree of expo® cultures other than the
current one were based on the theoretical work hews(1990) who assumed that
societal culture has an effect on the structureogiitive leadership schemas. In this
section, interviewees were asked where and forlbogthey had worked abroad.

The expatriate interviews had an additional sectoon the specificities of
expatriation, and focused on the two cultures @nEe and Germany. The questions
which were asked in this section were derived ftbm work of Brodbeck and Frese
(2007), Castel et al. (2007), and Pateau (199%¢alBg1999), for example, interviewed
employees of companies in France and Germany abeutexperiences with working
with the other culture. In the context of the GLOBERidy (House et al., 2004),
Brodbeck and Frese (2007) and Castel et al. (20@@)viewed German and French
managers about their specific views about leadershiGermany and leadership in
France and about the leadership characteristiositstanding leaders. Questions in the

present study asked, for example, about the pdrspiadities and competences which
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were necessary to be successful in the positidgharhost country and whether these
were different from what would be needed in a comlple position in the home

country.

5.4.5 The Translation of the Questionnaire and the Interview Schedule

The questionnaire was designed in English and ttarslated into French and
German and subsequently back-translated into Hnglss recommended by Brislin
(1986). Furthermore, to limit any bias caused bgoirect translations, official
translations of relevant parts of the questionnaieee obtained from both the French
and German GLOBE research coordinators. These iaffiranslations were
particularly important for the translation of theatlership attributes and their
definitions. This was to ensure consistency wittsthparts of the questionnaire which
were based on the GLOBE research project. In fotal versions of the questionnaire
were designed: manager and employee versions im&egand in French. Similarly,
the interview schedule was designed first in Ehgliben translated into French and

German and subsequently back-translated into Englis

5.5 The Data Collection

The period of data collection is best describethire phases. These are: (1) the
pilot phase; (2) the quantitative data collectidmage; and (3) the qualitative data
collection phase. Table 5.6 provides an overviewvbén each data collection phase

was completed.
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Table 5.6: Overview of the Data Collection Phase

Pilot phase Questionnaire phase| Interview phase
Time frame | April 09 — July 09 Aug 09 — Sept 10 Oct 09 — Oct 10
Aim Questionnaire tested] Questionnaire online4 Contacted potential
» Time link sent to interviewees, agreed
« Wording companies to collect | on interview
« Online functionality | required number of | meetings, and carried
guestionnaire out interviews with
Interviews tested: responses. respondents who hag
e Time already filled in the
« Wording guestionnaire.
Companies contacted

5.5.1 The Pilot Phase

The pilot phase involved pre-testing the questimenand the interviews, as
well as contacting companies to gain their paréttgn in the study. The aim of pre-
testing the questionnaire was to measure the teeeled to complete it, to verify that
the wording was understandable, and to test tleadiiine version of the questionnaire
was running accurately. The interview guidelinesemgre-tested to obtain an idea of
how long the different types of interviews wouldt¢aas well as to verify the wording
and the flow of the questions. Both the questiomnand the interview schedules were
pretested. Eight respondents participated in tlo# guestionnaire and subsequently in
a pilot interview. Most of these respondents wdteerft in both languages. This
approach was to ensure that the meaning of questMmuld be the same in both
languages. Linguistic adjustments were consequemtygle where necessary. Four
personnel interviews were carried out and four be telephone. Four of the
respondents were native German speakers and fotlreof native French speakers.
The pilot questionnaires and interviews were notuided in the analysis as not all of
them precisely matched the target sample. For ebgngme of the pilot German

managers worked for a French company in Franceprewiously worked for a German
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company, and one of the pilot French managers wlofee a Japanese company in
Germany, but previously worked for a French compargermany.

During the pilot phase, initial contact was madéwgompanies in France and
in Germany in two specific sectors, namely the Bagtive and financial sector. A short
description of the research itself, its contribntend the importance of supporting this

study was sent to each human resource departmaméay.

5.5.2 The Questionnaire Phase

The questionnaire phase involved a number of kegsstvhich were repeated
several times sequentially. First, potential resigms were contacted to gain their
participation in the study. Second, once thoseeiggeto participate were identified an
email was prepared and sent to all potential redgats within the company. The email
detailed the aims of the study and included thie tacnthe online survey and a deadline
date by which the questionnaire needed to be cdetpldhird, when this deadline
expired and the number of responses was still \@wy a reminder was prepared and
the contact person within each company was askerieard the reminder to all
participants.

Initially, only companies in the two specific sagonamely the automotive and
the financial sector, and managers at a middle genant level were contacted to
ensure comparability between samples. Due to lspamese rates, which might be
partly explained by the economic crisis which hagbacted on both these sectors, both
of these requirements were subsequently relaxedadtdecided to accept respondents
to participate in the survey regardless of thest@eor level of management.

Again, contact was made with the human resourceartiepnts of the

companies of interest which fitted to the reseaetting (as described in Figure 5.1 in
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section 5.4.1). Most of these contacts were archngpeough local Chambers of
Commerce and Industry. However, several difficgltere encountered in both
countries. In Germany, for example, work councégchto approve the administration
of external surveys and it was difficult to gairithsupport because they receive many
such enquiries on a daily basis. In France, it wasn more difficult to convince
companies to participate in this research studyiezhrout by a German student. In
particular, this concerned participants in the [yuFgench research setting (cf. box 1 in
Figure 5.1), potential respondents did not see lbpefit of participating in the
research.

In a second step, organisations such as the Fi@eaman Chamber of
Commerce and Industry were contacted as well aschr&erman business clubs in
both countries because it was assumed that theirem@ss and understanding of the
necessity of such research would be much higheth&urespondents were acquired
through alumni-networks of universities, which wedk very well for the French
respondents, as well as by means of professioaionks such as the online-platform
xing.com in Germany. Table 5.7 summarises the erantbers per contact source.

Table 5.7: Numbers of Respondents per Contact $ourc

Source French respondents German respondents
Companies 43.2% (N = 64) 69.4% (N = 109)
Business Clubs 3.4% (N =5) 45% (N=7)
Alumni 45.3% (N = 67) 0
Xing 8.1% (N = 12) 26.1% (N = 41)
Total 148 157

As can be seen from Table 5.7 the French resposidesite mainly sourced
from companies and alumni networks, while the Germespondents were mainly

sourced from company contacts and xing.com. Assaltrethe final sample is very
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diverse, but the key unit of analysis of this stuncerns individuals, respectively
employees and managers from different cultures, thisdaspect was ensured within

each contact source.

5.5.3 The Interview Phase

This final section of the questionnaire asked wiethe respondent was willing
to do an interview. If so, contact details of teepondents were gathered and interview
partners were subsequently contacted to agree terview times. Interviews were
carried out in France in French companies with €émemanagers and French
employees. Interviews were carried out in GermamyGerman companies with
German managers and employees. Furthermore, Frandh German expatriate
managers and their subordinates were interviewddrdiews were carried out in the
interviewees’ native language, either face-to-facen the telephone depending on the
interviewee’s preference. Most of the interviewshat beginning of the interview phase
were carried out on a face-to-face basis; laterutws were done mainly over the
telephone. This approach of starting with faceaoef interviews and continuing by
telephone interviews was primarily due to the leditravel budget of the researcher.
Initial interviews in France were carried out i ttontext of two visits to companies in
the Paris region. Later interviews on the telephaeee carried out with respondents
who were working for companies which were more elispd all over France. The
German face-to-face interviews were mainly caroatlin the southwest of Germany,.
Telephone interviews were carried with the respatsldrom more northern and
eastern parts of Germany.

At the beginning of every interview interviewees reveasked whether they

would agree to being recorded. They were assuradtheir information would be
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treated in an anonymous way and that they wouldaatientified in the research write
up. They were informed that if they did not wantrégpond to specific questions, they
could refuse to do so. All interviews were recoraaul transcribed by transcription

companies afterwards.

5.6 The Composition of the Sample

The decision about the sample size was mainly basdbe sizes of samples of
previous research which used the Pathfinder soft{&chvaneveldt, 1990) to analyse
cognitive network structures. A comparable study Hgnges et al. (2001), which
investigated cognitive leadership schemas acrdgseht cultures collected data from
about 50 MBA students in each of their culturestdrest: 33 from Germany, 50 from
the US, 54 from Mexico. Another study by Hangesn land Duan (2004) on combat
teams and their superiors showed that for everyl@ader, data on about six followers
was collected: in total, data were collected from saperiors and 331 subordinates.
Foti, Knee and Backert (2008) collected data frdnsfuidents in order to construct trait
networks of student leaders. Kivlighan (2008) syeee32 counsellor trainees and 42
experienced counsellors and applied Pathfinder orétvanalysis to examine the
changes in their procedural and procedural strattknowledge. Kivlighan and
Kivlighan (2009) also applied Pathfinder networlalysis in a subsequent study and
interventions for 33 group counselling trainees dirde experienced group therapists.
Davis (2008) examined the cognitive structures dfdgovernment employees of a
Western city who participated in a workforce divigrstraining programme and
compared these to the cognitive structures of perienced (with on average ten
years of workforce diversity experience) workfodieersity consultants. Based on the

sample sizes of these studies which applied thiefiRdér network analysis producing
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significant results, it was decided to target gpoese of 50 questionnaires and to carry
out ten interviews within each sub-sample as sggekih Figure 5.1.

In total 380 online questionnaires were commen864d, were fully completed
and 305 could be correctly matched to the targeipsa Four of the questionnaires did
not fit to the target sample, as these respondeete either working as French
managers in German companies in Germany, or vicgavas German managers in
French companies in France. A total of 84 intergiemere carried out of which eight
were part of the pilot study. Thus, 76 interviewatohed the target sample and will be
used for the qualitative analyses. Table 5.8 ptssiére number of responses for both
guestionnaires and interviews.

Table 5.8: Number of Respondents Considered in the Analysis

Sample N“”.‘bef O.f Number of interviews
guestionnaires

FRANCE
French company

* French managers 58 6

» French employees 34 5
Sub-total 92 11
German company

* German managers 38 11

« French employees 25 10
Sub-total 63 21
GERMANY
German company

* German managers 51 15

« German employees 56 11
Sub-total 107 26
French company

* French managers 31 13

* German employees 12 S
Sub-total 43 18
Total responses 305 76
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As can be seen from Table 5.8, the number of quastires collected from
domestic employees with an expatriate managersaperior is rather low. It was quite
difficult to gain access to these employee sampitesefore it was decided to focus on
a sufficient number of their managers and to actieptow number of employees as a
limitation of this study. Consequently, the numbéinterviews carried out with these
employee samples is also rather low, but at |eastifterviews per sample group were
carried out. The number of interviews carried oiihwrench managers and employees
in France is also rather low. As already descrigledve, it was difficult as a German
student to gain access to the purely French regmsdalthough the language was not
a problem at all.

The sample is rather heterogeneous as participaets drawn from diverse
backgrounds in terms of company sector and sizéleT&.9 details the French
nationality sample in comparison to the Germanomatity sample, regardless of the
country where they were currently working and lyitMore details will be presented
in the descriptive statistics section 6.2 of thegjionnaire analysis Chapter 6. The
sample description in this section serves as anviewe of the profile of the

respondents.
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Table 5.9: Overview of the Profiles of the German and the French Respondents

French respondents

German respondents

Total number of questionnaires

148

157

Company sector

Automotive

25.7% (N = 38)

21.0% (N = 33)

Financial services

32.4% (N = 48)

3.2% (N = 5)

Energy

8.1% (N = 12)

6.4% (N = 10)

Machine manufacturing

7.4% (N = 11)

14.6% (N = 23)

Transportation 47% (N=7) 45% (N=7)

IT 3.4 (N=5) 28.0% (N = 44)

Other 18.3% (N = 27) 22.3% (N = 35)
Company size

1-9 employees 2.0% (N = 3) 3.2% (N =5)

10-49 employees 4.1% (N = 6) 1.3% (N = 2)

50-249 employees

9.5% (N = 14)

20.4% (N = 32)

250-499 employees

10.8% (N = 16)

22.9% (N = 36)

500-999 employees

2.7% (N = 4)

3.2% (N = 5)

1,000 and more employees

70.9% (N = 105)

49.0% TN)=

French respondents

German respondents

Type of work primarily done
within unit

Administration, planning,
support services, IT,
purchasing

12.8% (N = 19)

14.7% (N = 23)

Engineering, manufacturing
production, R&D

)

12.2% (N = 18)

20.4% (N = 32)

Finance or accounting

27.7% (N = 41)

13.4% (N = 21)

Marketing, sales,
communication

26.3% (N = 39)

29.9% (N = 47)

HRM, personnel
management

3.4% (N = 5)

1.9% (N = 3)

Consulting, strategy, projec
management

~—+

5.4% (N = 8)

12.1% (N = 19)

Other

12.2% (N = 18)

7.6% (N = 12)

As can be seen from Table 5.9 in total 148 respatsdef French nationality

participated in the study and a total of 157 Germempondents participated. This table
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shows that more than half of the French respondeotked in the automotive (25.7%)
and financial services (32.4%) sectors, while mdnan half of their German
counterparts worked in the automotive sector (2).06b machine manufacturing
(14.6%), and the IT sector (28.0%). Concerningcirapany size, more than two thirds
of the French respondents (70.9%) worked in larg@panies with 1,000 or more
employees. About 20% worked in small and mediuracdsompanies with either 50 to
249 employees (9.5%) or 250 to 499 employees (10.BR&omparison to their French
counterparts, only half of the German sample (49.@&ked for large companies with
1,000 or more employees and another 40% workedsfoall and medium sized
companies with either 50 to 249 employees (20.48250 to 499 employees (22.9%).
Concerning the type of work, which was primarilyndoin the unit in which the
respondents worked, Table 5.9 shows that mosteoftench respondents worked in
finance or accounting (27.7%), and in marketindesar communication (26.3%).
Most of the German respondents also worked in ntiakesales or communication
(29.9%), or were employed in engineering, manufaaf production or research and
development (20.4%).

Hence, the sample was derived from a wide rangsoafces, but the focus
within the present study was on the key unit oflgsia of individuals, namely
managers and employees from different culturess Was ensured through all sample
groups. The focus of this study was not on theexdntl factors such as company size
and sectors, and therefore the diversity of thesetofs should not limit the

representativeness of the cross-cultural sample.
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5.7 The Data Analysis

The process of data analysis consisted of threpsst€irst, all of the
questionnaire data were inputted into the staigaftware program SPSS. Second, the
network data were prepared for analysis using ta#nhfidder analysis software PC
Knot, and third, the interview data were prepared¢ inputted into the qualitative

analysis software QSR NVivo.

5.7.1 The Questionnaire Analysis

The main purpose of the questionnaire was to dotlata in order to construct
the respondents’ cognitive leadership networks. dhalysis process of the network
data itself was characterised by comparisons #drdiiit cultural and hierarchical levels
in order to provide answers to the research questend hypotheses. The set of

comparisons is summarised in Table 5.10.
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Table 5.10: Comparisons of Leadership Ne

tworks and their Outcome

Comparison

Outcome

1. French and German respondents

General networkkeofttench and th

e

German respondents (i.e. regardless of
their hierarchical level and the country
where they were living and working).

2. Leadership networks of the managersGeneral networks of the managers and|the
and the employees employees (i.e. regardless of their

nationality and the country where they
were living and working).

3. Leadership networks of the French | General networks of the respondents of
respondents in France and the Germathe same nationality and the same country
respondents in Germany of residence, regardless of their

hierarchical level

4. Leadership networks of the domestic Specific networks of the French managers
managers and their employees; and French employees in France and of
comparisons at inter-cultural and interthe German managers and German
hierarchical level employees in Germany

5. Leadership networks of the domestic Specific networks of the French managers
and the expatriate managers; in France, the French managers in
comparisons at intra-cultural, inter- | Germany, the German managers in
cultural and inter-functional level Germany and the German managers in

France

6. Leadership networks of the employee$pecific networks of the French
with home manager as a direct supefriemployees in France with either a French
and the employees with expatriate | home or a German expatriate manager|as
manager as a direct superior a direct superior and specific networks of

the German employees in Germany with
either a German home or a French
expatriate manager as a direct superior

7. Leadership networks of the managersSpecific networks of all sample groups to

and employees of each situation (cf.
Figure 5.1

compare the fit between the managers’
and the employees’ leadership network
of each situation.

[*2)

As can be seen, the comparisons start at a radmarg level with aggregated

sample groups and develop further to very detagdeshparisons of specific sample

groups. This approach is based on the idea thatdogasing the level of specificity in

the samples, this might help uncover the diffetnéngth of potential factors which

influence the structure of the leadership

1

networks.
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The purpose of the first comparison is to compaszlérship networks based
only on the nationality of the respondents. Therayed network data of all the French
respondents will be compared to the averaged nktwiata of all the German
respondents, regardless of the hierarchical statube respondents and the country
where they were living and working during the phasfe data collection. This
comparison is expected to be an initial indicatiopassible differences and similarities
between the French and German perceptions of Igageand, thus will help provide
insights into the relationship between nationaturel and leadership.

The second comparison aims at comparing leadersievorks at the
hierarchical levels of managers and employees, rdégss of the respondents’
nationality and regardless of the respondents’ tguof residence and work. This
comparison in addition to the first comparison a&séd on the assumption that the
nationality of the respondents is more importamgfarding perceptions of leadership
than the hierarchical position. If the leadershigtworks are more similar when
compared at hierarchical level than at nationagllethe nationality of the respondents
Is presumed to have more impact on the structutbeofeadership schemas than does
the hierarchical level.

The aim of the third comparison is to compile tleadership networks of
respondents who share the same nationality andgdhee country of residence and
work. This means the averaged leadership netwofkghe French respondents in
France will be compared to the averaged leadersig@pworks of the German
respondents in Germany, regardless of the hierkposition of the respondents. This
is also intended to contribute to the assumptianttie nationality of the respondents is

more important regarding perceptions of leader#iap the hierarchical position.
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The fourth comparison will be a set of comparisdoreween the specific
samples of the purely national samples of manag@isemployees as described in the
boxes 1 and 2 of the research setting (cf. Figute Eomparisons at intercultural level
will be drawn between the averaged leadership nésvof the French managers
working for French companies in France and theagest leadership networks of their
German counterparts working for German compani€sarmany. Similar comparisons
of leadership networks will be drawn between thenEh and the German employees.
A further comparison in this set concerns the campa between hierarchical levels.
This means the averaged leadership networks dfrigrech managers will be compared
to the averaged leadership networks of the Fremgblayees. The same comparison
will be drawn for the German sample. Again, thesengarisons test possible
differences in the degree of impact of nationadityl hierarchical level on the structure
of leadership schemas.

The fifth set of comparisons aims at drawing congoas at manager level
between home and expatriate managers in orderstothie hypothesis that schema
structures are different due to exposure to a mffe cultural environment.
Comparisons will be drawn at intracultural levédjst means between the averaged
leadership networks of the French managers in Eramd the averaged leadership
networks of the French expatriate managers in Geymas well as between the
averaged leadership networks of the German managék&ermany and the averaged
leadership networks of the German expatriate masagd-rance. Further comparisons
will be drawn at intercultural level; this meansveen the French managers in France
and the German expatriate managers in France, dsawebetween the German
managers in Germany and the French expatriate raemag Germany. A last

comparison will concern an inter-functional compan between the expatriate
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managers of both nationalities, which means a cosga between the averaged
leadership networks of the French expatriate masageGermany and the averaged
leadership networks of the German expatriate masage-rance. This comparison is
assumed to uncover similarities and differencesranexpatriate managers’ leadership
networks.

The sixth set of comparisons are similar compaggonthose described in the
fifth set, but at the employee level. This mearsdteraged leadership networks of the
French employees working in French companies imd&awill be compared to the
averaged leadership networks of the French empdoyeeking in German companies
in France. The same comparison will be drawn fa @erman employees. These
comparisons are based on the assumption that thiwees who were working with a
direct superior coming from a different culturalckground might have different
perceptions of effective leadership due to exposara different work environment
than their counterparts working with a direct sigreof the same cultural background.

A final set of comparisons between hierarchicaélswithin each situation will
explore the fit between managers’ perceptions &écéfe leadership and those of
employees. According to (Lord and Maher 1991), bedter the fit between the
perceptions of leadership of a manager and an g@@lis, the more effective a leader
will be perceived to be. Thus, this set of commarsswill allow for analyses which
explore whether leadership perceptions between gesinand employee are more
similar in an intra-cultural setting, as illustrdt@ boxes 1 and 2 of Figure 5.1 versus an
intercultural setting, as represented in boxes @ &nThe aim of these analyses is to
assess the extent of the influence of nationalucellton whether a manager can

effectively lead his or her employees.

173



5.7.2 The Pathfinder Associative Network Analysis

According to Huff (1990) cognitive structures cam tepresented in different
ways. To analyse and present leadership netwdrmiss study follows Schvaneveldt's
Pathfinder Associative Network (Schvaneveldt, 199@thod. This method was used
in previous similar cross-cultural investigatioressg{ Hanges et al., 2006) which are
based on connectionist theory. Further, the Patbfimethod was applied successfully
in several contexts, such as research about basimony (Cooke, 1992), about
expertise knowledge (Rose, Rose and McKay, 200utaeffects of knowledge on
learning in an academic context (Hoz, Bowman andzrmasky, 2001), about
knowledge structures (Acton, Johnson and Goldsmi®®96) and about medical
contexts (Gomez, Schvaneveldt and Staudenmayef; W¥8st et al., 2000). Cooke
(1992) found that the Pathfinder method generalsents cognitive structures better
than do techniques such as multidimensional scalihg is in line with Mohammed
(1995) who states that the Pathfinder method exlrtique which allows for modelling

the information processing processes of organisakimembers in an accurate way.

(i) The Properties of Pathfinder Networks

The Pathfinder technique is based on graph thewtyuaes so-called proximity
data. Proximity is another term for the distancevieen two items or nodes which are
used as an input to generate networks (Schvaneu®@0). According to Davis (2008)
‘Pathfinder statistically ensures that linked nodesmore related than indirectly linked
or unlinked nodes’ (p.41). The Pathfinder methas seit that all nodes are linked and
a direct link between nodes is only kept if theahse between two nodes is smaller or
equal to the sum of all other indirect links. Thigans that the remaining links in a

network illustrate the shortest distances betwesles.
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Two parameters are used to define Pathfinder n&syoamely andq. ‘Ther-
parameter is the Minkowskimetric, which determines how the distance betwesn
nodes is computed’ (Davis, 2008, p.41). Tigarameter ranges between 1 and infinity.
For ordinal data, the parameter should be set=a®. Theg-parameter determines the
length of the longest path in a network and rariggs/een 2 and n-1 with n being the
number of items in a network. This means, when mrEthe number of links in the
network is unlimited because the longest possiblé petween nodes is only allowed

to have n-1 links (Dearholt and Schvaneveldt, 1990)

(ii)  The Pathfinder Software PC Knot
The Pathfinder software PC Knot is used to adoptRhathfinder Associative
Network method (Schvaneveldt, 1990) and allows ttadculation of different
quantitative measures. It also provides graphiegrasentations of the cognitive
networks. Important measures for this study areewmite and similarity. The
coherence measure (coh) provides information on dbesistency of the data as
described by Schvaneveldt (2009):
‘The coherence of a set of proximity data is basadthe assumption that
relatedness between a pair of items can be predigt¢he relations of the items
to other items in the set. First, for each pairtems, a measure of relatedness
(the indirect measure) is determined by correlatiregproximities between the
items and all other items. Then, coherence is coedply correlating the
original proximity data with the indirect measur@se higher this correlation,

the more consistent are the original proximitieshwhe relatedness inferred
from the indirect relationships of the items’ (p.14

The coherence measure is a value between O andthl,lwndicating high
coherence. Schvaneveldt (2009) suggests that netwoth coherence measures which
are lower than .20 should not be considered fathéurcalculations. Low coherence
values indicate that respondents did not, or caokj take the rating task seriously and

this will not deliver networks which provide sigieént data (Dearholt and
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Schvaneveldt, 1990). It is recommended that thita dee excluded from further
analyses.

The similarity measure calculates how similar tvetworks are by building the
‘ratio of the number of links shared by [the] twetworks over the number of links
found in either of the two networks’ (http://int@#inc.net/FAQ.html). Hence, this
measure is determined by the number of common Ib&kgeen two networks. The
similarity measure is a value between 0 and 1, @itidicating no similarity, or no link
in common and 1 which signifies that networks demtical (Schvaneveldt, 2009).

When similarity is calculated by the PC Knot softeyathe output provides
information on the number of links in common (cothg expected number of common
links (ccom), the similarity (sim), the expectednsarity (csim), and a probability
(tprob) value which can be used as a statistical The latter value is comparable to a
t-test and indicates whether two networks are Bagmtly similar or not (Gomez,

Schvaneveldt and Staudenmayer, 1996).

(iii) The Network Data Administration

As was described in section 3.5 connectionist ntsv@re characterised by
attributes or units which are connected in pardtleach other. In order to measure
such networks, every possible pair-combination betwunits of such a network has to
be captured. The criterion which is measured isdégree of relatedness between
attributes.

The specific relatedness ratings of each responaletite present study were
captured by the survey questionnaire and subsdguearisformed into a matrix which
is the data format needed for the computation ajnitive networks using the

Pathfinder software PC Knot. The next step corsiste calculating the coherence
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measure for each cognitive network of every singkpondent. The-parameter was
set to infinity and thej-parameter to n-1 = 9. Networks with coherence eslof less
than .20 were excluded from further calculationartifermore, the networks were
averaged corresponding to the respective samplesroparison. Similarity measures
were calculated and graphical presentations cooh@teordingly. The results of the

network data and the corresponding comparisonseaeted in the following chapter.

5.7.3 The Interview Analysis

The interview analysis consisted of three mainstépst, two companies were
identified; one was instructed to transcribe then€h interviews, the other to transcribe
the German interviews. All interview records weregared accordingly to be sent to
the two companies. Second, every single transoriptoming back from the companies
was checked and corrected where necessary. Sothe tBinscripts were of very poor
guality due to their poor recording quality, howewenly one out of the 76 interviews
was of such poor recording quality that it could be transcribed. This concerned one
of the interviews which were carried out with thangple group of the German
managers working in German companies in Germanys,Tinstead of 15 interviews as
stated in Table 5.8, only 14 interviews could bedusThird, the corrected transcripts
were uploaded into the qualitative data analysisvsoe QSR NVivo which supports
the structuring and coding of interviews (Cresw2109).

As the purpose of the interviews was to gain deepsght into the relationship
between national culture and leadership from thepgaetive of managers and their
employees, the analysis of the interviews follovaecomparative approach in order to
find similarities and differences between the snglample groups. Hence, the

interview findings in Chapter 7 will be presentedardingly.
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5.7.4 NVivo

The interview transcripts were uploaded into thaligative analysis software
QSR NVivo. In order to keep the structure of thengkes as outlined in Figure 5.1,
eight different folders were created, one for eaample group. All interviews were
coded in the next step. Initially, codes were @éads so-called free nodes (i.e. the
codes were unstructured). Free nodes were subgggaerted by themes and created
as tree nodes following a meaningful structure. gdlles were labelled in English in
order to guarantee the comparability of the inemad which were originally carried out
in French and in German language. The interviewtegiavhich will be presented in the

interview analyses chapter 7 were translated imigligh.

5.8 Validity and Reliability

As was described in section 5.7.2, cognitive stmas can be represented in
different ways (Huff, 1990). This study follows Semeveldt's Pathfinder Associative
Network (Schvaneveldt, 1990) method, which has hessd in previous similar cross-
cultural investigations based on connectionist thde.g. Hanges et al.,, 2006). The
Pathfinder technique is based on graph theory aseb $so-called proximity data.
Proximity is another term for the distance betwaeon items or nodes which are used
as an input to generate networks (Schvaneveldf))1®&searchers applying Pathfinder
have found that — due to its configural nature is timethod generally represents
cognitive structures better than do techniques sisamultidimensional scaling (Acton,
Johnson and Goldsmith, 1994; Cooke, 1992; Cookesd®and Schvaneveldt, 1986;
Goldsmith, Johnson and Acton, 1991). Kraiger anchiée (1997) also suggest that

Pathfinder networks have higher validity than ndiftiensional scaling representations.
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According to Acton, Johnson and Goldsmith (199K¢ validation of Pathfinder as a
measure of cognitive structures in the contextradvidedge organisation and learning
iIs based on the assumptions that, first, some idiggnisation of the domain exists
and, second, that cognitive structures become rikeethis ideal with increasing
experience and expertise. In the domain of knowdenigjanisation and learning, two
common approaches to establishing validity existstF by demonstrating that
similarity to a referent network increases afterstinction, and, second, by
demonstrating that similarity to a referent netwiwla predictor of other measures of
achievement, such as examination scores (Actomsdohand Goldsmith, 1994). Using
student samples, researchers demonstrated in bawedsges that students’ cognitive
structures changed before and after instruction. &ample, McGaghie and his
colleagues showed that medical students’ cogngimectures of pulmonary physiology
became increasingly similar to faculty networksd ahe coherence of the network
structures improved after instruction (McGaghieakt 2000; 1996). Similar reports
regarding predictive validity have been reportedstudies of learning in the areas of
computer programming (Acton, Johnson and Goldsm#&94), complex video games
(Day, Arthur and Gettman, 2001), accounting (Cuatisl Davis, 2003) and counseling
(Kivlighan and Kivlighan, 2010). The present stutipwever, is not concerned with
predictive validity since it does not set out toklithese networks to particular
outcomes, or to examine how these cognitive schemag over time. Instead, its
purpose is to investigate the structure and theéecdrof cognitive leadership networks
across countries and hierarchical networks.

Regarding the validity of the cognitive schemasitded in the present study,
no previous research has used the Pathfinder amlybol to construct cognitive

leadership networks of French and German manalersever, a number of previous
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studies have used Pathfinder to establish thetatriof other cognitive domains. For
example, Goldsmith, Johnson and Acton (1991) asdestsident knowledge structures
in the domain of statistics by applying Pathfinéead found that it provided a valid
measurement of cognitive structures. These resetaratalled for the method to be
applied to the investigation of structures in otdemains. Subsequent research has
used Pathfinder to evaluate, for example, cogniti@@ming outcomes among a student
and a professional sample (Davis, Curtis and TssheR003), to construct trait
networks of student leaders (Foti, Knee and BacR&@8), and to construct leadership

schemas of international MBA students (Hanges.ef@01).

The ten leadership attributes chosen for the ptetady were selected from the
list of 22 universal leadership attributes usethan GLOBE study (House et al., 2004).
Pretests, however, showed that it would take redgais too much time to complete
the questionnaire and would lead to extremely cempthema structures needing to be
explored. This issue was discussed with expertthenfield of cognitive leadership
schemas in a cross cultural context - Prof. Paulgda and Prof. Dr. Felix Brodbeck
who was a co-author in one of e.g. Hanges et @0€1) publications - who agreed
that a smaller number of key attributes could besmtered. Therefore, and to avoid the
risk of a poor response rate, it was decided td line choice of universal attributes to
ten. These ten attributes are based on the cospégific GLOBE findings for France
and Germany, which were provided by Prof. Paul leangho is one of the GLOBE
study editors. These attributes for the constractbthe connectionist networks were
selected based on calculations of the weighted sm@hrthe attributes’ scores for
France and Germany. The ten leadership attributiéls thie highest scores were

included in the list reflecting the ten most impmit attributes in France and in
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Germany. This elaborate selection process is ceraidto contribute to the validity of
the structures identified, since their relevancethese particular contexts has been
established in the GLOBE research. The study byd€soith, Johnson and Acton
(1991) reports evidence to show that as few astigibutes can be used to calculate a
network without affecting the predictive validity cesults. In addition, the testing of
the hypotheses will provide evidence of whetherdbgnitive leadership networks are
similar or different according to the nationality respondents and their hierarchical
level in their organisation, thus providing an cator of the convergent and

discriminant validity of the networks.

Regarding the criterion of reliability, the cohetenmeasure (coh) provides
information on the consistency of the data as desdrby Schvaneveldt (2009). It is a
value between 0 and 1, with 1 indicating higherelsvof coherence. Schvaneveldt
(2009) suggests that networks with coherence measwhich are lower than .20
should not be considered during further calculaidmow coherence values indicate
that respondents are not rating consistently - gy@stbecause they are not taking the
rating task seriously - which will not produce netiks that provide significant data
(Dearholt and Schvaneveldt, 1990). It is recommdrttat this data be excluded from
further analyses. In the present study, all cogaitleadership networks with a
coherence value lower than .20 were expelled framthér analyses in order to

guarantee a high level of consistency among th&arks.

5.9 Summary of the Research Methodology

The research methodology chapter presented tharobsejuestions of this

cross-cultural investigation and discussed theoghpphical approach of postpositivism.
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This perspective is considered to be the most @piate to provide answers on the
research questions. Furthermore, the researchrdesitjned the research setting and
the specific French and German sample groups. @&earch design provided greater
detail of the conceptualisation of the survey goesiaire and the interview schedules.
The process of data collection was presented negluding the pilot phase, the

questionnaire and the interview phase. A brief wesv of the sample was given and
the chapter concluded with the description of thenalysis process and the different

software used to investigate the gathered data.
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CHAPTER VI

THE SURVEY QUESTIONNAIRE RESULTS

6.1 Introduction to the Survey Questionnaire Result s

This chapter outlines the quantitative researcHirigs of this study of cross-
cultural leadership. The descriptive statisticsl @étail the profile of the participants
and will be followed by comparisons of the struetwf the aggregated cognitive
leadership networks of the respondents. These beilicompared at different levels
between the different samples as described indbkearch setting (cf. Figure 5.1) in
Chapter 5 in order to provide answers to the rebequestions. The chapter closes with

a summary of the quantitative research findings.

6.2  Descriptive Statistics

The aim of this section is to present an overviéwhe demographic details of
the participants in this study. This will includeformation about the respondents’
personal background as well as their family backgdo Further information relates to
their work background, their organisational andrteducational background. The data
will be presented by comparing the French respaisdeith the German respondents.

All data were collected by the survey questionnaingch can be found in Appendix B.

6.2.1 The Personal and Family Background of Respond ents

The following tables will provide information on éhpersonal and family
background of the respondents and compare samabesilon their nationality. This
means the French respondents will be comparedetGdrman respondents regardless

of the country where they were currently living amalrking.
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Table 6.1: The Respondents' Personal Background

French respondents | German respondents
Total number 148 157
35.2 (Mean) 40.0 (M)
Age in years 8.3 (Standard 8.5 (SD)
Deviation)
Gender
Female 41.2% (N = 61) 25.5% (N = 40)
Male 58.8% (N = 87) 74.5% (N = 117)
Country of birth
France 95.9% (N = 142) 1.3% (N =2)
Germany 7% (N=1) 93.6% (N = 147)
Other 3.4% (N = 5) 5.1% (N = 8)
Current country of living and
working
France 79.1% (N = 117) 24.2% (N = 38)
Germany 20.9% (N = 31) 75.8% (N = 119)

As can be seen from Table 6.1 in total 148 Fremth157 German individuals
responded to the questionnaire. The French samate shghtly younger (35 years)
than the German sample (40 years) and consistdQ.b% female respondents, while
only a quarter (25.5%) of the German respondenssfarmale. Almost all of the French
respondents were born in France, and nearly aheiGerman respondents were born
in Germany. Furthermore, Table 6.1 shows whereoreggnts were living and working
during the phase of data collection: 31 French &gtas who were living in Germany
participated in the study in comparison to 38 Gerraapatriates who were living in
France. The French expatriates had spent almost gé&ars in Germany, though the
distribution is quite dispersed (SD = 6.9 yearspsMof the French expatriates had
spent five years or less in Germany (Median = 4aihh only a small number living
and working in Germany for a very long period ahéi. Concerning the German

expatriates in France, the distribution is lesspalised than for their French
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counterparts, but the trends are similar. Germgatetates had spent on average about
eight years and four months in France, though rhadt spent seven years or less in
France (Mdn = 5.7 years). Considerably fewer of @&man expatriates had spent a
very long time in France.

The following table presents information on respamtd’ family background to
provide more details on the cultural environmentich respondents grew up.

Table 6.2: The Respondents' Family Background

French respondents | German respondents
Mother’s country of birth
France 87.8% (N = 130) 1.9% (N = 3)
Germany 2.7% (N =4) 89.8% (N = 141)
Other 9.5% (N = 14) 8.3% (N = 13)
Father’s country of birth
France 91.2% (N = 135) 1.3% (N = 2)
Germany 3.4% (N =5) 86.6% (N = 136)
Other 5.4% (N = 8) 12.1% (N = 19)
Languages spoken during
childhood
French 96.6% (N = 143) 7.0% (N = 11)
German 6.1% (N=9) 96.2% (N = 151)
Other 9.5% (N = 14) 9.6% (N = 15)

The majority of French respondents grew up in aaélmeenvironment (i.e. both
parents were of French nationality). The same @sdid for the German respondents
whose parents were mostly born in Germany. Regauiitiie ‘other’ responses, most of
the French respondents’ parents came from a Frgmehking background, for example
Algeria, Morocco, Tunisia, or Senegal, as well asad&bascar and Belgium.
Concerning the ‘other’ responses of the German Egmpost of the respondents’
parents had an Eastern European background. Theyheen in countries such as the

Baltic States, Poland, Czech Republic, Romania, @rahtia. Other countries, where
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German respondents’ parents were born includedelras well as Russia and the
German-speaking countries of Austria and Switzekladhe country, where

respondents’ parents were born, logically influenttee languages which were spoken
during the respondents’ childhood. Almost all o¢ firench respondents spoke French
(96.6%), some of them also spoke German (6.1%)ther languages corresponding to
their parents’ country of birth. Regarding the Gamsample, most of the German
respondents spoke German (96.2%), and some of themch (7.0%) or other

languages (9.6%) during their childhood. In condasthe majority of the French

respondents grew up in a French cultural enviroriraed are considered to have a
very strong French cultural background. Most of German respondents had been
educated in a German cultural environment and e#sumed to have a very strong

German cultural background.

6.2.2 The Work Background of Respondents
In this section the French and German respondemtsk background is
presented. Table 6.3 provides information on tepwadents’ work experience.

Table 6.3: The Respondents' Work Experience

French respondents | German respondents
Number of years of full-time 12.9 years (M) 16.2 years (M)
work experience 8.1 (SD) 9.8 (SD)
Number of years worked for 9.2 years (M) 10.7 years (M)
current employer 7.0 (SD) 8.3 (SD)

As can be seen from Table 6.3, French respondetsldss full-time work
experience in comparison to their German countespdrhis finding can best be
explained by age, as the German sample was gegnel@dlr than the French sample. A

closer look, though, reveals that the French redgots had for their, on average,
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younger age relatively more work experience thair tBerman counterparts which is
probably due to differences in the education systeetween both countries. Further,
French respondents had worked for their currentl@yep for on average about nine
years and two months, whereas German respondedishdwn with their current
employer slightly longer: ten years and eight menth

The following table provides details on the langemgvhich they used in their
workplace.

Table 6.4: The Respondents' Languages at Work

French respondents | German respondents

Languages used at work

French 91.2% (N = 135) 30.6% (N = 48)
German 30.4% (N = 45) 94.3% (N = 148)
English 70.3% (N = 104) 62.4% (N = 98)
Other 6.1% (N =9) 2.5% (N = 4)

The French respondents mostly use their motherumn@1.2%) at work.
English also seems to be an important languagehwhispoken at work by 70.3% of
the French respondents. The German language (3@s48specially used by the French
respondents who were working in Germany. Regarttiegise of languages within the
sample of German respondents, the situation is \&@milar to their French
counterparts. 94.3% of the German respondents siiaie mother tongue at work,
62.4% also used the English language, and 30.6%esprench. French was mostly
spoken by those German managers who were curmotking in France. Spanish was
the most frequent other language which was uséatemich and German respondents’
work places. Table 6.5 presents information on anancal levels within the

respondents’ companies.
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Table 6.5: The Respondents' Data on Hierarchical Levels

French respondents

German respondents

Hierarchical levels within
companies

Top management
(board level)

99.3% (N = 147)

91.7% (N = 144)

Senior management

96.6% (N = 143)

79.0% (N = 124

Middle management

93.2% (N = 138)

91.1% (N = 143)

Front line management

82.4% (N = 122)

84.7% (N 2)13

Non-manager

96.6% (N = 143)

59.2% (N = 93)

Res

pondents’ hierarchical level

Top management (board
level)

6.1% (N = 9)

10.2% (N = 16)

Senior management

22.9% (N = 34)

13.4% (N = 21)

Middle management

29.7% (N = 44)

19.7% (N = 31)

Front line management

1.4% (N = 2)

13.4% (N = 21)

Non-manager

39.9% (N = 59)

43.3% (N = 68)

Years in leadership position

10.9 years (M)
7.0 (SD)

9.1 years (M)
7.0 (SD)

Number of employees to lead

31 people (M)
5 people (Median)

118 people (M)
11 people (Median)

companies where respondents worked. In almost falthe French respondents’

companies, nearly all hierarchical levels exist.the companies where the German
respondents worked, less hierarchical levels ekist®mncerning the hierarchical level
at which respondents worked, the second set ofidakable 6.5 shows that almost all
of the French respondents at manager level wonkedmiddle management or higher
position, while the number of German respondenta manager position was rather
equally distributed between the different managdanievels. The French managers
who occupied a leadership role were almost twosykarger in their position than their

German counterparts: the French managers wereinléadership position on average

The first set of data in Table 6.5 shows which dmehical levels existed in the

about eleven years, while the German managers avdyeabout nine years in similar
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positions. This means the French managers weraangounger when they started
their first leadership position. The number of eoygles managed, however, differed
highly between the French and the German resposdemd were in such a position.
The German managers (M = 118, Mdn = 11) led morpl@yees than their French

counterparts (M = 31, Mdn = 5).

6.2.3 The Educational Background of Respondents
Table 6.6 summarises the educational backgrounelspbndents.

Table 6.6: The Respondents' Educational Background

French respondents | German respondents
Quialifications
Qgﬁi:/earl'gﬁfsmp' or its 3.4% (N = 5) 31.8% (N = 50)
Bachelor, o.i.e. 19.6% (N = 29) 21.7% (N = 34)
Master, o.i.e. 79.1% (N = 117) 77.1% (N = 121)
PhD, o.i.e. 10.1% (N = 15) 6.4% (N = 10)
Other 1.4% (N = 2) 5.1% (N =8)
Area of qualifications
Business administration 71.0% (N = 105) 45.9% (RR¥
Engineering 15.5% (N = 23) 28.0% (N = 44)
Industrial engineering 2.7% (N = 4) 7.6% (N =12)
Law 3.4% (N =5) 1.9% (N = 3)
Other 7.4% (N =11) 16.6% (N = 26)

Table 6.6 shows that most of the French respondeitca masters degree or
equivalent qualification (79.1%) and were qualified the area of business
administration (71.0%). Regarding the German redpots, the distribution of
qualifications is more dispersed. About a third tifem had completed an
apprenticeship, or equivalent. Slightly more thafifth held a bachelor degree and

77.1% of the German respondents held a master elegrequivalent. The degrees of
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‘Diplom, Magister, Staatsexamen’ which are spec@ierman university degrees are
included in this category. This type of degree w&y common in Germany before the
change of degrees according to the Bologna Prosbssh is aimed at creating a
common European Higher Education System. More thafifth of the German
respondents (22.9%, N = 36) held such a degreeceoing the area of qualifications,
this is also more dispersed for the German respuadean for the French respondents.
A total of 46% of the German sample were qualifiedthe area of business
administration, 28% were qualified in the field @ngineering, and 8% had

qualifications in industrial engineering.

6.2.4 Summary of the Descriptive Statistics

To conclude from the descriptive statistics, it tenseen that both the French
and the German samples are rather diverse, netnmstof their cultural background,
but in terms of their work and educational backgichut should be borne in mind for
the following sections that the French respondgnésv up in a very much French
cultural environment and the German respondent& gqe in a very strong German
cultural background. The French respondents weherazharacterised by working for
large companies in the automotive and financialises sector and having a business
education background. The German respondents caimynfrom large and medium-
sized companies in the automotive, IT and machiaaufacturing sectors, and held

degrees from a business and engineering educabankground.
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6.3 Comparisons of the Structure of the Cognitive L  eadership

Networks

The aim of the following comparisons in the nexttems is to provide
empirical evidence for the assumed link betweeronat culture and the perception of
leadership. Comparisons will be drawn at diffedentls as described in Table 5.10 in
section 5.7.1 with the purpose of testing the aggsliimpact of national culture on the
structure of the cognitive leadership networks eSpondents. To begin with,
comparisons will be drawn at the aggregated levahe respondents’ nationalities,
regardless of their place of work and residencgandiess of the nationality of the
company in which they were working at the time afadcollection, and regardless of
the hierarchical level the respondents occupied. tAs chapter progresses,
comparisons will become more and more specific anthpare the aggregated

leadership networks of the single samples as destin Figure 5.1.

6.3.1 Comparison of the Leadership Networks of the French and the

German Respondents

The first comparison as presented in Table 6.7asd between the aggregated
leadership networks of the French and the Germaporalents, regardless of their
hierarchical level, the nationality of their comgaand the country where they were
currently living and working at the time of datdleotion. This comparison is aimed at
drawing a general picture of the leadership netwarkthe French and the German
respondents and at testing the first hypothesishwpbsits that the structure of the
leadership schemas will differ between French amdn@ns in a business context,

regardless of their corresponding hierarchicallleve
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Table 6.7: Comparison of the Leadership Networks of the French and the German
Respondents

French respondents German respondents
trustwarthy decisive
dynamic
infmme'j“&conﬂdence excellence
builder oriented ~——__ o otive
arouser
excellence \
intelligent decisive — OIEd motivational
motive — \
o ATRLE confidence
motivational team builder
huilder\ / \
4 . trustwarthy ——— informed
o yhamic \
builder intelligent
coh =.83; N =101 coh=.78; N=111
sim csim com ccom tprob
.29 15 5 2.31 p =.075

Table 6.7 presents the Pathfinder results for tea¢h respondents compared to
their German counterparts. As can be seen, theonlketvare rather different, as both the
similarity (sim =.29) value and the number of linkscommon (com = 5) are very low.
Both expected values (csim =.15, ccom = 2.31) asn dower, while the probability
(tprob) that the networks would share the given Ip@nof links is not as low. This
indicates that networks are quite dissimilar, theeshypothesis 1 is supported.

The graphical presentation of the networks showas thotive arouser’ is the
most central and relevant attribute within the Ererespondents’ leadership network.
This attribute shares the most links with otherilaites. ‘Confidence builder’ is the
next relevant attribute within the French netwoshkaring three links with other
attributes. Within the leadership network of ther@an respondents, a list of five
attributes seems to be relevant, as they are alhemied with three links to other

attributes. These five attributes are: ‘confidemegider’, ‘informed’, ‘motivational’,
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‘motive arouser’, and ‘trustworthy’. Even if botletworks share some links and some
central attributes, general differences exist betwine leadership networks of French
and German respondents as indicated by the lowasitpimeasure. The purpose of the

following comparisons is to underline this finding.

6.3.2 Comparison of the Leadership Networks of the Managers and the

Employees

The next series of networks as shown in Table te8gmt a general comparison
between the aggregated leadership networks of tapagers and the employees,
regardless of their nationality, the nationalitytbéir company and the country where
they were living and working at the phase of daddlection. This comparison is
calculated to contribute to the test of hypothdsighich posits that the structure of the
leadership schemas will be more similar betweeividdals of the same nationality
than between individuals of the same hierarchieatll This means, national culture is
believed to have stronger influence on leaderskiworks than does the hierarchical

level.
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Table 6.8: Comparison of the Leadership Networks of the Managers and the

Employees
Managers Employees
exc_ellence decisive
ariented
m\otive dynamic
arousaer
dynamic‘—’demswe " _ motive
| / e onented \
maotivationa
/ mativational
te_am team
builder builder
/
confidence
builder trustwonhl
'formed’ - informed ..
) trustwarthy e “intelligent
intelligent conﬂ_dence
builder
coh =.76; N = 123 coh =.79; N = 89
sim csim com ccom tprob
75 .61 9 6.56 p <.001

As can be seen from Table 6.8 the networks of taragers and the employees
in this study are very similar. The similarity val(sim =.75) is high, the networks have
9 links in common (com) and the probability valtgrdb) is very low, which signifies
that networks are significantly similar. Differes¢cenowever, exist in the number of
relevant attributes. Within the managers’ netwofike attributes — ‘confidence
builder’, ‘dynamic’, ‘motivational’, ‘motive arousg and ‘team builder — are each
connected to three other attributes. However, withie employees’ network this is
only the case for three attributes. These conc@mformed’, ‘motive arouser’ and
‘trustworthy’.

The comparisons outlined thus far provide initialdence that national culture
appears to have stronger influence on leadershiponles than does the hierarchical
level. The networks comparing French and Germaragens are less similar (sim=.29)

than those comparing managers and employees dheosatire sample (sim=.75).
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6.3.3 Comparison of the Leadership Networks of the French
Respondents in France and the German Respondents in Germany
The next comparison involves the leadership netsvodk the French
respondents in France and the German responde@srmany. This means, besides
the nationality of the respondents, the locatiorerghrespondents were living and
working during the phase of data collection is asnsidered.

Table 6.9: Comparison of the Leadership Networks of the French Respondents in
France and the German Respondents in Germany

France: French respondents Germany: German respondents

excellence
otiented

\ dynamic//

motive

excellence decisive

ariented

arouser

decisive /

infarmed motivational

intelligent _ /
rnotivational __ motive

arouser dynarmic confidence
builder

/

confidence trustwarthy
builder informed ™

team intelligent

: team
builder trustwiarthy builder

coh=81,N=74 coh =79, N=85
sim csim com ccom tprob
.36 .23 5 3 p =.017

Table 6.9 shows that both the similarity value (sifi6), and the number of
links in common (com = 5), are rather low. The etpd values for both measures
(csim =.23 and ccom = 3) are even lower and theaghity value (tprob) is also quite
low. Regarding the most relevant attributes withach of the aggregated networks, the
leadership network of the French respondents indérdlustrates that the attributes of

‘decisive’ and ‘motive arouser’ have both threekdirto other attributes, and thus, the
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most connections to other attributes in comparisonthe other attributes in the
network. Within the aggregated leadership netwokkhe German respondents in
Germany the attributes of ‘motive arouser’ and stworthy’ are the most relevant
attributes and each also share three links withradttributes.

As expected, this comparison of leadership netwstksports the findings of
the previous findings. The segmentation of the dampto societal cultural sub-
samples produces leadership network structureshware more different than the
leadership network structures of the sub-sampledifiérent hierarchical levels.

Therefore, hypotheses 1 and 4 are supported.

6.3.4 Comparison of the Leadership Networks of the Domestic Managers

and their Employees

The following leadership network comparisons asashin Table 6.10 present
the aggregated leadership networks of the Frenamgeas and employees in France

and their German counterparts in Germany.
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Table 6.10: Comparison of the Leadership Networks of the Domestic Managers and

their Employees

French company, French employees

France: Germany:
French company, French managers | German company, German managers
excellence exc_ellence decisive
ariented oriented T
dynamic \ dynamic
! mative =~
arouser
decisive
rotivational
motivational
/ rriative
intelligent arouser confidence
infarmed " builder
informed \ intelligent \
confidence
builder trustwarthy
team \
builder \
team
trustworthy builder
coh =.82; N = 34 coh =81, N =36
France: Germany:

German company, German employees

excellence

excellence : decisive
ariented oriented
\ dynamic
motive =
decisive /
mativational
infmmec"intelligent__ team
bu||der“dynamicH : confidence
motve. builder
N
cogjil.;i;:rce trustwarthy
informed ™
mativational intelligent/ \t
trustworthy hji?ggr
coh =.78; N = 22 coh =.78; N = 37
Comparison sim | csim | com | ccom| tprob

FFCFM vs. GGCGM .20 .08 3 1.2 p=.25%
FFCFE vs. GGCGE .29 17 4 2.2 p =.06
FFCFM vs. FFCFE .50 .38 6 4.2 p <.001
GGCGM vs. GGCGE .80 .68 8 6.2 p <.001
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As can be seen from Table 6.10 and, as expectedsitthlarity values for the
intercultural comparisons are much lower than f@ intracultural comparisons. The
aggregated leadership network of the French masdgey only a few links in common
with the aggregated leadership network of the Garmanagers (com = 3). A low
value is also found at the employee level (com =While the network comparison
between the French employees working for Frenchpemes in France and their
German counterparts working for German companie$&s@ammany displays a low
similarity value (sim =.29), the similarity valu¢ manager level is even lower (sim
=.20). The aggregated leadership network of thadfrananagers working for French
companies in France, however, as compared to theegated leadership network of
the employees of the same nationality, are sigtiy similar (sim =.50, p <.001). The
comparison between the managers and the emploge&erimany shows that their
leadership networks are close to identical (sinDv@ith 8 links in common (com) and
a very low t-probability value (p <.001). This seagts that differences between
leadership networks are stronger at the culturatli¢han at the hierarchical level,
which is in line with the findings from previouscs@ns. Thus, comparisons within this
section provide additional support to hypothesesd 4. Hypotheses 2 and 3, which
posited that the structure of the leadership sckemauld differ between French
managers and French employees, and between Gernamagers and German
employees are also supported.

A closer look at the graphical presentations ofribvorks reveals that within
all four networks the attribute of ‘motive arousex’one of the most relevant attributes
as it shares the most links with other attributesddition, for the French managers the
attribute of ‘motivational’ is also relevant andasbs three links with other attributes,

whereas for the French employees ‘motive arouserthe only and most central
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attribute sharing four connections with other htites. Concerning the German
leadership networks, the managers’ aggregated nlestows that ‘confidence builder’
is a very important attribute and the employee$ivnek shows that ‘trustworthy’ is a
rather relevant attribute, both sharing three cotioes with other attributes within the

respective networks.

6.3.5 Comparison of the Leadership Networks of the Domestic and the
Expatriate Managers
The aim of comparing the aggregated leadership ar&sv between the
managers in their domestic or home country to tgregated leadership networks of
the expatriate managers in their host country isd@ek empirical evidence for the
change in the network structures due to the exposuanother cultural environment,
and to test hypotheses 5 to 8. Table 6.11 presleatdifferent leadership networks and

the data from the Pathfinder calculations for tomb and the expatriate managers.
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Table 6.11: Comparison of the Leadership Networks of the Domestic and the

Expatriate Managers

France:
French company, French managers

Germany:
German company, German managers

excellence

ezfinzlrlﬁgdce oriented //decisive
dynamic \mmive dynarmnic
decisive
motivational
motivational
/ motive
intelligent arauser informed#cogji?jgrce
inforrmed intelligent
confidence trustworthy
builder rustwo
AN \
trustwarthy builder
coh =.82; N =34 coh =.81; N = 36
France: Germany:
German company, German managers| French company, French managers
excellence excellence
oriented oriented
mative decisive
arouser decisive
dynamic
— \
motivational
motive
/ mntivational// \
tearm team _ intelligent
builder {/hu”der——mformed
/ \ dynamic \ /
infmmEd““———hconﬁdence cunﬂ_dence
builder builder
intelligent \
trustwarthy trustweorthy
coh =.72; N = 26 coh =.74; N = 27
Comparison sim | csim | com | ccom| tprob
FFCFM vs. GFCFM 54 41 7 4.8 p <.001
GGCGM vs. FGCGM 46 34 6 4 p =.002
FFCFM vs. FGCGM 27 14 4 2 p=.09
GGCGM vs. GFCFM .25 12 4 1.8 p=.13
GFCFM vs. FGCGM .50 .36 7 456 p<.001
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As can be seen from Table 6.11, the leadershiparksiof the managers of the
same nationality, but working in either home orthosuntry, are significantly more
similar than the leadership networks of the marmgérdifferent nationality who are
working in the same country. Therefore, hypothésemd 6, which posited that the
structure of the leadership schemas would diffawveen French/German managers
who were working for French/German organisations France/Germany and
French/German expatriate managers who were working French/German
organisations in Germany/France, are supported.

More specifically, the leadership networks of threrfeh managers working for
French companies in France are significantly moréar to the leadership networks of
the French expatriate managers working for Fremchpanies in Germany (sim =.54),
compared to the networks of the German managerkingpfor German companies in
France (sim =.27). Therefore, hypothesis 7 is stpdo The same is true for the
German managers: the leadership networks of then&ermanagers working for
German companies in Germany are significantly meirailar to the leadership
networks of the German managers who were workimgliamg in France (sim =.46)
than to the leadership networks of the French ewgbatmanagers in Germany (sim
=.25). Therefore, hypothesis 8 is also supportdils Suggests that the nationality of
the respondents is more important for the strucbfithe leadership networks than the
location or the environment where expatriate marsageere currently living and
working.

Interestingly, the networks of the expatriate mamagre significantly similar.
The leadership networks of the French expatriateagers in Germany and the
German expatriate managers in France have seveniincommon and the similarity

value is quite high (sim =.50). The low t-probdilivalue (tprob) confirms that
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networks are significantly similar. Further, as che seen from the graphical
presentation of the networks the partial strucam®ng the five leadership attributes of
‘confidence builder’, ‘informed’, ‘intelligent’, #am builder’, and ‘trustworthy’ is

identical within both networks and builds a kind Afshape. Moreover, the three
attributes of ‘informed’, ‘intelligent’ and ‘teamuidder’ all belong to the leadership
dimension of team-oriented leadership styles wigane of the six GLOBE leadership
dimensions (House et al. 2004). The following sectwill detail a similar set of

comparisons, but at employee level.

6.3.6 Comparison of the Leadership Networks of the Employees with

Domestic Manager and the Employees with Expatriate Manager

A further set of comparisons within this sectionncerns the leadership
networks of employees who have either an expatneteager as a direct superior, or a
direct superior of the same nationality. The ainth@fse comparisons is similar to the
aim of the comparison between expatriate and horapagers which was to seek
evidence for the assumption that cognitive leadprsatworks are different due to the
exposure to a different environment. As there isl@we to suggest that the expatriate
managers’ leadership networks are different inreifm environment, it is assumed that
this might also be the case for employees workaggther with a direct superior who
comes from another cultural background. The aggeelgkeadership networks of the
employees with a direct superior of the same natignwill be compared to the
aggregated leadership networks of the employeds expatriate managers as direct

superior as presented in Table 6.12.
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Table 6.12: Comparison of the Leadership Networks of the Employees with Domestic
Manager and the Employees with Expatriate Manager as a Direct Superior

France:
French company, French employees

Germany:
German company, German employees

excellence

excellence ; decisive
ariented oriented s
dynamic
motive
arouser
decisive /
motivational
mfmme'j'intelligent_h team /
builder ™ dynamic confidence
T motive :
builder
arouser /
confidence
builder ,trustwonhy
informed
. . -
motivational teligent team
trustworthy builder
coh =.78; N = 22 coh =.78; N =37
France: Germany:

German company, French employees

French company, German employees

decisie et
iy \
infarmed \ dynamic
. moti\tation{
motive
moti\rationa’l/amuSer conﬂdeée
intelligent . builder
coh =.70; N =18 coh =.70; N =12
Comparison sim | csim | com | ccom | tprob
FFCFE vs. FGCFE .25 12 4 1.8 p=.13
GGCGE vs. GFCGE 73 .60 8 6 P <.001
FFCFE vs. GFCGE 27 14 4 2 p =.09
GGCGE vs. FGCFE .33 .20 5 2.8 p =.03
FGCFE vs. GFCGE 31 .18 5 2.56 p =.05
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As can be seen, no particular pattern develops thensimilarity measures. The
only significant finding concerns the comparisonween the German employees
working for German companies in Germany and themaaremployees working in
French companies in Germany. Their leadership misvare quite similar (sim =.73)
which might indicate that the German employeestdéeship network is not likely to
change even if the direct superior comes from femiht cultural background. All other
comparisons display very low similarity values amal pattern emerges within these

low values.

6.3.7 Comparison of the Leadership Networks of the Managers and the

Employees within each Situation

The final set of comparisons concerns the manaysisemployees within the
four samples as described in Figure 5.1 which etlaé research setting. The purpose
of these comparisons is to test the fit betweemthragers’ and employees’ leadership
networks and, thus, to follow Lord and Maher's (1Pp%ssertion: the better an
employee’s perceptions of leadership match a I&agerceptions of leadership, the
more effective that leader will be perceived by ¢ngployee.

The results of the similarity calculations are né@od in Table 6.13 below.

These show the comparisons between the expatretagers and their employees.
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Table 6.13: Comparison of the Leadership Networks of the Managers and the

Employees within each Situation

France:
German company, German managers

France:
German company, French employees

excellence .
. decisive
ariented
\ exc:_ellence
rnotive decisive oriented
arouser . T dynamc
dynamic
7 infarmed
motivational
/ rnotive
t arouser
hUEingr motivational/
/ intelligentf
infmme':l“‘“»c:onﬁl:lence / cogji?;;ce
builder
intelligent \
team
trustworthy builder trustworthy
coh =.72; N = 26 coh =.70; N =18
Germany: Germany:
French company, French managers | French company, German employees
excellence excellence
oriented otiented
dynamic \
motive
decisive AT decisive
dynamicf
rnotivational mativational
/ rmotive
intelligent arouser
infarrmed confidence
. builder
cogjﬁi;:rce trustworthy \
team informed team
builder \ builder
trustwarthy intelligent
coh =.74; N = 27 coh =70; N =12
Comparison sim | csim | com | ccom| tprob
FFCFM vs. FFCFE .50 .38 6 4.2 p <.001
GGCGM vs. GGCGE .80 .68 8 6.2 p <.001
FGCGM vs. FGCFE 24 .10 4 1.6 p=.19
GFCFM vs. GFCGE 31 .18 5 2.6 p =.0b

As can be seen from Table 6.13 the comparisongratcultural level are both

significantly similar. The aggregated leadershipwaoeks of the French managers
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working for French companies in France and theeggged leadership networks of the
French employees working in French companies imd&aare significantly similar
(sim =.50) to each other and share 6 links in comeom). The same could be found
for the purely German sample: the aggregated lshgemetworks of the German
managers working in German companies in Germangoagared to the aggregated
leadership networks of the German employees workimgserman companies in
Germany are significantly similar (sim =.80), shari8 links in common (com). In
contrast, both expatriate situations display lomilsirity measures which are not or
barely significant. Thus, even if the leadershipuogks of the expatriate managers are
slightly different from their home manager coungatp, they do not seem to become

more similar to the leadership networks of theistremployees.

6.3.8 Comparison of the Graphical Presentation of t he Leadership
Networks
With regard to the graphical presentation of thedé&ship networks, a final
finding concerns the leadership attribute ‘motiveuser’ which is one of the most
central attributes in almost all of the leaderaigtworks which were presented in this
section, regardless of the nationality, the hidrigad level, or the country where
respondents currently lived and worked. Table 8u#marises the connections among

the attribute ‘motive arouser’.
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Table 6.14: Attribute Connections among the Attribute 'Motive Arouser'

French respondents

German respondents

Motive arouser

Motive arouser

- Confidence builder - Dynamic

- Decisive - Excellence oriented

- Dynamic - Motivational

- Motivational

- Team builder

Managers Employees

Motive arouser Motive arouser

- Dynamic - Dynamic

- Excellence oriented - Excellence oriented

- Motivational - Motivational

France: French respondents

Germany: German respondents

Motive arouser

Motive arouser

- Confidence builder - Dynamic

- Decisive - Excellence oriented

- Motivational - Motivational
France: Germany:

French company, French managers

German company, German managers

Motive arouser

Motive arouser

- Confidence builder - Dynamic
- Decisive - Excellence oriented
- Motivational - Motivational
- Team builder
France: Germany:

French company, French employees

German company, German employees

Motive arouser

Motive arouser

- Confidence builder - Dynamic
- Decisive - Excellence oriented
- Dynamic - Motivational
- Motivational
France: Germany:

German company, German managers

French company, French managers

A-Shape, motive arouser not as important A-Shadivaarouser not as importar

German company, French employees

France:

Germany:
French company, German employees

Motive arouser

Confidence builder
Dynamic
Motivational

Motive arouser
- Dynamic
- Excellence oriented

nt

- Motivational
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Interestingly, for all the aggregated leadershipvoeks of the respondents of
German nationality, the connections among ‘motnaeiger’ are identical. These are, as
can be seen from the table, connections to thebatiss ‘dynamic’, ‘excellence
oriented’, ‘motivational’. This would suggest thiar German respondents, a leader
who mobilises and activates followers should algo Highly involved, energetic,
enthused and motivated (‘dynamic’). Further, a ézashould strive for excellence in
performance of themselves and their subordinates¢ilence oriented’) and stimulate
others to produce efforts above and beyond the afaltluty and make personal
sacrifices (‘motivational’). Concerning the aggregh leadership networks of the
respondents with a French cultural background ctirenections show some variation,
but for all samples the connections from ‘motiveuser’ to ‘confidence builder’ and
‘motivational’ were found. This would suggest tHatench respondents consider a
leader who mobilises and activates followers and wistils others with confidence by
showing confidence in them to be most effective. cbmclude, besides numerous
differences which were presented in this sectianagor similarity between French and
German respondents was also in evidence, namelyntpertance of the leadership

attribute ‘motive arouser’.

6.3.9 Summary of the Comparisons of the Leadership Networks

This section which presented comparisons of cognittadership networks at
different levels provided evidence for the assumptthat national culture has an
impact on the structure of cognitive leadershipwogks. Table 6.15 provides a

summary of the investigated hypotheses and theuite
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Table 6.15: Summary of the Hypotheses

Hypotheses

Result

H1: If the content is held constant, the structuréhefleadership schems
will differ between French and Germans in a busirestext, regardless
of their corresponding hierarchical level.

AS
5 Supported

H2: If the content is held constant, the structuréhefleadership schem
will differ between French managers and French eygas.

al%upported

H3: If the content is held constant, the structuréhefleadership schem
will differ between German managers and German eyegis.

51%upported

H4: If the content is held constant, the structuréhefleadership schem
will be more similar between individuals of the samationality than
between individuals of the same hierarchical level.

S
Supported

H5: If the content is held constant, the structuréhefleadership schems
will differ between French managers who are workorg-rench
organisations in France and French expatriate neaigagho are working
for French organisations in Germany.

1S

Supported

H6: If the content is held constant, the structuréhefleadership schems
will differ between German managers who are workargserman
organisations in Germany and German expatriate geasavho are
working for German organisations in France.

1S

Supported

H7: If the content is held constant, the leadersbigma structure will be
more similar between German managers in Germanysanchan
expatriate managers in France than between Gerrpatrste managers
in France and French managers in France.

D

Supported

H8: If the content is held constant, the leadersbima structure will be
more similar between French managers in Francd-ertth expatriate
managers in Germany than between French expatnat@gers in
Germany and German managers in Germany.

D

Supported

The comparisons in the sections 6.3.1 to 6.3.4 e the hypotheses 1 to 4

that leadership networks are more different betwssenples of differen

between samples of different hierarchical levekcti®n 6.3.5 showed

and host managers’ network structures are diffederet to the exposure to different
cultural environments. The respondents’ nationaltgywever, might have a stronger

influence on the network structure than does thentty where respondents currently

live and work. Therefore, hypotheses 5 to 8 wengpstted. The com

employees’ leadership networks in section 6.3.6ndidgenerate a meaningful pattern.
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However, the comparison of the leadership netwofkée four different manager and
employee situations showed that these networks mere similar within the samples
displaying the same nationality, regardless of liexarchical level, than within the
samples of mixed nationality. This means, that éheloyees, which have the same
nationality as their superior, will perceive themmore effective than those employees,

which have a different nationality than their super

6.4 Summary of the Survey Questionnaire Results

This chapter presented the descriptive statistick the aggregated cognitive
leadership networks of the respondents. In total @@estionnaires were completed, of
which 148 questionnaires by French respondentd 8ridy German respondents. Both
the French and the German respondents displayather rstrong cultural background:
most of the French respondents grew up in a Frealkthral context and the majority of
the German respondents grew up in a German culamadext. While the French
respondents mainly held a business education detjreéserman respondents held a
business or engineering degree.

The comparisons which were drawn between the agtedgleadership
networks of the different samples contributed te general assumption that national
culture might have an impact on the structure efabgnitive leadership networks. A
first set of comparisons showed that the resposdégadership networks were more
different when compared between national cultuhes twhen compared between the
hierarchical levels of managers and employees. ddraparison of the leadership
networks of the home managers and the expatriategeas showed that the networks
were more similar between national samples thawd®st the managers who were

living and working in the same country. All hyposies were supported. Interestingly,
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some similar patterns were found when comparingRiteach and German expatriate
managers’ leadership networks.

The summary of the graphical representation of@¢hdership networks resulted
in the attribute ‘motive arouser’ to be one of thest central attributes in all calculated
networks. All aggregated networks in which the cegfents of German nationality
were involved, showed similar connections to theibatte ‘motive arouser’. These
connections concerned the links from ‘motive arouse ‘dynamic’, ‘excellence
oriented’, and ‘motivational’. For all aggregateetworks in which the respondents of
French nationality were involved, similar conneniowere found from ‘motive
arouser’ to the attributes ‘confidence builder’ ametivational’. These findings will be

discussed and compared to existing literature iap@dr 8.
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CHAPTER VII
THE CONTENT OF COGNITIVE LEADERSHIP SCHEMAS:

QUALITATIVE EVIDENCE

7.1  Introduction

The purpose of this chapter is to present the fiigglifrom interviews dealing
with the content of cognitive leadership schemabrehch and German managers and
their employees in both domestic and host settiagsyas primarily addressed by the
third research question. These findings compareéneeptions of effective leadership
of French and German samples and provide detadsitathe operationalisation of
leadership in both cultural contexts. The aim oésth comparisons is to reveal
similarities and possible differences in the peticepof effective leadership and, thus,
to detect areas which could be potential sourcesoaflict in a mixed French and
German business context. This chapter will firstsent a brief description of the
interviewees’ profiles and a reminder of the propmss as outlined in the
methodology chapter. It will then detail the simii@s and differences regarding
perceptions of effective leadership across all dargpups. The chapter closes with a

summary of the major findings.

7.2  Description of the Interviewees
Table 7.1 shows the total number of interviews Wwhiere carried out among
the different samples. All interviewees had preslgparticipated in the questionnaire

survey that was described in the previous chapter.
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Table 7.1: Number of Respondents according to the Research Setting

Sample Number of interviews

France

French managers 6
French company

French employees 5

German managers 11
German company

French employees 10
Germany

German managers 15
German company

German employees 11

French managers 13
French company

German employees 5

As can be seen from Table 7.1 the number of ind&rvicarried out in Germany
is higher than the number of interviews carried wufrance. This was due to the
accessibility of respondents, as was detailed enniethodology chapter. In total, 76
interviews were carried out; 34 in French with Feflemanagers and employees and 42
in German with German managers and employees.nfdhiiews were recorded and
transcribed with the exception of one interviewhndst German manager in a German
company located in Germany. The findings of thismgie@ group are based on 14
interviews.

Table 7.2 provides an overview of the interviewgasfiles. This demographic

information was collected from the questionnaire.
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Table 7.2: Demographic Details of Interviewees (Absolute Numbers)

France Germany
French German German French
company company company company
FM*| FE? | GM | FE | GM | GE | FM | GE
Total number 6 5 11 10 15 11 13 5
Age (average in years) 325| 30.6| 40| 385 39.Y 357 384 36.
Gender
Female 1 3 2 2 3 4 6 1
Male 5 2 9 8 12 7 7 4
Management level
Top Management 2 3 4
Senior Mgt. 2 2 2 5
Middle Mgt. 4 6 7 4
Front line Mgt. 1 3
Non-manager 5 10 11 5
Company size
1-49 employees 1 1 1 1
50-249 employees 1 1 1 3 1
250-499 employees 2 5 5 1 1
more than 500 5 4 8 3 9 10 5
Company sector
Automotive 3 6 4 3 3 1
Energy 1 5 5
Financial services 3 1 1 1 2
IT 1 4
Mechanical engineering 4 6 3 1
Transportation 1 1 1 1 1 1
Other 1 1 3 4 3

As can be seen from Table 7.2 the age of the i@res ranged from 30 to 40,

with the German managers being slightly older thhair French counterparts.

Generally, fewer female than male participants tqadt in the study, with the

! EM means French managers, GM means German mangers
2 FE means French employees, GE means German eraploye
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exception of the female French employees workirrgHi@nch companies in France.
The number of interviews carried out among the ferk@ench managers working for
French companies in Germany was almost equivalerthé number of interviews
carried out with their male counterparts. Most loé respondents at manager level
occupied a middle management position. With regardhe sample of the French
managers who were working for French companies grnm@ny, most of the
interviewees came from the senior and top managenewels. The majority of
interviewees worked for companies employing moeath00 employees, or in German
small- and medium-sized companies. Most of theigpants were employed in the
following sectors: the automotive sector (20 iniwees), mechanical engineering (14
interviewees), the energy sector (11 intervieweasgl, the financial services sector (8
interviewees). The remaining third worked in thes@ctor (5), in transportation (6) or
in other sectors (12). No specific differences wierend for respondents across sectors
which might be due to the relatively small sampkes within each sector. The main
aim of this study, however, was to focus on cultaspects and the research setting
was designed for this purpose. A focus on possitdastrial sector or company size
differences in perceptions of effective leadershipuld have required a different

research design.

7.3  The Propositions

As aforementioned, the third research question \adsiressed through
interviews. Therefore, the propositions which weutlined in Chapter 5 are reminded
in Table 7.3 including the third research quesasking about the content of effective

leadership schemas in a business context.
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Table 7.3: The Propositions

Question 3 | How does the content of effective leadership scisediféer between
French and German managers and employees in a&ebssiantext?

Propositions P1. The content of French cognitive leadership sclsewilh be
rather characterised by attributes which form pagharismatic, team-
oriented and participative leadership styles. Imparison, German
cognitive leadership schemas will be primarily euierised by
attributes which form part of a participative leegtap style.

P2 The content of managers’ cognitive leadershigsds will
be primarily composed of innovative, visionary, determ oriented,
diplomatic and courageous leadership attributesomparison, the
employees’ cognitive leadership schemas will benprily composed
of more social and participative attributes suckeas building and
concern for subordinates’ interests.

P3: The content of the cognitive leadership schemédes
more similar between home and expatriate manadé¢ne same
nationality, than between home and expatriate mensaaf a different
nationality, but who live and work in the same coyn

7.4  Leadership Style

Starting with leadership style, the following seos will present similarities
and differences which were found across the Gerarahthe French manager and
employee samples, and which can be matched to tifles sof charismatic and
transformational leadership, as well as to teararded leadership, and participative

leadership.

7.4.1 Charismatic and Transformational Leadership

In this study the following characteristics werentified by the interviewees in
the context of charismatic and transformationaldéeship and related to effective
leadership: charismatic behaviour, motivation, emagement, and confidence
building, having and articulating a vision, dynamiand entrepreneurial thinking, the
leader as a role model, the ability to listen, ngkiisks, social skills, and keeping track
of the big picture. These characteristics fit te thatures of transformational leadership

of individualised consideration, intellectual stilaion, idealised influence (charisma),
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inspirational motivation, articulating a vision,cahigh performance expectations (e.qg.
Podsakoff et al., 1990; Yukl, 1999b). AccordingSbamir et al. (1998) characteristics
of charismatic leadership are: supportive behayiexemplary behaviour, emphasising
ideology, and emphasising collective identity. T@enger and Kanungo Scale (C-K
Scale) (1994, 1998) measures charismatic leadenshiph include the following

features: articulating an innovative strategic amsi showing sensitivity to follower

needs, displaying unconventional behaviour, takpeysonal risks, and showing
sensitivity to the environment. The findings of theesent study will be structured

accordingly.

(i) Charismatic Behaviour, Motivation, and Encouragement

A strong and consistent thread running throughititerviews with managers
was the view that leaders should display charisntshaviour. Several managers made
specific reference to the term ‘charisma’. For eglanit was suggested that leaders
should possess a certain charisefeFCFM _4) or ‘be sufficiently charismatic [...].
(GFCFM_12)'. It was also suggested that an effecteader [...] is a charismatic
person who provides the context in which someb®ayorking [...].(FGCGM_8)’ and
‘a character and personality [...], and a physicakgpence which is rather based on
charismatic behaviour [...].(GFCFM_13)’. Another manager commented that an
effective leader focuses on:

[...] more emotional aspects. [...] and possesdeswisma in order to represent

company goals in a credible way and to motivate leyges. [...] Charisma

helps spread the certainty among employees thpeeifsc path which has been
chosen to follow is the right ongGGCGM _1)

® FFCFM_4 stands for France, French company, Fremenager. The number behind the label
represents the number of the interviewee.
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The employees in the sample also referred speltyfita charisma. One
employee commented{L'eadership] is always connected to a certain charatic
behaviour. [...] this is as well what makes a persocredible person(FGCFE_8)'.
Others suggested that effective leaders:

[...] have to have a strong capacity for charismal [in order to gather people

around them. [...] it is very motivating for peoyite follow an effective leader.

(FFCFE_2)

[...] are charismatic and able to take their teanthnthem.(FGCFE_3)

To sum up these views, one manager suggested:

| think 70 to 80 per cent of the challenge is pdawy inspiration, motivation

and direction, and only 20 to 30 per cent concetashnical knowledge.

(GGCGM_13)

Regarding the themes of motivation and encouragem#® managers
interviewed suggested that effective leadefs:] ‘are able to inspire [...]. [...] and
make people follow their directiofFFCFM_1)’, {...] have confidence in others [...]
and are able to motivate the people, [.(GFFCFM_3)’, and [...] motivate people to
follow the objectives of the companffzGCGM_1). One manager suggested that
leaders need to:

[...] create a motivational working atmosphere thgh the interplay between

employees and managers in order to make the comparogress.

(FGCGM_11)

In addition, the expatriate managers suggestedathaftfective leader]...] has
confidence in others and is reassurif@FCFM_13)’. These managers also mentioned
that:

[...] it is important to realise how much confidengou can provide, and what

you can expect from your employees. [...] | thinis imost important to credit
them with some trust [...[FGCGM_6)
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When employees can see that superiors are investaigenergy in the right
way [...], and when employees can feel this istdubeir behaviour, [...], one is
keen on following{GFCFM_9)

The employees also highlighted the importance of tivatbon and
encouragement. They suggested thht:] ‘a leader can be called effective, when
employees are motivated, when they are challengedemcouraged by the leader.
(GGCGE_4)'. They also suggested that effectivedesd]...] have to take the people
who they are working with seriously [...] by encaging and challenging them [...].
(GFCGE_4)'. They further suggested, for examplat tbaders need|...] to possess
the capability to motivatd FGCFE_2)’, [...] to motivate the ‘troops’, or motivate their
staff, [...] as well as to value thefFFCFE_4)’, and[...] to enable employees and to
motivate them in order to achieve the objecfivé (FFCFE_1)'.

The theme of confidence building was also disaligsethe employees. They
explained that effective leadersf...] need to have confidence in others [..].
(FFCFE_3)’, [...] have great confidence in the employe6SFCGE_5), [...] are
people who you can trust completglyGCFE_4)’, and|[...] show great confidence in
employees [...(GGCGE_7).

Additionally, they emphasised thal...], on the other side, we get the backing,
when something is not going well [...] and we caly ion that(GFCGE_2)'. They also
suggested that effective leaders:

[...] have to be trustworthy because if you winitte®nfidence, they will trust

you as well. It's reciprocal. Leaders have to makiee they have their team’s

confidence [...](FGCFE_8)

Besides confidence building, which was primarilyghlighted by the
employees, the individual samples differed in treywhey suggested how employees

could be motivated and encouraged. The managegestagl: [...] to organise regular
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feedback meetings in order to know whether thegoeisgoing in the right direction to
be successfu(GFCFM_2)’, and[...] to empower the people and provide them whih t
free space which they require to develop optimaflGCGM_13)'. They also
suggested that:

[...] the fantastic thing about it [leadership] that it helps people to uncover

their talents. [...] Once you have understood wihia talent is, you work

together with the employees to develop their sttengFFCFM_3)

[...] leadership is situational, because every eoypk is different. Each

employee has different strengths and weaknessesnattis context, being

effective means bringing employees to their optpoééntial.(GGCGM_8)

And another manager added:

On the one hand, you delegate tasks to be accdredliby your employees to

achieve your objectives, but on the other hand, alsa provide the necessary

support, when they need (EGCGM_5)

Regarding the way in which employees could be natéid and encouraged, the
employees emphasised thdt:..] a leader can be called effective, when emeésyare
motivated [...]. This also includes to be developather by the leade(GGCGE_4)'.
They suggested that effective leadels.]‘ have to take the people who they are
working with seriously and coach and develop theml py encouraging and
challenging them [...].(GFCGE_4)’, and[...] are able to decide in common with
others about the direction in which one should tgvéo [...]. (GFCGE_3)'.

The French employees highlighted:

[...] they [the employees] feel they can develogther in the future towards

other positions [...]. [...] it is necessary to sh@erspectives to people, a future

which will be interesting. It is very important thiney can feel approval from
the leader [...].(FGCFE_1)

To summarise, all of the respondents highlightednded for an effective leader

to motivate, inspire and encourage employees. Mlitiad, the managers of both
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expatriate samples considered the ability of adead have confidence in others as
being motivating for employees. This was also dised across all employee samples,
which emphasised that confidence was a mutual aarstin other words, when
leaders show trust in employees they will in tulsbashow confidence in their leaders.
The way in which effective leaders were believedhtmivate and encourage employees
differed between the individual samples. The Fremelmagers in France suggested that
effective leaders can be encouraging by uncoveand developing employees’
strengths. The French managers in Germany mentidhatd employees can be
encouraged by providing them with feedback andGleeman managers in Germany
also recommended motivating employees through ilegrabout their potential and
developing it. The German managers in France dsecushat the necessary backing
should be provided to employees when they need asudpr their tasks. The
employees specifically emphasised that an effeckagler can be motivating by
providing them with development opportunities.

All of the interviewees, except the German emplsyegplicitly mentioned the
theme of charismatic behaviour as a relevant atilof effective leaders. Thus, while
specific reference was made to charismatic leagetsh most of the sample groups,
aspects of transformational leadership also fedtsteongly and consistently across
each group. For example, references to encourageandmmotivation can be regarded

as features of ‘individualised consideration’ aimgpirational motivation’.

(ii)  Articulating a Vision

The theme of having a strategic vision was adddebyeall manager samples,

except the German expatriate managers in Franak,itawas discussed across all
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employee samples, except the German employees ngorki French companies in
Germany. For example, the managers suggestedrtledteztive leader should be able:

[...] to share a strategic vision in order to invel everyone in the company’s

objectives so that everybody can participate in tbempany’s vision.

(FFCFM_1)

It was also suggested that effective leaders rleddt6 have a long-term vision
[...], and to transfer this vision [...](GFCFM_12)’, [...] to have a vision [...] and
visionary qualities which enable them to make thihgppen(GGCGM_10), [...] to
provide [...] the vision and the mission of thenteand to be able to integrate the vision
of the team into the vision of the compaf@FCFM_6). One of the managers
concluded:

An effective leader has also to manage, but haprtwide direction to the

company and the people, a so-called vision, andease of urgency.

(GGCGM_13)

The employees added that effective leaders neef.johave a vision and a
long-term strategy [...], this means the leader Wwaowhere to go [...](FFCFE_2)’,
‘[...] to have the right strategic visiofGGCGE_5)’, and[:..] have a certain vision
concerning the direction which should be takentlm ¢company [...]. [...and] have a
certain capacity [...] to share their visio(FGCFE_9)'.

Hence, to have a vision is relevant, but it alsedseto be shared. This was
confirmed by other employees. They suggested ffextteve leaders]...] know how to
share [their] vision.(FFCFE_5)’, and agreed thdtHe ability to show that [a leader]
has a vision is a sign of great leadersi{ipFCFE_1)'.

To conclude, all of the interviewees who identifisttategic vision as an
attribute of an effective leader agreed that suelsian needed to be shared in order to

provide direction to employees.
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(iii) Dynamism and Entrepreneurial Thinking

The ability to display unconventional behavioupat of the C-K Scale (1994,
1998) of charismatic leadership. Dynamism, a the&heh was discussed among all
the manager samples in this study, is believectoabegorised as such a behaviour.

For example, it was suggested that a characteradtian effective leader
includes the ability [...] to show dynamism [...](FFCFM_1)’, {...] to show great
motivation to progress thing6GFCFM_13)’,"[...] to be active in order to make things
move. [...] to have some business sense [FGGCGM_4), ‘[...] to make things go
forward. (GGCGM_10)’, and’[...] to guide people and to break new ground, to
address new themes [..{GGCGM_11). One of the managers also suggestatl th
effective leadership includes[...] a certain entrepreneurial creativity [...].
(GGCGM_1)..

Hence, all of these managers agreed that a cedimiamic is needed for

effective leadership. The employees did not idgrihifs theme.

(iv) Taking Risks

A somewhat related theme to the previous one wivia discussed among the
German managers in France and in Germany condeenwillingness for a leader to
take risks. Such behaviour can also be linked te fhature of ‘displaying
unconventional behaviour’ of the C-K Scale of chamatic leadership. The German
managers in Germany explained that effective |edmjerconsisted off...] a certain
entrepreneurial willingness to take risks, [.(6GGCGM_1)’, and Risk; if you want a
leader who is visionary and if you want somebody whcides to take paths which

have not been taken previouglegGCGM_9). The same German manager added:
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Entrepreneurial risk is a reasonable characteristtou just have to make sure
that the risk you are going to take remains managgedirst point. And, from a
related perspective, should offer the possibilityp@ing successful. If five ideas
go wrong, the sixth should woltGGCGM_9)

The German managers in France emphasised:

[...] there is always a risk of heading in the wepdirection and this should be
allowed to employees without this involving themhaving to take too big a
personal risk(FGCGM_10)

Effectiveness is certainly boosted [...] when yousdmething that has a high
risk of failure and are well aware of such risksGCGM_2)

This means that taking risks is an important aitebof an effective leader, but

being aware of failure and, hence, defining limitighin which certain risks might be

taken are also important.

(v) The Leader as a Role Model

One of the aspects, which is discussed by Shanail. €1998) in the context of
charismatic leadership, concerns ‘exemplary behavidn the present study, the
characteristic of acting as a role model was dsedisamong all the French
interviewees regardless of their hierarchical lexetl the country where they were
living and working. The German managers in Germaeye the only respondents of
the German samples who also addressed this theme.

The French managers stated that effective leadsed to [...] know how to
make employees respect their superior. [...] Beegpected is a consequence of acting
as a role model [...](FFCFM_4)’, and to[...] show [...] their personal approach to
acting as a role mode(GFCFM_1)'. The same French manager continuedphatof

setting an example included characteristics such as
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[...] good ethical behaviour, a good sense for hanralations, respect for
others, the capability to express original ideasdahe ambition to follow all
these aspect$GFCFM_1)

The French employees suggested thaj there is no effective leadership if a
leader is not acting as a role mod€¢kGCFE_3)’, and therefore leaders need|to] *
somehow act as a role model [.(FFCFE_1)'. One of the French employees added:

In my opinion, it is most important that you get thmpression that they

[effective leaders] are coherent in what they amng in order to consider

them as a role modglFFCFE_2)

Thus, effective leaders have fa.] show a personal behaviour which is always
of exemplary character towards othe(EGCFE_3)’, and[:..] be an example for their
employees through their work, their activities, arieir performance [...].
(FGCFE_1)'.

The German managers, however, stated:

[...] that an effective leader should act as a roledel regarding specific issues
such as structured procedures, clear planning. ([GGCGM_4)

[...] the theme of being an example is also of higlevance for me. [...] |
cannot ask for something which | am not adheringyself(GGCGM_5)

| think it is also very important to set a good exade. It is always unfavourable

when managers are asking their employees for songetikhich they are not

willing to do themselve$GGCGM_9)

To summarise, the French managers linked the Ishigeattribute of acting as a
role model to behavioural issues such as respexd gthical behaviour and an
understanding of human relations. The interviewaesong both of the French
employee samples also emphasised the ability offimctive leader to act as a role
model and to display exemplary behaviour, spedificawards their employees. The
German managers in Germany mentioned the ability leader to act as a role model

in the context of structured and precise procedures
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(vi) The Ability to Listen

The ability of an effective leader to listen to dayges, and the people they are
surrounded by, was discussed across all of thechrenerviewees with the exception
of the French employees in France. The ability i&ieh can be compared to
‘individualised consideration’ as discussed by PR#d# et al. (1990), and Yukl
(1999b) in the context of transformational leadgrsht can also be compared to
‘showing sensitivity to the environment’ as invgstied by the C-K Scale (1994, 1998)
in the context of charismatic leadership.

The French managers statafHat makes a leader an effective leader is the
ability to listen [...]. (FFCFM_2)’, and suggested that effective leadersdnto’|...]
listen to their employees, [...{GFCFM_10)’, and[...] are able to listen [...] to what
people say(GFCFM_8)'. The French employees explained thatwhakes a leader be
perceived as effective id...] the ability to listen [...]. (FGCFE_6)’. It was also
suggested that effective leaderk..] know how to listen to their team [...].
(FGCFE_5)’, and[...] have always to be able to listen to the peoplho they are
surrounded by [...](FGCFE_1)'.

Hence, as can be seen from the previous quotds,dbdhe sample groups of
French managers and the French employees in Gexomapanies agreed on the ability

of an effective leader to listen to subordinates.

(vii) Social Skills

The theme of social skills was mentioned by then@er employees regardless

of the nationality of their company. This topic dam linked to the aspect of ‘showing
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sensitivity to the environment’ as included in 8K scale of charismatic leadership
(Conger and Kanungo, 1994, 1998).

The German employees stated th&brme social skills would be also nice.
(GGCGE_6)", and[...] social skills are even more important to nf@GCGE_9)’, and
suggested that it is important for an effectivediraf...] to be tremendously people-
oriented [...].(GFCGE_4)'.

Thus, according to these German interviewees, litelieved that an effective

leader should have some kind of focus on humamrgsu

(viii) Keeping Track of the Big Picture
The theme of keeping track of the ‘big picture’ yrdmerged among the
German employees working in Germany in German caoimepalt can be compared to
the feature of ‘idealised vision’ as described he tcontext of transformational
leadership (Podsakoff et al., 1990; Yukl, 1999b).
The German employees stated:
Effective means the leader has an even greatevmel...] than one can have
as an employee, because as an employee one istdaugbveryday tasks and
processes. [...] a leader is somebody who has speetive beyond this [...].
(GGCGE_3)
For a leader it is very important to keep tracktlo¢ ‘big picture’ in order to be
able to coordinate and guide where necess@p{-CGE_5)
To summarise, these German employees considereidhpbrtant to be

supervised by somebody who had a larger perspeotivéheir work than they had

themselves in order to be able to lead them imighe direction.
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7.4.2 Team-Oriented Leadership

All of the interviewees, regardless of their na#lity, the country they were
currently living and working in, and regardlesstioéir hierarchical level identified a
team-oriented leadership style as an importantbate of an effective leader. This
included the ability of effective leaders to prawiéppropriate working structures
including themes such as team development.

Starting with team development and team spirit, th@nagers suggested that
effective leaders|...] create cohesion at the team level, a certeam spirit in order
to consistently achieve goa(&FCFM_6)’, 1...] have to focus on team motivation [...].
(FFCFEM_5), {...] are able to promote a certain spirit withinhegir team.
(FGCGM_T7)’, and[...] work together with their team towards the quany goal and
are team builders when it comes to their employgeSCGM_14)'.

Regarding appropriate working structures, the marsagmphasised that it is
important:‘[...] to define an appropriate working structure.|. (GFCFM_2),[...] to
set clear guidelines [...], so that the employeesvk which direction to go in and to
know the degree of their freedom of actig@GCGM_7)’, andf|...] to provide the
team which they are leading with a self-supporstgcture.(FGCGM_7).’

To sum up these views, one manager suggestedmiedfeative leader needs:

[...] to provide the necessary organisational stures and resources and to

create a certain supportive structure between trganisation and employees

by taking certain responsibility and by coveringtaa risks.(FGCGM_10)

The managers also discussed how to develop tham.t&hey stated that
effective leaders need to:

[...], depending on the team size, be able to iddially make team members

follow a common goal by explaining to them the adekue for their personal
developmentFFCFM_5)
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[...] understand quickly how the team is composetat the strengths and
weaknesses of each team member are in order tobleeta delegate tasks
within the team in a way that everybody is doingatve/he can do best.
(FGCGM_7)

Further French expatriate managers in Germany atltEdeffective leaders:
‘uncover the potential of the members of their tépn} so that the potential of each
team member can be explor¢@FCFM_10).’, and[...] represent the interests of their
team vis-a-vis other team@GFCFM_11)'.

The requirement for an effective leader to repregbeir team was also
highlighted by the employees. They suggested tiedttare leaders need tf...] know
how to defend their team vis-a-vis other team lemafle]. (FFCFE_1)’, [...] to make
sure to have the right arguments when it comegpoasenting the team decision vis-a-
vis third parties.(FGCFE_8)', [...] represent their team to others [...] and hage
representative functiofGGCGE_1)’, and[...] generally protect their employees in a
conflict situation(GGCGE_7)’. One employee added that an effecaaeér:

[...] helps represent the employees when sometmasgto be communicated to

the next higher level [...] and represents the eynpés towards third parties

[...], even if something went wron@GFCGE_5)

Furthermore, the employees emphasised the thenteaof development and
stated that effective leadelfls..] make employees feel they belong to a team. |.
(FFCFE_2)’, and[...] integrate the whole team and take it witheth, mentally as well
as in distinct project§GGCGE_8)'.

The employees also highlighted building appropriaterking structures and
suggested that effective leaddts] are able to define a direction [...] and pvide a
clear direction to their employee¢FFCFE_1), and|...] are able to explain the

reasons why this is the right direction to takeFCFE_5)'. It was also suggested that

[...] it is necessary that effective leaders haa¢her precise ideas [...] regarding the
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direction in which they would like to go [..{FGCFE_9)’, that effective leadefs..]
lead their team and organise their team [.(GGCGE_11),[...] delineate the major
lines, [...and] impose the structure and the ruldSGCFE_4)’, and|...] indicate the
direction in which the team will develofisFCGE_2)'.

Another employee emphasised that an effective feade

[...] provides guidelines [...], a kind of a framevk. [...] so that I, as an

employee, know when | should consult with my sapgri]. (GFCGE_1)

In order to create these working structures, theleyees suggested that
effective leaders need tof...] know about the capabilities of each employed
(GGCGE_D)', [...] use employees according to their competen¢@®@5CGE_5)’, [...]
foster the competencies of the team members and &akvantage of these
competencies(FFCFE_4), [...] suggest solutions, and offer opportunitiedsca
opportunities to develop(FGCFE_1), and [...] give feedback [...] and depict
boundaries.(GFCGE_4)'. One of the employees added that efledeaders were
expected to:

[...] integrate employees into the team [...] inetlsense that individual

achievements are acknowledged and valued, andetngioyees are deployed

accordingly.(GGCGE_8)

Finally, one of the French employees concluded ‘ttesidership is the capacity
to successfully carry out projects in a tedGCFE_7)'.

To summarise, all of the respondents agreed onntpertance for leaders to
create an appropriate working structure within Wwhieeir teams may operate in order
to contribute to the achievement of the companyslgy To do so, the managers
explained that it was important to understand eyg®e’ strengths and weaknesses in
order to deploy them as effectively as possibld. &kl the employees specifically

mentioned that effective leaders should know themetencies of their employees in
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order to be able to accomplish projects. Both Aresnod German managers in France
highlighted the ability of an effective leader tetablish a team spirit. The French
managers in Germany were the only group among tla@agers sampled who
addressed the theme of representing one’s team-vis-third parties. While all of the
employees highlighted the important role of effeetieaders in representing the team,
in particular they emphasised the need for a d@&ction in which the team might
develop, and the setting of certain rules, guigsliar a structure for the achievement of

the desired direction.

7.4.3 Participative Leadership

The theme of delegation, as discussed by the ietgees of this study, is
considered to form part of participative leadershmthe GLOBE study (House et al.,
2004), for example, the leadership attribute on4uelegator’ was reverse scored and
included in the participative leadership style.

All of the managers, with the exception of the FEtermanagers in France,
addressed the theme of delegation. The managelasreegh for example:

Effective leadership consists [...] of especialig distribution of responsibility,

[...]. Each manager has to be able to lead, to wai®, to take responsibility,

but also to delegate responsibili{cGCGM_2)

An effective leader is able to also delegate resjility. It is not enough to

only delegate tasks. | think it is very importaotdelegate responsibility and

everything which comes along with responsibilisadership competency, and

in the broader sense also powaGCGM_9)

It was also suggested that effective leadership.if to agree on a common
objective, and to discuss together how to achibgebjective, etc., but also to delegate

the responsibility to arrive at the objectif&GCGM_3)’, {...] to delegate autonomy

and responsibility which accompany the delegatesk.t6(GFCFM_10)’, and [...] to
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build confidence, delegate, and take control weHewing a high degree of intuition.
(GFCFM_6).

The employees added that effective leaders need[.itp delegate, and
distribute small tasks to be accomplished accordiogthe competencies of each
employee(FFCFE_4)’, and to[:..] know about the capabilities of each employeé
and distribute task packages according{GGCGE_5)'. It was also suggested that
leaders can be effectivd..]] by transferring a lot of power through delega.
(FGCFE_6), and by [...] clear delegation of tasks(GFCGE_5). Additionally,
effective leaders were expected fo.] also know how to transfer responsibilities.]|.
(FGCFE_5), [...] delegate in the sense of not only delegating task, but also the
responsibility for it.(GGCGE_7)’, and to[...] transfer responsibility to that person;
introduce him/her to those people with whom s/h# meed to work with; [...].
(FFCFE_3)".

One of the employees described an effective leasisomeone who:

[...] leaves some tasks completely to employeesHence, my job is to fix the

task within the company, [...] to discuss it, toomtinate it with the other

departments within the company, and | do all tmsy own(GFCGE_2)

To summarise, all the employee samples, and them&@emanagers regardless
of the country in which they were based, as welthes French expatriate managers
working in Germany, considered the theme of delagatasks and responsibility as
important attributes for a leader to be perceive@féective. The French employees in
French companies in France and the German emplape€erman companies in
Germany also mentioned that in order for leaderdelegate tasks, they have to know

about the competencies of their employees.
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7.5 Goal Setting and Monitoring

Goal setting and monitoring were also regarded emtufes of effective
leadership regardless of respondents’ nationdhsycountry they were currently living
and working in, and regardless of their hierardhieael. For example, the managers
interviewed stated that effective leadership hattos on: [...] the setting of a goal
which can be shared, understood and which is aehiev (FFCFM_5)’, precise
objectives to be achieved, and deadlingsFCFM_2)’, {...] clear goal setting with
objectives which can be measuredGGCGM_5)', and [...] setting goals.
(FGCGM_8)'.

Similarly, all of the employee samples agreed #matimportant task of an
effective leader is to set goals. They suggestat] fhffective leadership includes clear
goals. (GGCGE_1), that leaders can be effectivp:.]’ by setting objectives and
deadlines(FFCFE_3)’, and that an effective leadér.] has real objectives which are
clearly defined [...](FGCFE_4)’, andsets an objectivéd GFCGE_2).

The employees added that effective leaders have to:

[...] share objectives and stimulate people to agki them [...]. [...] lead the
employees in the direction of the objectifé&CFE_9)

[...] set goals for their department or group whitttey are responsible for, and

who attempt to achieve these goals together wehebm (GGCGE_11)

Regarding the monitoring of goal achievement, thdimgs differ between the
single samples. The French managers in Francelstetean effective leader:

[...] has to make sure that tasks are well and eotly accomplished on time

which means to constantly control employees’ ta$¥sCFM_2)

The French employees suggested that an effectadgefeis required:[...] to

give instructions [...].(FGCFE_1), [...] to determine the code of conduct [...].
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(FGCFE_10), [...] and then control, or better show interesttive advancement of the
task.(FFCFE_3)'.

The French expatriate managers in Germany and then&h managers,
however, explained that employees should be prawdéh more autonomy while they
accomplish tasks. They suggested that effectiveelsa [...] define the objectives to
follow within the organisation and provide the nesary freedom of action in order to
achieve them(GFCFM_12)’, and[...] leave certain autonomy to employees when the
objective to be achieved had been clearly defi@&#CFM_2)'. It was also suggested
that effective leaders|.:.] can get the most out of their employees bgcting and by
enabling them to work as autonomously as possii&CGM_6)’. To do so, effective
leaders:

[...] have to monitor within specific time intergatogether with the employee

whether the work is on the right track and has\akd provisional results. If

necessary, adjustments have to be mg@&CGM_1)

[...] set goals, monitor and measure goal achievatnd..] and allow

employees to work autonomously. If necessary arghvithis unclear how a

task should proceed, the employee will get suppe@CGM_9)

The German employees suggested that an effectdelef...] distributes work
packages entirely and does not have to monitor eyegs permanently [...].
(GGCGE_b), andIf necessary clear deadlines have to be set, wéwiehchecked and
assessed in the end [..([cGCGE_1)'. It was also explained that:

When you already know about the goal, it can alsoelective to develop

figures, indicators, and measurement criteria i@r to know that you are on

the right trackto goal achievemen(GFCGE_3)

To summarise, all of the respondents regardlesshef nationality, their

country of work, and their hierarchical level confed that the ability of setting goals

was an attribute of effective leadership. The nwmg of goal achievement, however,
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differs between the single samples. The German gesaegardless of where they
were currently working described a rather struatuapproach to monitoring to enable
employees to work more autonomously. This includetting goals, agreeing on
milestones and indicators which can be measured,regular checking of progress
towards goal achievement. This is in line with @&rman employees. They agreed that
a certain level of monitoring was needed. They saggyl that it should be possible for
employees to accomplish tasks autonomously andlteatiegree of goal achievement
should be measurable by performance indicators. Aleach managers working in
Germany also agreed on the importance of enablmgayees to work autonomously.
The French managers in France, however, mentioasstant control of tasks which
could be interpreted as them affording less autgntmnemployees. This is in line with
the views of the French employees, regardless @thven they worked for French or

German companies in France.

7.6  Communication and Transparency

All the interviewees highlighted the importancerefular communication, and
all of the employee samples explicitly discussed theme of the importance of
transferring relevant information from manager tapéoyee. This was only briefly
mentioned by German expatriate managers in Frarteetheme of transparency was
explicitly mentioned by the German managers in Garyrand in France.

For example, the managers mentioned communicasam key requirement in
order to be perceived as an effective leader] ‘and of course communication [...].
Communication with the team is important so th&rgone understands well the tasks.
(FFCFM_2)'. They suggested that effective leadeaseh{...] to delegate and to

communicate in an open manne(GFCFM_10), and [..] to have open
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communication at all different levels, and not omly higher management levels.
(GFCFM_13)'.

The German managers added tHat] it is important [...] to communicate
clearly and in a distinct way on how to achievelgo@GGCGM_5)’, and stated:

Clear language, clear statements, [...]. Communigatsuccinctly, having a
personal opinion and representing this opini@GCGM_12)

[...] in order to make the team follow a specifigjective, [...] communication

should be developed [..[FGCGM_3)

One of these managers suggested that it is imgortan

[...] to communicate regularly with your team memsbi order to inform the

employees about current events and to guaranteergic tracking of the

previously set goalfFGCGM_7)

The employees also emphasised the important roleoaimunication and
explained: [Sharing one’s vision] can be done by communicating explaining [...]
that there is a solid basis for this vision [..(FFCFE_5)’. They stated that effective
leaders are ablg].!.] to tell where they would like to lead the coamy to [...].
(FGCFE_4)', and[...] to share the objectives [...] in order to foW the vision and
strategy [...].(FGCFE_9)'.

One of the French employees added:

It seems to be important that [leaders] are up &dedabout what is going on in

the company. This happens by communication: conuatmmn of results,

communication of the company’s overall direction].[. Communication is
something important because if you do not commtmit a long period of
time, people will be surprised on the day when gtamt communicating again.

But it is good to communicate, because peoplekwdlw why and what they are

working for [...]. (FGCFE_6)

The German employees suggested that effective ngageconsisted of|...]

direct communication, of open communicatiGCGE_9)’, that an effective leader

‘[...] is available for communication that is as eéat and quick as possible.
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(GGCGE_3)", and that[...] it is important that decisions and tasks][.are clearly
communicated(GFCGE_3)'.

Regarding the transfer of information, the emplsyéeghlighted that[:..]
leading consists of being informed, and the exchasfgnformation [...].(FGCFE_6)’,
and effective leaders need {o.] make sure that relevant information is avéila as
transparently as possibléGFCGE_4)’, and need:

[...] to circulate information, [...] this means &h in the same way that

information was transferred to them [the managetbgy should transfer it to

their subordinates(FFCFE_5)

Another employee reinforced this view that:

[...] very important is the theme of informationamsfer. [...] Important

information is usually transferred by a leader ke temployees, and this has to

happen promptly so that employees can include tivéir work. Thus, a certain
pace would be importanfGGCGE_5)

The theme of transparency was discussed acrossathples of the German
managers in France and in Germany. They explafoeéxample:

| think a high degree of transparency [is] necegsdvr..] it is important to just

communicate the transparency which is necessaryngpire and motivate

people to follow the objectives of the compd@®GCGM_1)

[Transparency] is important to a certain extent.idt always relevant to get

someone on board. [...] but sometimes somewhatestimarated, because you

just cannot present the details of every singlejgmtoin a transparent way.

(GGCGM_9)

Hence, full transparency cannot always be guardnteecause some decisions
cannot be explained in a totally transparent way,general transparent behaviour was

explained to be important for effective leaders:

Having a hidden agenda is an attribute of leader®wooner or later will fail.
Hence, transparency is really very importaffGCGM_2)
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To summarise, all respondents regardless of tlaiomality, the country where
they were currently living and working, and regasd of their hierarchical level agreed
on the ability of an effective leader to commurgcaivhile the French employees
considered communication to be important in ordershare one’s vision and to
exchange information, the German employees focumeddirect, open and clear
communication. This is in line with the German ngera in Germany, whereas their
German counterparts in France placed a focus amaiegommunication in order to
inform employees and to monitor the achievemengazls. The French managers in
Germany discussed communication skills in the cantéé communicating with other
hierarchical levels within the company, and thenEremanagers in France highlighted
the theme of communication in the context of expiay tasks.

All employees agreed on the importance of a leadefe in communicating
information. The importance of being informed dgader was mentioned to a greater
extent by the French employees, whereas the Gemngrioyees focused on the
promptness of the information transfer and the sjparency of the transferred
information. Transparency was also a relevant thameng the German managers

regarding their perception of effective leadership.

7.7  Decision Making

The ability to make decisions was identified acrthes manager samples, with
the exception of the French managers in Franceaaruss the employee samples, with
the exception of the German employees in FrenchGerchan companies in Germany.
The managers suggested that effective leaflejsmake the right decisions at the right
time.(GFCFM_4)'. It was also suggested:

| think employees expect an effective leader t@lalysa certain strength,
enthusiasm to make decisions, and consistent balma({GGCGM_4)
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They added that effective leaders nefd] ‘to be in a position to identify the
right things in order to be able to make decisipnemptly.(FGCGM_2)’, and[...] to
be able to make the right decision, in a rathercqumanner, or at least make a
decision, even though this might not be the bessia. (GFCFM_8)'.

The employees suggested that effective leadersdare to make courageous
decisions [...]. (FFCFE_3)’, and need[..] to be able to make good decisions.
(FGCFE_6)..

To summarise, these quotes show that participaatged it as important for a

leader to make decisions and to make them promptly.

7.8 Being Competent

The characteristic of being knowledgeable and caempevas addressed by the
French managers in France and in Germany, by dheofGerman employees, and the
French employees working for German companiesande.

The French managers indicated that an effectiveleled...] has to be
competent [...].(FFCFM_1)’, {...] has to have broad knowledge which means to be
able to talk about everythingFFCFM_2)’, and [...] is somebody who can be asked
guestions and who provides answers. [...] leadergehto be more competent than the
members of their team, or at least as competettie@sare (GFCFM_3)'.

Two of the French expatriate managers in Germang wdmmented on the
theme of being competent had an engineering baokgrand explained:

In my opinion, in order to be effective, [...] yaave to show that you are

technically skilled, or that you are good in yourea of competence.

(GFCFM_3)

[...an effective leader has to have] great techhicampetence |[...].
(GFCFM_13)
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The French employees working in German companieBramce added that
effective leaders|...] have to have clear and recognised competentiethe function
which they occupy(FGCFE_3)’, and[...] are professional, competent and organised,
[...] know what they are speaking about [.(FGCFE_4)'.

The German employees stated tH&fessional competence is important [...].
(GGCGE_9)', that effective leaders are individudls] who have expertise and who
show it as well(GGCGE_8)’, and that effective leadership.] consists of expertise.
This means leaders should know what they are @lkimout, and have a clue about
what they are doingGGCGE_2)'. One of them added..] but first of all [...] there is
professional competence, and this should be cleartylogically structured and going
in one direction(GFCGE_3)’, and it was concluded th&he more competent a leader
is, the more you are willing to follow the(@@GGCGE_9)'.

To summarise, according to the French managemglm@mpetent is a relevant
attribute in order to be perceived as an effedeaeler, and for the French managers in
Germany it is also important to be technically Iskil All of the employees who
discussed the theme of a leader’s professional etanpe agreed that it is important
for effective leaders to know what they are talkafput. While the German employees
in German companies underlined that the abilitygludwing professional competence
was motivating for employees to follow their leadiie German employees in French
companies and the French employees in German coespamphasised a structured

and organised way of working in addition to a le&lprofessional competence.
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7.9 Summary of the Leadership Similarities and Diff  erences in Views of

Effective Leadership

To conclude from this section, the similarities aifierences identified during
interviews are summarised in Table 7.4. As candmn $rom this table, a number of
attributes were important for all of the interviexgeregardless of their nationality and
their hierarchical level. Further, a number ofiatites were specifically highlighted by
either the managers or by the employees. Someesktivere discussed more by the
French interviewees, others more by the German geaisaregardless of the country in

which they were currently living and working.
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Table 7.4: Summary of the Similarities and the Differences of the Managers and the
Employees Interviewed

Legend: same colour France Germany

signifies same nationality | prepncp German German French

and same hierarchical leve company company company company

FM | FE |GM | FE |[GM | GE |FM | GE

Charismatic and Transformational Leadership

e Charismatic behaviour | X X X 0 X 0
encouragement X X X X

» Confidence building 0 X 0 X

» Articulating a vision X 0 X X 0

* Dynamic behaviour X 0 X 0 X 0 X 0

e Taking risks 0 0 X 0 X 0 0 0

* Leader as arole model| X 0 X 0 X 0

» Ability to listen X 0 0 0 0 X 0

» Social skills 0 0 0 0 0 0

» Big picture 0 0 0 0 0 0 0

Team-Oriented Leadership

» Working structures X X X X

* Team development X X X X

* Represent the team 0 0 0 X

Participative Leadership

» Delegation 0 X X X

Other Characteristics

" monitoring X x X x

e Communication X X X X

» Information transfer 0 X 0 0

» Transparency 0 0 X 0 X 0 0

» Decision making 0 X X 0 X 0

* Being competent X 0 0 0 X

The similar attributes among all of the sample geoincluded: the motivation
and encouragement of employees, the ability toterappropriate working structures,

team development, the setting of goals, and comeation. All of the interviewees
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discussed these attributes with regard to effed&adership. With the exception of the
German employees, all interviewees explicitly mamtid charismatic behaviour. With
the exception of the French managers in Francéntaliviewees discussed the topic of
delegation. The requirement to represent the teas pvimarily emphasised by the
employees, but it was also mentioned by the Fremahagers in Germany.

Differences across the samples were found in tpeoaphes to charismatic and
transformational, as well as team-oriented leadiersRegarding motivation and
encouragement of employees, the French managerBrance and the German
managers in Germany agreed that this could be \&ghithrough learning about their
potential and through developing it. In order totivete, the French managers in
Germany mentioned providing employees with feedmuk the German managers in
Germany specifically highlighted providing them Rvitautonomy. The German
employees emphasised that an effective leader eamdiivating by providing them
with future career and personal development oppadrés.

The approach to monitoring goal achievement wasribesi differently by the
individual samples. The German managers and enmgsogedressed a rather structured
approach to monitoring which should enable emplsy@ework autonomously. The
French managers working in Germany agreed aboutirtiportance of enabling
employees to work autonomously. The French managerdrance, however,
mentioned constant control of tasks, while the Elneemployees suggested that an
effective leader gives instructions and determities code of conduct for goal
achievement. These views appear to be more rigarads thus, would suggest that
French employees receive less autonomy than isatbe for German employees.

The leadership attribute of confidence building veiscussed by all of the

employees and was considered as a mutual con&tetveen leaders and followers.
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Both of the expatriate manager samples address#ience building in the context of
motivating and encouraging employees. The abibtyé strategically visionary was
mentioned by all of the French sample groups andhey German managers and
employees working in German companies in Germanlyofithe interviewees who
addressed this theme also highlighted that it wagsortant for a leader to share their
vision. The leadership attribute relating to makilegisions was primarily raised by the
manager samples with the exception of the Frenchagexs in France. It was,
however, addressed by some of the French employdes.managers specifically
highlighted the promptness of decision making.

Regarding the approach to team-oriented leadersimg to establishing
appropriate working structures, all managers, wille exception of the German
managers in Germany, discussed the importanced#rstanding employees’ strengths
and weaknesses in order to deploy them as effégtgepossible. All of the employees
agreed that effective leaders have to know abautctdmpetencies of their employees
and emphasised in particular the need for a cleactbn in which the team might
develop, and the setting of certain rules and actire for the achievement of the
desired direction.

Dynamic behaviour was addressed by all of the memagamples. The
remaining list of attributes was identified by peutar sample groups. The theme of
information transfer was addressed by all of theplegee samples and the German
expatriate managers in France. All of the Frentbrimewees emphasised the ability of
an effective leader to act as a role model andidplaly exemplary behaviour. The
German managers in Germany were the only sample@nti@ German interviewees
to address this leadership attribute and menti@etidg as a role model in the context

of structured and precise procedures.
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All of the French samples, with the exception & French employees working
for French companies in France, considered thatyalib listen as an important
attribute of effective leadership. The attributébefing competent was discussed among
the French manager samples, the German employeksthen French employees
working for German companies in France. Two of Enench expatriate managers in
Germany specifically highlighted technical skills &eing important for effective
leaders.

The themes of transparency and the willingnessadldrs to take risks were
only addressed by the German manager samples. és foa human issues was
emphasised by the German employee samples andbithg @ keep track of the ‘big
picture’ was only mentioned by the German employgesserman companies in

Germany.

7.10 Summary of the Interview Findings

This chapter presented findings of the interviewscW were carried out with
French and German managers and employees in tlarestic and host work
environments. The purpose of the chapter was taildgmilarities and differences
across the samples under investigation.

Similarities exist among all of the samples andude leadership attributes
which can be allocated to charismatic and transétional, team-oriented and
participative leadership styles. Differences wermnid across all samples and
concerned, for example, differences in how to natévand encourage employees, and
in how to create appropriate working structuresorder to achieve the company’'s
objectives. Further differences concern leaderattifbutes which were only discussed

by some of the sample groups. There are attribubesh were primarily emphasised
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by the managers such as dynamic behaviour, anduaéts which were highlighted by
the employees such as the task of managers tosesyiréheir team and to transfer
information. Other attributes, such as the leaderaarole model were specifically
mentioned by the French interviewees regardleskedf hierarchical level. The ability
to listen was discussed mostly by the French masagehereas the themes of
transparency and risk taking emerged among the &emmanagers. Being competent
was highlighted by the French managers and the &eemployees. The latter sample

group also emphasised social skills as an impoatnbute of effective leadership.
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CHAPTER VIII

DiscussION

8.1 Introduction

The purpose of this chapter is to discuss the resefndings of the present
study in the context of its research questionspthgses and propositions. This chapter
will remind the reader of the objectives of thedstwand present again the research
questions, hypotheses and propositions. The fisdiegarding the structure of the
cognitive leadership schemas will be discussed, tsl will be followed by a
discussion of the content of the cognitive leadersikhemas investigated. Limitations
of this study will be presented and directionsftdure research suggested. The chapter

closes with implications for practice and a brigfrenary.

8.2  The Objectives of the Study

The overall aim of the present study was to ingasé perceptions of leadership
across cultures and to generally contribute todiseussion about societal culture and
its potential influence on leadership. More prdgigkis study focused on the analysis
of the structure and the content of cognitive lesld@ schemas in France and in
Germany in a business context. This approach wapted in order to explore the
application of connectionist models to cross-caltueadership research and, thus, to
contribute to the theoretical discussion of implieadership theories within the area of
cognitive science leadership research. Furtherntbeefocus on France and Germany
has the aim of contributing new and more recengints into what is known about the
perception of leadership in these two countriesdifi@hally, this study overcame the

criticism of leadership research as being too leadatric by considering managers as
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well as employees in its mixed methods researclyulek is the first French-German
leadership study which included French and Germanagers and their employees in

both their domestic and host settings.

8.3 The Research Questions, Hypotheses, Proposition s, and their
Results
As a reminder, the research questions, hypotheselspropositions as well as
their results are presented in Table 8.1.

Table 8.1: The Research Questions, Hypotheses, Propositions and their Results

Does the structure of effective leadership schetiiféer between

Question 1 French and German managers and employees in eebssiantext?

If the content is held constant, the structuréhefleadership
H1 schemas will differ between French and Germanshinsiness \
context, regardless of their corresponding hieriaathevel.

If the content is held constant, the structurenefleadership

H2 schemas will differ between French managers andchre \
employees.
If the content is held constant, the structurenefleadership

H3 schemas will differ between German managers anth@wer v
employees.
If the content is held constant, the structuréhefleadership

H4 schemas will be more similar between individualthef same \

nationality than between individuals of the sanezdnichical level,
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Table 8.1 continued

Does the structure of effective leadership schemad-rench and

QUESUON 2| German business context differ between home anthh@sagers?

If the content is held constant, the structurenefleadership
schemas will differ between French managers whavar&ing for J
French organisations in France and French expamahagers
who are working for French organisations in Germany

HS

If the content is held constant, the structurenefleadership
schemas will differ between German managers whavarking N
for German organisations in Germany and Germanteapa

managers who are working for German organisatiofgance.

H6

If the content is held constant, the leadershigs@hstructure will
be more similar between German managers in Germuady N
German expatriate managers in France than betweenda

expatriate managers in France and French managErance.

H7

If the content is held constant, the leadershigs@hstructure will
be more similar between French managers in Framté&gench N
expatriate managers in Germany than between FrexpEtriate
managers in Germany and German managers in Germany.

H8

How does the content of effective leadership sclsediféer between

Question 3 French and German managers and employees in eebssiantext?

The content of French cognitive leadership schemidbe rather
characterised by attributes which form part of dmaatic, team-
oriented and participative leadership styles. Imparison,
German cognitive leadership schemas will be prilypari
characterised by attributes which form part of dip@ative
leadership style.

P1

The content of managers’ cognitive leadership scsewill be
primarily composed of innovative, visionary, loregsh oriented,
diplomatic and courageous leadership attributesomparison, N
the employees’ cognitive leadership schemas wifpdmmarily
composed of more social and participative attribgtech as team
building and concern for subordinates’ interests.

P2

The content of the cognitive leadership schemasb&imore
similar between home and expatriate managers cfathe N
nationality, than between home and expatriate mensagf a

different nationality, but who live and work in teame country.

P3

The first and the second research question askedt dbe structure of the
leadership schemas of French and German managérenaployees, and about the
structure of the leadership schemas of the FrendhGerman domestic and expatriate

managers under the condition that the content efl&adership schemas was held
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constant. As can be seen from Table 8.1, the fgsdof this study supported all of the
hypotheses: the structure of the leadership schermagound to differ between French
and Germans in a business context, regardlesewofdabrresponding hierarchical level,
the structure of the leadership schemas was foumliffer between German managers
and German employees, and between French managkench employees; and the
structure of the leadership schemas was found tmdre similar between individuals
of the same nationality than between individualshef same hierarchical level, but of
different nationality. Furthermore, the structufete leadership schemas of the French
and German domestic managers was found to diffan fthat of their expatriate
counterparts. It was also found that the leadershiemas of managers of the same
nationality, but working in different countries veemore similar, than the leadership
schemas of managers who worked in the same coubtry,were of different
nationality.

Only some support was found for the propositiortse Thvestigations carried
out in the context of the first proposition, resdltin the finding that both French and
German respondents emphasised charismatic, teamt@di and participative
leadership attributes. While the French interviesvieighlighted charismatic leadership
attributes to a slightly greater degree, the Gerreapondents put stronger emphasis on
participative leadership. The second and third psdpns were partially supported.
The differences between the manager and employeples as suggested by the
second proposition were not found to be as distasctexpected. The analysis with
regard to the third proposition showed that thet@oinof the cognitive leadership
schemas of the German managers in Germany and @kpatriate counterparts in
France was quite similar. The content of the lestupr schemas of the French

expatriate managers, however, showed some adaptadiche German views of
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effective leadership. Despite this adaptation, ¢batent of the cognitive leadership
schemas of the French expatriate managers wassitd consistent with that of their

French counterparts in France.

8.4  Discussion of the Research Findings

The following sections will discuss four themes egbhiare related to the
research questions and the findings of this stiithg. first theme is based on research
questions one and two. This theme concerns thetstauof the cognitive leadership
networks analysed, and the differences that wemaddetween cultures (France vs.
Germany) and hierarchical levels (managers vs. @mpk). The analysis of the
graphical representations of respondents’ leadenskiwork structures found that the
leadership attribute ‘motive arouser’ was in almabtof the computed leadership
networks the attribute with the most connectionth®other attributes in the network.
This signifies its important and central role wittihe leadership networks. Hence, the
next theme discusses its role within the leadersiefvork structures and compares
findings of the present study to prior literatufée third and fourth themes are based
on research question three and discuss the caoitéiné cognitive leadership schemas

of the French and German domestic and host managdrtheir employees.

8.4.1 The Structure of the Cognitive Leadership Net  works

The analysis of the structure of the cognitive &xallip networks of the French
and German managers and employees supported thk giresented hypotheses. First,
at an aggregated level, the findings showed thagrnwihe content of the leadership
schema was held constant, the structure of thestehgh schemas of the French and

German respondents were different from each ottegrardless of their hierarchical
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level. For example, the comparison between theeagded leadership networks of all
the French respondents and all the German resptssleowed that these two networks
only had five links in common, and a similarity walof sim = .29, which is a very low

value in comparison to sim = 1, which signifiestttvao networks are identical. Thus,

the networks are different from each other. Theesavas found for the comparison

between the aggregated leadership networks off aheoFrench respondents working
in France and all of the German respondents workinGermany, regardless of the
respondents’ corresponding hierarchical level.

This finding is in line with findings of prior rearch comparing leadership
schemas cross-culturally (e.g. Calori, Johnson Senthin, 1992; Hanges et al., 2006).
Initially, Shaw (1990) hypothesised that cultureub impact on the structure of
leadership schemas. This was supported by researchd out by Hanges et al. (2001)
who found the structure of leadership schemas taifferent between groups of
German, American, and Mexican advanced undergracguat MBA students with full-
time work experience in their home countries. Genstand Day (1994) also found
evidence that leadership schema structures vargeds® societal cultures. They
analysed the ratings of a list of leadership aiteb of international and American
students and found significant differences in theportance of these attributes
according to the students’ cultural background.o@aldJohnson and Sarnin (1992)
carried out interviews among English and Frenchr@magers, constructed cognitive
maps from the interview content, and showed thaiesal culture influenced the
structure of managerial thinking.

The studies by Hanges et al. (2001) and GerstreeDay (2004) used student
samples, whereas all of the respondents of theepregudy came from a business

context and might have different views on effectieadership than students do.
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Despite the criticism of using student samplessehprevious studies gathered data
from students and hence, perspectives of studeots geadership. These studies found
that the leadership networks differed accordindght® students’ cultural background.
This can be explained by the finding that implieidership theories are developed at
an early stage in life (Antonakis and Dalgas, 208@nan-Nolley and Ayman, 2005;
Keller, 1999, 2003; Popper and Amit 2009) which nsea student perception of
leadership might not differ much from a professloparception of leadership.
Moreover, Singer (1990) showed that implicit leatgp theories (ILTS) were
generalisable from student to professional samplesice, it could be concluded that
leadership schemas are generally different betwedividuals of different cultures,
regardless of their professional status. They tanefore be used as an approach to
compare cultures. This in turn is supported by fthding of the GLOBE study that
individuals’ implicit leadership theories are cullly endorsed (Dorfman, Hanges and
Brodbeck, 2004).

Second, the findings show that across responddrttsecsame nationality the
structure of the leadership networks of respondanteanager level differed from that
at employee level. More precisely, the comparidogtsveen the aggregated leadership
networks of the French managers and French em@agdéeench companies in France
revealed a high similarity value (sim =.50), bug thetworks were not identical which
would have resulted in a similarity value of siml=The same was found for their
German counterparts: a high similarity value (si®0g, but not an identical one.

This finding is comparable to research carriedlyuDen Hartog et al. (1999),
who showed that respondents rated a list of 22ekship attributes differently
according to their importance across different drghical levels. The ranking of

leadership attributes associated with being a gleadler of an organisation was

253



different from the ranking of leadership attributes leaders at lower levels such as a
department supervisor (Den Hartog et al., 1999m@arable, but not identical findings
were reported by Hauenstein and Foti (1989), whondo that supervisors and
subordinates of two law enforcement agencies h#dreint perspectives on several
work incidents. They found, for example, that susars viewed poor-performance
incidents more severely than did subordinates.uslysby Ireland et al. (1987) found
that perceptions of the indicators of an orgamsesi strengths and weaknesses differ
between managerial levels. Their sample includega, tmiddle, and lower level
managers from three large companies in South Americ

The finding that perceptions of effective leadepstiiffer between individuals
of different hierarchical levels is important inapofas Lord and Maher (1991) stated
that leaders would be perceived as more effecthes better the fit between leaders’
and followers’ perceptions of effective leadersHipus, knowing about the differences
in cognitive leadership schemas of managers andogwegs, and working towards the
mutual understanding of the leadership schema @fréispective other group, could
help improve the perceived effectiveness of a Ileaded, therefore positively
contribute to a company’s performance.

Third, the comparison of the structure of the leski@ schemas between
French and German managers and employees reveaedthe structure of the
leadership schemas of the respondents of the satienality, but of different
hierarchical level, was more similar than the sticee of the leadership schemas of the
respondents of the same hierarchical level, bdifedrent nationality. This might be an
indicator that national culture has greater infeeron the structure of leadership
schemas than the hierarchical level of the respusddhis finding is in line with

research carried out by Zander and Romani (2004¢@y Tound that national culture
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was a stronger indicator of leadership preferertbesm departmental, hierarchical,
professional, gender, and age-based employee gigsipi he study by Calori, Johnson
and Sarnin (1992) discussed — besides the influehsecietal culture on the structure
of managerial thinking — the influence of the inslysector. However, they did not
detail which of these two aspects exerted the ggomfluence.

The first research question can, therefore, be arexivin the affirmative: the
structure of effective leadership schemas diffetsvben French and German managers
and employees in a business context. On a moraadaeel, this might signify that
the application of connectionist models to the areeross-cultural leadership research
represents a meaningful instrument for the purpafsenvestigating perceptions of
leadership across different cultural contexts.

The second research question addressed the seumftugffective leadership
schemas of French and German domestic and expatmatagers. It was found that the
leadership schemas of the managers of the samenalitly, but working in different
countries, were more similar than the leadershigis@as of the managers of different
nationality, but who were working in the same counThis confirms the suggestion
by Lord and his colleagues that change in implle&dership theories (ILTs, or
cognitive leadership schemas) of individuals occdug to changes in contextual
factors, and, therefore ILTs can be describedeashile and fluid knowledge structures
(Lord, Brown and Harvey, 2001; Lord et al., 200mh)the present study, the structure
of the leadership schemas of the French expatmatgagers working in Germany was
different from the structure of the leadership schs of the French managers in
France. This shows that such cognitive structurag change which is an indicator that

these are flexible as described by Lord and hikagles. The same result was found
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when comparing the German expatriate managersaincérand the German managers
in Germany.

The structure of the leadership schemas of expataad domestic managers,
however, was found to be more similar between iddais of the same nationality
regardless of their country of work, than betweediviiduals of the same country of
work, but of different nationality. This means tlzathange in the context (French vs.
German work environment) of an individual can resula change in an individual's
ILTs, but only to some extent. This is in line wHpitropaki and Martin (2004) who
showed that despite context changes, leadershignmss remain rather stable. The
same was shown in a study by Foti, Knee and Ba¢ke@8). The stability or the slow
change of individual's ILTs can be explained by thi@rmation processing of ILTs in
the brain: leadership schemas are stored abstiackhng-term memory, they have to
be learned, and hence, only change slowly (Lortl, &l De Vader, 1984).

In conclusion, in the present study the managersérient culture of origin
seemed to have stronger impact on the structuteaofership schemas than the host
culture in which the expatriate managers were wayKki his means that it is very likely
that expatriate managers will encounter conflittiations with their host workforce
based on their culturally endorsed ILTs. This aladerlines and justifies the necessity
of intercultural training in advance of foreign iggsnents in order to prepare expatriate

managers for potential sources of conflict in thetlcountry.

8.4.2 The Role of the Leadership Attribute ‘Motive  Arouser’
Besides the comparison of the structure of the desdmp networks, the
graphical representations of respondents’ leadersbhemas were investigated. An

interesting finding concerned the rather centréd uf the leadership attribute ‘motive
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arouser’, which was defined as ‘mobilises and at#is followers’ (House et al., 2004),
and which can be described as the central role leader. In all of the leadership
networks of the different sample groups this attieb had on average the most
connections to other attributes. In all of the reekg, regardless of the respondents’
nationality, hierarchical level, or current countof work, ‘motive arouser was
connected to the leadership attribute ‘motivatibdefined as ‘stimulates others to put
forth efforts above and beyond the call of duty amake personal sacrifices’. In all of
the German respondents’ leadership networks itagasected to ‘excellence oriented’,
regardless of the hierarchical level or currentntguof work of the respondents. In all
of the French respondents’ networks, with the eticepof the French expatriate
managers in Germany, ‘motive arouser’ was conndctétbnfidence builder’. In all of
the French respondents’ networks, with the excapgidhe French employees working
for German companies in France, ‘motive arousess s@nnected to ‘decisive’. In all
of the French and German employees’ leadership arksy it was connected to
‘dynamic’.

This pattern of findings can be compared to thenélmeand German GLOBE

ratings of the single leadership attributes asiléetan Table 8.2.
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Table 8.2: The French and German GLOBE Ratings of the 22 Universal Positive
Leadership Attributes (based on House et al., 2004)

: Germany L ,
Attribute France Leadership Dimension
East West
glj’i?c‘;frence 538(8) | 6.12(7)| 6.03(13) Charismatic/Value-Basdd
Decisive 5.40 (7) 6.16 (6) 6.12 (8)] Charismatic/Value-Based
Dynamic 5.51 (2) 6.42 (3) 6.37 (3)] Charismatic/Value-Based
Encouraging 5.19 (17) 6.11 (9) 6.09 (9)] Charismatic/Value-Based
Excellence 526 (12) | 6.44(2)| 6.28(4) Charismatic/Value-Basad

oriented

Foresight 5.21 (16) | 5.59 (20)| 5.69(21) Charismatic/Valuedhs
Honest 5.26 (13) 6.21 (5) 6.08 (11) Charismatic/Value-RBhse
Just 5.18 (18) | 5.43(22)] 5.81(18) Charismatic/Value&hs
Motivational 5.44 (4) 6.12 (8) 6.15 (6)| Charismatic/Value-Based
Motive arouser 5.56 (1) 6.40 (4) 6.37 (2)| Charismatic/Value-Based
Plans ahead 5.08 (20) | 5.80(18)] 5.98 (16) Charismatic/Value&hs
Positive 5.15(19) | 6.11(10) 6.14 (7)) Charismatic/Value-Bhse
Trustworthy 5.26 (11) 6.48 (1) 6.42 (1)] Charismatic/Value-Based
fammistatvely | 392 (22)| 584 (16) 550(22) Team-Oriented
Communicative 5.45 (3) 5.47 (21)| 5.74 (20) Team-Oriented
Coordinator 492 (21) | 5.77(19)] 5.81(19) Team-Oriented
Dependable 531(10) | 6.11(13)] 6.00(15) Team-Oriented

Effective 5.22 (15) | 6.11(12)] 6.06 (12) Team-Oriented
bargainer

Informed 5.42 (5) 6.11 (11)] 6.00 (14) Team-Oriented
Intelligent 5.31(9) 6.07 (14) 6.15 (5)] Team-Oriented

Team builder 5.41 (6) 5.88 (15)] 6.09 (10) Team-Oriented

Win/win 5.24 (14) | 5.80(17)) 5.82(17) Team-Oriented

problem solver

According to this table, in Germany the highestueal were attributed to

‘trustworthy’ (East: 6.48/West: 6.42), ‘motive asmr’ (6.40/6.37), ‘dynamic’

(6.42/6.37) and ‘excellence oriented’ (6.44/6.28).France, the highest values were

attributed to ‘motive arouser’ (5.56), ‘dynamic’.f4), ‘communicative’ (5.45), and
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‘motivational’ (5.44). ‘Decisive’ (5.40) was rankexs seventh most important, while
‘confidence builder’ was only ranked as the eightbst important attribute (5.38). The
high values and the small differences between gadhew that these attributes were all
very similarly rated.

There is therefore, some overlap between the GL&®ENgs and the findings
of the present study. Both studies found that ttigbates ‘motive arouser’ and
‘excellence oriented’ played an important role ier@an leadership schemas, while the
attributes ‘motive arouser’, ‘motivational’, ‘decie’ and ‘confidence builder’ were
important in French leadership schemas. This fipds important for two reasons.
First, the overlap of the results of the GLOBE stadd the present study would appear
to support the findings of the GLOBE study. Secahd, GLOBE survey was carried
out in the mid-1990s, while the present study wasied out about ten years later.
Hence, it would appear that these universal pasleadership attributes have remained

quite stable over time.

8.4.3 The Content of the French and German Managers ' and Employees’

Cognitive Leadership Schemas

The third research question dealt with the conteinteffective leadership
schemas and explored differences between the dootdeadership schemas of the
French and German managers and employees. Theaappimcompare the content of
leadership schemas is primarily based on Shaw {1880 hypothesised that culture
would impact on the content of leadership scheidasace, investigating the content of
leadership schemas across France and Germany wastex to result in a different

composition of the content of leadership schemasvden French and German
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respondents. This could be then interpreted asceetab cultural influence on the
content of leadership schemas.

The first proposition addressed differences betw&eench and German
respondents regardless of their current countrywark and their hierarchical level. It
suggested that: the content of French cognitivedeship schemas would be rather
characterised by attributes which form part of ®matic, team-oriented and
participative leadership styles. In comparison, er cognitive leadership schemas
would be primarily characterised by attributes vkhiiorm part of a participative
leadership style.

In order to explore this proposition, Table 8.3dwelsummarises again the
similarities and differences across the investidagamples which were found in the

interview analysis of the present study (cf. Chap)e
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Table 8.3: Summary of the Similarities and the Differences of the Managers and the
Employees Interviewed

Legend: same colour France Germany

signifies same nationality | prepncp German German French

and same hierarchical leve company company company company

FM | FE |GM | FE |[GM | GE |FM | GE

Charismatic and Transformational Leadership

e Charismatic behaviour | X X X 0 X 0
encouragement X X X X

» Confidence building 0 X 0 X

» Articulating a vision X 0 X X 0

* Dynamic behaviour X 0 X 0 X 0 X 0

e Taking risks 0 0 X 0 X 0 0 0

* Leader as arole model| X 0 X 0 X 0

» Ability to listen X 0 0 0 0 X 0

» Social skills 0 0 0 0 0 0

» Big picture 0 0 0 0 0 0 0

Team-Oriented Leadership

» Working structures X X X X

* Team development X X X X

* Represent the team 0 0 0 X

Participative Leadership

» Delegation 0 X X X

Other Characteristics

" monitoring X x X x

e Communication X X X X

» Information transfer 0 X 0 0

» Transparency 0 0 X 0 X 0 0

» Decision making 0 X X 0 X 0

* Being competent X 0 0 0 X

As can be seen from Table 8.3, respondents of thetlrrench and the German
samples emphasised attributes of charismatic lshigieras important for effective

leadership. Among these attributes were charatitsrissuch as motivation and
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encouragement of employees, charismatic behavand, confidence building. These
can be compared to attributes which form part @frisimatic/value-based leadership as
defined by the GLOBE study (cf. House et al.,, 200/)e corresponding GLOBE
leadership attributes are ‘inspirational’, ‘encayirg’, ‘motive arouser’, and
‘confidence building’. These were defined as ‘imepi emotions, beliefs, values, and
behaviour of others, inspires others to be motd/ate work hard’; ‘gives courage,
confidence or hope through reassuring and advisifigobilises and activates
followers’; and ‘instils others with confidence bjowing confidence in them’.

Other attributes, which were discussed across sirttee sample groups of the
present study, and which form part of charismagadership, concerned the themes of
‘articulating a vision’, ‘dynamic behaviour’, ‘tafg risks’, ‘the leader as a role model’,
‘the ability to listen’, and ‘social skills’. Thesean be compared to attributes of
charismatic leadership as discussed in the litezafeg. Conger and Kanungo, 1994,
1998; Shamir et al., 1998).

In this study, ‘charismatic behaviour’ and ‘artiatihg a vision’ were primarily
discussed across all of the French respondentstt@dserman manager samples,
‘dynamic behaviour was emphasised by the Frencl &erman expatriate and
domestic manager samples; ‘taking risks’ was idiedtiacross the German manager
samples; the ability of a leader to ‘act as a mtalel’ and the ‘ability to listen’ were
primarily highlighted by the French respondentaaliiy ‘social skills were discussed
by the German employee samples. Hence, there iglat sendency of the French
respondents to place a stronger emphasis on claitsteadership compared to their
German counterparts.

Regarding team-oriented attributes, all of the oesients of the present study

discussed characteristics such as team developraedtthe setting of appropriate
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working structures as important for effective lead@ France and in Germany. These
can be compared to team-oriented leadership asedetry the GLOBE study (cf.
House et al., 2004). More precisely, the attribatesliscussed in the present study can
be compared to the GLOBE attributes of ‘integratmoordinator’ and ‘team builder’,
which were defined as ‘integrates people or thimide cohesive, working whole’;
‘integrates and manages work of subordinates’;iaridble to induce group members
to work together’. The attribute of ‘represent tieam’, as discussed in the present
study, was primarily highlighted across the Freaot the German employee samples.

Other characteristics which could not be precisasigned to specific
leadership styles, but which can to some extentcbmpared to some of the
charismatic/value-based and team-oriented leagesiiibutes of the GLOBE study
concern ‘goal setting and monitoring’, as well @®mmunication’. These can be
compared to the GLOBE attributes ‘future-orienteddp some extent to
‘administratively skilled’, and to ‘communicativelhese were defined by the GLOBE
study as ‘makes plans and takes actions based tare fgoals’, is ‘able to plan,
organise, coordinate and control work of large neral{over 75) of individuals’, and
‘communicates with others frequently’. All of thespondents of the present study
discussed these attributes.

The similarities between the French and the Gerswmple groups of the
present study show that both nationalities valuarismatic and team-oriented
leadership. Differences were, however, found inrtapproaches to charismatic and
team-oriented leadership, although no distinct émeor German pattern emerged.
These differences concerned, for example, the approto motivation and
encouragement of employees. The French managersrance and the German

managers in Germany agreed that this can be achi#weugh learning about the

263



potential of their employees and through developingThe French managers in
Germany suggested providing employees with feedbac the German employees
emphasised that leaders can be effective by pryieimployees with future career and
personal development opportunities.

Regarding participative leadership, it was difftctd allocate attributes of the
present study to the GLOBE scale of participateadership. Attributes which form
part of this scale were reverse-scored in the GLGHRElYy. Two of the GLOBE
attributes which belong to the participative leatigy scale and which can be compared
to the present study might be the reverse scortethudes of ‘individually oriented
'which is defined as ‘concerned with and placeshhvglue on preserving individual
rather than group needs’, and ‘non-delegator’, Widcdefined as ‘unwilling or unable
to relinquish control of projects or tasks’. Wittetexception of the French managers in
France, the theme of delegation was discussed saatbsf the sample groups of the
present study. Moreover, this theme was discusses French and German samples
in the context of delegating tasks and respongibilihich suggests that employees
dispose of the autonomy to carry out tasks as ¢bagider it best.

This finding contradicts the first proposition whisuggested that the content of
German cognitive leadership schemas would be pilyr@Eraracterised by attributes of
a participative leadership style, and, hence, waplgear to indicate that prior research,
which compared French and German preferences @mifgpleadership styles and on
which this proposition was built may no longer baid. Furthermore, this finding
would also appear to support to some extent the@exgence of leadership styles in
France and in Germany. The finding, however, miglsb be interpreted as if the
French expatriate managers in Germany adapted toor@ participative German

leadership style, which in turn would support thecdssion about the flexibility and
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change of leadership schemas due to the exposuliédoent contextual factors (e.g.
Lord, Brown and Harvey, 2001; Lord et al., 2001).

While the French managers in France did not distussheme of delegation,
the French employees did, which could be an indicétat French employees would
desire greater participation. It could be also mdhcator that the aim of introducing
participative management by objectives in Frantdirection participative par
objectifs) as described by Gelinier (1968) remains a chgélethat needs to be
addressed.

Another finding of the present study regarding ipguative leadership that
could be interpreted as different between the Hremnd the German samples
concerned the way in which goals were monitore#fremce and in Germany. While
German managers and employees emphasised a rathetured and measurable
approach to goal monitoring in order to enable eyges to work as autonomously as
possible, their French counterparts were more aitdi@n and less participative in
their approach. Interestingly, the findings for thReench expatriate managers in
Germany again corresponded closer to a more Gestyénof goal monitoring. They
agreed on the importance of enabling employeesté& autonomously.

To some extent, the French approach to goal mamgi@an be explained by the
French respect for hierarchy as described by P4€¥9) and D’lribarne (2001). This
allows a manager to make decisions even withodegeconsensus, which means in a
less participative way than in Germany. Due tortherarchical positions, managers in
France are allowed, and even expected by employeesake decisions in a less
participative way (Pateau, 1999). Consequently,nMi@ployees are less included in
the decision making around particular objectivesalg have to be monitored more

rigorously to make sure that these are accompliabgateviously decided.
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This finding of the present study is in line witat€au's (1999) finding of
higher consensus-orientation in Germany and linteedhat, greater involvement of
employees in decision-making. This was also repoldg Szabo et al. (2002) who
found that German leadership is characterised byticgmation through co-
determination. Similarly, Bass and Stogdill (19%Xplain that German participative
leadership is characterised by expectations amomjogees that they will be involved
in decision making. Warner and Campbell (1993)wali as Glunk, Wilderom and
Ogilvie (1997), also suggest that once decisioesnaade, employees prefer to carry
out their assigned tasks autonomously. Hence, asrdbults of the present study
suggest, they are comparable to those of priorareke This means the French
approach to leadership would still appear to bg pesticipative than in Germany.

No further specific participative or non-particip&t pattern occurred between
the French and the German respondents. Hencarghprbposition can be affirmed to
the extent that the German respondents explicidptioned participative behaviour as
detailed above, and, thus, put stronger emphasishisntheme than their French
counterparts. Nevertheless, both the French regmisdas well as the German
respondents highlighted the importance of attributecharismatic and team-oriented
leadership, which means that the first propositieais not supported as suggested.
Instead, the study found that both the French &edGerman cognitive leadership
schemas were characterised by attributes which fpart of charismatic, team-
oriented, and participative leadership. While threnEh respondents emphasised a
slightly more charismatic orientation regarding eefive leadership, the German
respondents identified a more participative orieota Despite the fact that the first
proposition was not supported, there is some suppoShaw’s (1990) hypothesis that

societal culture influences the content of cogeileadership schemas.
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The second proposition addressed differences batwee hierarchical levels
regardless of the nationality and current counfrywark. Based on research findings by
Den Hartog et al. (1999) it was proposed that marsadgeadership schemas would be
primarily composed of innovative, visionary, lorggsh oriented, diplomatic and
courageous leadership attributes, while employleesiership schemas would primarily
consist of more social and participative attribigesh as team building and concern for
subordinates’ interests.

In the present study, however, the role of the teamd team building was
discussed by all of the sample groups regardleskenf hierarchical level. All of the
manager samples agreed that it was important tergtethd employees’ strengths and
weaknesses in order to deploy them as effectivelpassible. All of the employees
specifically mentioned that effective leaders sHokhow the competencies of their
employees in order to be able to accomplish prejethis means that the managers’
and the employees’ views about team building wereecsimilar.

The attribute of having a strategic vision was asgphasised by almost all of
the sample groups. Attributes which could be laaekhs more managerial attributes,
and which were primarily discussed across the miffe manager samples, concerned
transformational behaviour such as being dynama emtrepreneurial thinking. The
more managerial attribute of taking risks was soteéntioned by the German manager
samples. This could be explained by, for exampie, GLOBE scores of societal
cultural values and practices for the ‘uncertaewpidance’ dimension. While for both
France and Germany, value scores were lower trepréictice scores, this trend was
even stronger for German managers than for Frermhagers. Brodbeck and Frese
(2007) explained this phenomenon by the prefereh€&erman managers to dispose of

too many rules and regulations.
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Attributes of the present study which were congdeio be primarily relevant
to employees concerned the themes of represertenteaam, confidence building, the
communication of information, the ability to listeand social skills. The themes
relating to the team and information transfer werentioned by all of the employee
samples. Confidence building was also emphasisel loy the employees and by both
of the expatriate manager samples. The abilitystent did not produce a meaningful
manager versus employee pattern and social skidee vonly highlighted by the
German employee samples. The latter finding camadagma explained by the GLOBE
study which found a relatively low societal praetgcore for the cultural dimension of
‘humane orientation’ in comparison to a high saiealue score in Germany, which
suggests a preference for a more humane orientaoydbeck and Frese (2007)
explain this low societal practice score by Germegganisations being characterised by
social interaction which is task-oriented, and lgsiste than in many other countries.

To conclude, the results of the present study amtigly in line with Den
Hartog et al.’'s (1999) findings. Differences betwethe manager and employee
samples were not as distinct as expected, andett@nd proposition can, therefore,
only be affirmed to some extent. This raises twesgions. The first question relates to
whether the analysis of the content of leadershipemas is appropriate when
comparing individuals’ perceptions about effectiveadership across different
hierarchical levels. The second question relateBda Hartog et al.’s (1999) study
which was carried out in the Netherlands. The tesaf the present study would
suggest that Den Hartog et al.’s (1999) findings didferences between hierarchical
levels in the Netherlands might not necessarily tiamsferrable to other cultural
contexts. This in turn would appear to indicatet tine perceptions of leadership are

culturally influenced at different hierarchical &g, which means that the societal
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culture of an individual has a stronger impact o ¢ontent of leadership schemas than

the individual’s hierarchical level.

8.4.4 The Content of the Domestic and Expatriate Ma nagers’ Cognitive

Leadership Schemas

The third proposition addressed differences betwieertontent of the domestic
and expatriate managers’ cognitive leadership saeBem order to complement the
second research question, which related to diftmerbetween the structure of the
domestic and expatriate managers’ cognitive leaderschemas. This is again based
on Shaw’s (1990) work and the suggestion that naticulture will impact on the
content of leadership schemas. It also draws ok Wwgi_ord and his colleagues (Lord,
Brown and Harvey, 2001; Lord et al.,, 2001) who assuhat individuals’ implicit
leadership theories will be sensitive to changessagial contexts. Lord and his
colleagues related their suggestion to the stractdirleadership schemas. Hence, the
aim of the third proposition was to investigate titee the content of leadership
schemas would also be affected by a change indtialscontext (i.e. the expatriation
of French and German managers to the respecties otluntry).

As can be seen from Table 8.3 summarising thevieerfindings, all of the
four manager samples agreed on the themes of riotivand encouragement of
employees, charismatic behaviour, goal settingntdavelopment, setting appropriate
working structures, communication skills, and dymabehaviour to be important for
effective leadership. Regarding the differencesvbenh the samples, no specific pattern
emerged when comparing their approaches of how ativate and encourage

employees.
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The approach to goal monitoring, however, reveadedcultural pattern
highlighting the German approach to monitor goalsaistructured way in order to
enable employees to carry out tasks with as mutdnamy as possible. Interestingly
the expatriate French managers working in Germdsg addressed the theme of
autonomy in the context of goal monitoring. A sianipattern was found for the theme
of delegation. The German managers in France an&Gemmany explained that
delegation consisted of delegating tasks and resipiity to employees. The French
expatriate managers in Germany suggested the Jdmsecould be an indicator that the
change in the social context affected the compmositif the content of their cognitive
leadership schemas, and this would in turn suppuet characteristic of implicit
leadership theories to consist of flexible knowlkedsfructures (Lord, Brown and
Harvey, 2001; Lord et al., 2001).

Another interesting finding concerned the leadgrshitribute ‘confidence
building’ which was mentioned by both of the ex@dt manager samples and not by
the domestic managers. A possible explanation H $pecific expatriate manager
finding might be that as an expatriate manager ifor@ign work environment
additional effort is needed to motivate employeadsnce, according to the present
study, having even stronger confidence in them thaght be the case in a domestic
work environment would appear to be an approaciotso.

The themes of strategic vision, decision makingl #re approach to building
appropriate working structures did not reveal dpepatterns and cannot be explained
based on prior research. Articulating a strategstom was considered to be a more
managerial attribute (e.g. Den Hartog et al., 19B88) it was discussed primarily by all
of the French respondents and the German manag®engployees in Germany. It was

expected that decision making would be discuss@dnore consensus-oriented way in
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Germany and in a less participative way in Fraaoé, that it would be addressed by all
of the respondents. However, it was only menticaeass the samples of the French
employees, the expatriate and domestic German reesjags well as the French
expatriate managers in Germany, and it was nougssd in great detail. This finding
cannot be explained, which raises the questiontalbbather decision making is a less
relevant attribute in respondents’ leadership s@senhis would, however, contradict
previous literature which has found a higher cosaerorientation in Germany and
linked to that a greater involvement of employeesiécision-making (Pateau, 1999;
Szabo et al., 2002). It would also contradict thredihg that German participative
leadership is characterised by expectations amongogees to be involved in decision
making (Bass and Stogdill, 1990).

Cultural patterns, however, were found regarding tmaracteristics of the
leader as a role model, the ability to listen, Bethg competent, which were primarily
discussed by the French manager samples regaadléssir current country of work.
The leader as a role model and the ability toristee both considered as elements of
charismatic leadership, which would explain whysthevere highlighted by the French
managers. As was suggested above, the French esyperwere expected to put more
emphasis on attributes of charismatic leaderstap their German counterparts.

Interestingly, the French expatriate managers inrm@ay detailed the
importance of technical skills in the context offgecompetent. As stated by Brodbeck
and Frese (2007) technical competency is a keyactestic of German leadership.
This finding could be a further indicator for a olga in the content of individuals’
cognitive leadership schemas, and hence, for teebflity of implicit leadership

theories.
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The themes of transparency and taking risks weeeifsgally addressed by the
German manager samples, regardless of their cuemnitry of work. As discussed
above, the greater willingness of the German masatgetake risks can be explained
by the GLOBE scores along the cultural dimension‘uofcertainty avoidance’ for
Germany (high societal practice scores versus lowietal value scores). The
preference for transparency across the German reaegagiples might to some extent
be explained by the general preference for tasiated and straightforward leadership
behaviour (Brodbeck and Frese, 2007), and exptommunication in Germany
(Pateau, 1999). It would appear that explicit comitation addresses the need for
transparency.

To summarise, the interview findings of the managmples suggest that there
exist differences between the French and the Gemmamager samples regardless of
their current country of work. While for the Frenekpatriate manager sample some
changes in the content of their cognitive lead@rgthemas towards more German
attributes were found, no changes towards morechkrattributes were found among
the German expatriate sample. The reasons forhidweges in the content of the French
expatriate manager networks can only be explainea limited way. As can be seen
from the descriptive statistics, for example, tiherfeh expatriates had spent on average
five years or less in Germany, whereas the Germpateates had spent on average
about eight years in France. Thus, the length af foreign assignment cannot be used
as an explanation. It can only be assumed — asdnas stated by some of the French
interviewees — that it was easier for a Frenchmviddial to adapt to German approaches
to leadership than vice versa, because German riagdewas more transparent,

structured, and explicit, and, hence, easier teerstdnd and to adapt to.
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Thus, the third proposition is supported only @i in the present study, the
cognitive leadership schemas were more similar éetwthe German managers
regardless of their current country of work thanwssn the German expatriate

managers in France and the French managers iné=ranc

8.5 Limitations and Directions for Future Research

There is no research that does not have its limitat In the present study,
limitations can be found regarding the sample eizihe individual sample groups, the
composition of the sample, and the possible bidaswimight arise from using only one
interviewer who carried out all interviews acrodé & the French and German
respondents. Further limitations will be discussethe context of the generalisability
of the study, particularly regarding the fact ttred data was collected at only one point
in time, and in the context of the link between #reicture and the content of French
and German leadership schemas. Directions forduesearch will be presented with a
focus on the investigation of the leadership sclseafaxpatriate managers, and more
precisely on longitudinal explorations of expagiamanagers’ implicit leadership

theories.

8.5.1 The Sample Size

The overall sample size which consisted of 305 tpm@saires and 76
interviews is not believed to be a limitation oistlstudy. However, when dividing the
total number of questionnaires and interviews th#single sample groups, the sample
size of particular sample groups might be constlleas a limitation. The smallest
sample groups were those of the employees workitlgam expatriate superior. Only

25 questionnaires for French employees workingferman companies in France, and
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only 11 questionnaires for German employees workimlg French companies in
Germany were collected. The number of interviews particularly low for the French
managers (6) and French employees (5) working @andfr companies in France and
again for the German employees (5) working for Ehenompanies in Germany. As
discussed in the methodology chapter, it was giiifeeult to gain access to companies
in general, and to French companies in Francera@ermany in particular.

As a possible result of low sample sizes among eyegls, the comparison of
the leadership networks of the employees of theesaationality, but with either
domestic or expatriate managers as superiors écftion 6.3.6), did not produce
meaningful results. This might be interpreted asga that the employees’ leadership
networks remain rather stable despite a contexmgdhaonsisting in a superior of a
different nationality (Epitropaki and Martin, 2004) could also be interpreted as an
issue related to the small data set of the emplegeeples which had an expatriate
manager as direct superior. The focus of this studywever, was on general
perceptions of leadership across two cultures, rastdprimarily on these employees
with an expatriate superior, hence this limitati®eonsidered as a minor limitation.

Notwithstanding this potential minor limitation, ethfindings suggest a fair
degree of consistency between respondents, as faasxample, shown by the
comparisons of the aggregated leadership networkheo French and the German

respondents.

8.5.2 The Diverse Composition of the Sample
The present study might be also limited by the migecomposition of the
sample including respondents coming from a widéewaof different industry sectors,

and from companies of different sizes. As describetie methodology chapter, it was
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initially planned to exclusively collect data fraime finance and the automotive sectors
in order to guarantee a high degree of companalaifithe French and the German data
sets. Due to the start of the financial crisis @&, and linked to that the difficulties
which occurred in the both sectors, it was diffidol gain access to them. According to
the GLOBE study, though, organisational cultures ehnaracterised by the societal
culture in which they are embedded and no sigmficlifferences were found between
the three industry sectors which were explored h{OBE researchers (House et al.,
2004). In addition, the focus in the present stwdg on participants’ views regarding
effective leadership in general. This generic foaas intended to capture views that
exist across two societal contexts, regardleskefridustry sector. Thus, the variety of
industry sectors in the present study is not betielo be an important limitation.
Second, the respondents of this study worked inpeomes of different size.

About two thirds of the French respondents and ¢fatie German respondents worked
in companies with 1,000 or more employees. A pakmetfect of the company size
was not specifically tested as it was supposedthigatultural effect would be stronger
as suggested by Zander and Romani (2004). Furtlerniahe single samples were
divided into sub-samples according to their compaizng, the samples themselves
would have been very small, and most likely too Ismeaproduce meaningful results.
Hence, company size could be a limitation of thespnt study, but as the primary
focus was on the aspect of societal culture, teeareh design was constructed for this
particular purpose. Thus, if company size is be&lteto be a limitation, future research

should consider its effects on perceptions of ¢ffedeadership.
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8.5.3 The Interviewer Bias

Another limitation deals with interviewer bias. Adlif the interviews were
carried out by one person, namely the author of situdy who is a native German
speaker, but who is fluent in French and who ligad worked for two years in France.
Thus, the author is to some extent also familiathwirench culture. Despite this
knowledge about France, it is likely that there aisGerman perspective in the
interpretation of the interviews. As investigatedthis study, implicit theories change
due to a change in social context, but individuatglicit theories continue to remain
close to the implicit theories of their cultureafgin. The positive aspect of having all
of the interviews administered by one single pernsothat they could be analysed in
relation to each other. In order to avoid potentigrviewer bias, the complete set of
interviews should have ideally been administeredabgecond person, and results
should have been compared between both interviewhis was simply not possible as
the necessary resources (i.e. second intervieweas, ind money) were not available.
It is suggested that future research dealing widsszcultural interviews, might take

into consideration the aforementioned limitations.

8.5.4 The Generalisability of the Study

A further limitation might be related to the germability of the results
regarding perceptions of effective leadership efphesent study in general, and across
other cultural contexts than the French and ther@erones. However, the purpose of
the study was to focus on general perceptions addeship rather than individuals'
experiences of, for example, their immediate managenore senior leaders of their
organisation. While general views on leadership mibre than likely be influenced by

personal experiences, the aim was to capture #mergl perspective, as opposed to
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views based on either personal experiences or hedtexperiences of managers and
their employees. Thus, the approach of the prestedi, which involved respondents
representing both managers and employees from & wadge of organisational
contexts, leads to the generalisability of the ifigd at least within a French and
German business context. It is, however, suggebgdfuture research include other,
and ideally more, societal cultures in order td the generalisability of the findings
regarding the structure and the content of cogmidadership schemas as reported for

the French-German business context of this study.

8.5.5 Linking the Structure and the Content of Lead  ership Schemas

Another limitation of this study can be relatedite pre-selection of a set of ten
particular leadership attributes in order to coregie cognitive leadership networks of
the French and German expatriate and domestic raeagd their employees. Based
on the GLOBE findings, these attributes were belieto be regarded as positively
contributing to effective leadership in France anGermany.

However, as can be seen from Table 8.3, almosif dllese ten attributes were
also mentioned by the interviewees when discudsiagontent of effective leadership
schemas. The GLOBE attributes ‘motivational’, ‘metiarouser’, and ‘team builder’
can be compared to the characteristics ‘motivasind encouragement of employees’
and ‘team development’ of the present study. TheOBE attributes ‘confidence
builder’ and ‘decisive’ can be compared to the thsmof ‘confidence building’ and
‘decision making’ of the present study. The GLOBEilaute ‘dynamic’ can be found
in ‘dynamic behaviour’ of the present study. The@RBE attributes ‘informed’, and
‘intelligent’ can to some extent be linked to tiemes of ‘information transfer’, and

‘being competent’ as discussed in the present st@hy the GLOBE attributes
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‘excellence oriented’ and ‘trustworthy’ were notpéigitly detailed by the interviewees
of this study. Further GLOBE attributes which fopart of the list of 22 universal
positive leadership attributes and which were namethe interviewees in the present
study were ‘encouraging’ and ‘communicative’. Thiseans the choice of these
particular ten leadership attributes was to a liggree affirmed by the interviewees
and, hence, signifies that the pre-selection ofe¢hand not other attributes for the
calculation of the French and German cognitive éesltip networks should not present
a limitation.

While this aspect does not present a limitationhwiégard to this research
study, it does raise some questions. These qusstioncern the fourth hypothesis
which was supported by the findings of this studile structure of the leadership
schemas was found to be more similar between gponelents of the same nationality
than between respondents of the same hierarclaeal but of different nationality,
which is in line with research by Zander and Romgt04). The content of the
leadership schemas, however, did not follow sudmstinct pattern as the structure of
the investigated leadership schemas. As suggesgt&haw (1990), the content of the
leadership schemas was expected to be affecteatimnal culture. The discussion in
section 8.4.3, however, showed that only some ecelevas found for this suggestion
across the interviewees of this study. The sameeavbserved for the schema content
differences across hierarchical levels. There mesevidence that the schema content
is slightly different at the manager and the emeéyevel, but no distinct and
consistent pattern emerged. Hence, future crogarall research can explore
approaches to how culture specific schema contemidcbe investigated in order to

produce more consistent results.
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8.5.6 Longitudinal Exploration of Expatriates’ ILTs

The present study researched perceptions of ldadeasonly one point in time
and compared domestic and expatriate managersengag schemas in order to
investigate possible changes of these schemaduehange in the managers’ societal
context. While this approach allowed the researthexplore and compare cognitive
leadership schemas between domestic managers pattiabte managers, it might be
also interesting to focus only on expatriates’ ILffem a longitudinal perspective in
order to investigate how, and at what pace, thaictire and content change. Such an
approach is suggested in order to further contibiat the discussion about the
flexibility of ILT structures. Moreover, it is baved that such a longitudinal
exploration would provide answers to the questibrhaow long it would take for
expatriate managers to feel adapted to their nevegt This could be then used, first,
as an indicator for companies to plan the optimagth of the stay abroad of expatriate
managers. Second, in relation to the period tha@aate managers stay abroad,
decisions about what kind of training and developimeould be necessary to
reintegrate them into their culture of origin coblel determined.

In addition, it would also be interesting to focaa factors which might
positively influence a potential change of exp#triananagers’ ILTs. Measuring
expatriate ILTs before and after training sessiomdd be an approach to measure the
success or failure of specific training programraad would contribute in the long-

term to an efficient adoption of development in&ttions for expatriates.

8.5.7 Investigation of Expatriates’ ILTs

As suggested in the previous section, an inteigstuenue for future research

might be the investigation of expatriates’ impligadership theories. In this study, one

279



result of the comparison of the leadership netwarkghe expatriate managers in
France and in Germany (cf. section 6.3.5) showatldahspecific branch of both of the
sample groups’ leadership networks formed an A-shbptween the leadership
attributes of ‘team builder’, ‘informed’, ‘intellgnt’, ‘confidence builder’, and
‘trustworthy’. This raises the question of whethi@s could be an indicator that specific
leadership attributes are of particular relevanme éxpatriate managers in general,
regardless of nationality and regardless of thenttgun which an expatriate manager
is working and living. This could also contribute the discussion of what constitutes
global leadership. Further research should, thezefmonsider this possibility across a
wider range of cultural contexts.

Interestingly, three out of these five attributesni part of the team-oriented
leadership scale as discussed in the GLOBE stutlyH@use et al., 2004). These
attributes are ‘team builder’, ‘informed’, and ‘@fligent’. Furthermore, these attributes
were the only attributes belonging to the teamried scale out of the set of ten
attributes used to calculate the leadership netsvofkhe present study. This could be
an indicator that in an expatriate context, paldicteam-oriented attributes might be
believed to be important characteristics of efiextieadership. Future research might
consider investigating this possibility further.

Another aspect which might be followed up in futuesearch concerns the
attribute ‘confidence building’, which was specdily highlighted by both of the
expatriate manager samples in the context of teeudsion of the leadership schema
content. The attribute ‘confidence building’ wast noentioned by the domestic
manager samples. It might be possible that in adirand German expatriate context it

is particularly important to show confidence in éayees. Hence, the exploration of
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the role of ‘confidence building’ could be a furthtepic for the future exploration of

expatriate managers’ implicit leadership theories.

8.6 Implications for Practice

From the discussion of the findings above sevargllications for practice
emerge. These include some general implicationsiwhddress the question about
whether societal cultures are converging or diveggilue to the ongoing process of
globalisation. Further implications concern exmdion and a number of specific
implications for individuals and organisations thatperience French-German co-

operation in a business context.

8.6.1 General Implications

As was shown by the present study, differencesdmtvthe French and German
societal cultures exist and persist, and despitgoiog globalisation and intensive
economic exchange between French and German bsispmsple, there remain
differences in their approaches to leadershigs itery likely that due to early cultural
conditioning at school and university level, theaa@ness of the ‘otherness’ of the
respective other culture is higher, but individuaisplicit leadership theories continue
to be affected by their culture of origin. As tlsisems to be the case based on these
research findings, a general practical implicatravuld be to educate and train those
people who operate in a culturally diverse envirentrabout the influence of culture
on implicit leadership theories. This means thapleyees who interact with societal
cultures other than their own would be recommertdddarn about and to be aware of
the ILTs of their foreign business partners in orde avoid conflicts based on

differences between their own ILTs and those ofrtfereign counterpart. One such
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approach to training in order to raise awarenesé o is discussed by Schyns et al.
(2011). They suggest a drawing exercise to exteaamplicit leadership theories.
This consists of individuals developing thought®wtbthe characteristics of leaders,
which are then discussed in groups and finally ewesd in front of all groups.
According to Schyns et al. (2011), such an approwohld have two learning effects:
first, participants in this exercise would learroabtheir own perspective on leaders
and leadership which would raise their self-awassn& their own ILTs, and second,
they would learn about the individual and sociahponents of these ILTs which might
be in some ways similar and in other ways diffefesrh those of other participants.
Furthermore, the present study showed that diftegnn ILTs exist between
managers and employees, even when their cultucigbaund is similar. Knowing
about these differences, however, could contribut@n even better understanding and
co-operation between managers and employees aestadgby Lord and Maher
(1991). They found that leadership was most effectvhen leaders and followers
shared similar perceptions of effective leaderships, followers were more motivated
to follow their leader when their perspectives aexjpectations about effective
leadership matched with their leader’'s actual lestdp behaviour (Lord and Maher,
1991). In the present study, for example, themeh as the transfer of information and
representing the team were primarily emphasisedefmployees to be important
characteristics of an effective leader. The empmseyaso emphasised that an effective
leader can be motivating by providing them with elepment opportunities. The
advantage for a leader of knowing about this cantéthe employees’ ILTs would be
that they could include these characteristics rtteadership behaviour and thus,
contribute to a better match between the leadegstripeptions of leader and followers

in order to contribute to greater employee motomatiThe advantage of knowing about
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managers’ and employees’ ILTs can also help gemaealagers or human resource
managers, for example, in the context of re-strrmgudepartments, to match managers
and employees in new dyads or teams accordingetolttls (Felfe and Schyns, 2010).
To conclude, knowing about the concept of ILTs banof general advantage
for the management of employees, and, therefore, ctncept of education and
development initiatives to raise awareness of Icdald be applied across employee

development interventions.

8.6.2 Implications for Expatriation

Practical implications for expatriation which dexidrom this study concern
first, the preparation of future expatriate leaden®r to their departure, second, the
adjustment during their foreign assignment, andlttthe repatriation to their domestic
country. As previous research has shown, the paépar and training of future
expatriate leaders is associated with adjustmenackB and Mendenhall, 1990;
McDonnell et al., 2010; Scullion and Collings, 2pl1hence the focus of practical
implications for expatriation is on the trainingoast.

As was shown in this study, implicit leadership dhes are culturally
influenced. This means that in preparation forraifm assignment, managers could be
trained regarding this aspect. As described in ghevious section about general
implications, it would make sense to make managevare of their ILTs and the
potentially different ILTs of the host workforceu&h training would ideally bring
together managers of the domestic culture and te hulture so that possible
differences between the two cultures can be exiseshand discussed using, for

example, a drawing exercise such as that descop&thyns et al. (2011).
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Once managers have started their foreign assignrtieey can refresh prior
learning about the concept of ILTs in a workshogthwparticipants of the domestic and
the host culture. The purpose of such a workshagdvoe twofold: first, the awareness
of potentially different ILTs would be raised offreshed, which in turn could possibly
help explain any conflicts that occur between erygds of the host and the domestic
culture, which might be based on cultural diffencSecond, the extent to which
expatriate managers adjusted to the host culturtl de evaluated. Depending on the
degree of adjustment and the training opportuniseegcific training could be offered
to those managers who seem to be less well adafteth an intervention would
optimise cultural fit, while still enabling featwef the other culture to promote high
performance, and could help avoid the prematurarmebf expatriate managers.
Overall, this would avoid high costs related to &xjate failure and hence, contribute
to the organisation’s performance.

The concept of ILTs could be also of practical wgeen it comes to the
repatriation of expatriate managers to their domestlture. Felfe and Schyns (2010)
explain that ILTs could be used to match manageds employees to new dyads or
teams in, for example, restructuration processkse.seme could be done for managers
who return from a foreign assignment and for whosuigable position in the domestic
culture needs to be found. Matching the ILTs of #mployees with the ILTs of
returning expatriate managers could help find apr@miate position within the
company for them.

In conclusion, training and development initiatitegaise the awareness of the
concept of ILTs in the context of expatriation —ibpre, during, or post expatriation —

could be of use to prepare managers for theirdgarassignment, to help them to adjust
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while in the host culture, and to help returningp@xiate managers to re-adjust to their

domestic culture.

8.6.3 Potential Areas of Conflict in French-German Co-Operation

As was detailed above, besides a list of simiksitwhich emerged from the
investigation of the content of the cognitive leatig schemas of French and German
expatriate and home managers and their employea® slifferences were apparent
between the French and German respondents. Theaddshe considered when
discussing implications for practice, specificaiyplications for individuals who are
involved in French and German co-operation in air@ss context. Both societies
under investigation would appear to value charigmand team-oriented leadership
styles, but the German approach to these stylesaapgo have a more participative
angle than the French approach. The purpose of auplrticipative approach in
Germany is to presumably enable employees to wodutonomously as possible. In a
mixed French-German business context, this cowad te potential conflict situations.
For example, on the one hand, French employeesdweydect their German superior
to provide precise direction, but the latter in ttast would expect employees to
participate in the decision in which direction to. @®n the other hand, this could also
lead to conflicts when German employees who expdugh degree of autonomy are
supervised by French expatriate managers who ame mgorous in their way of
monitoring. This more rigorous ‘French behaviour'contrast to the more participative
‘German behaviour’ can also affect performance aigpt. For example, German
expatriate managers in France who display morecpaative behaviour would expect
their French employees to benefit from this great¢ent of autonomy. If this is not the

case, consequently the performance evaluationsrefch employees by German
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expatriate managers might not be as favourableigist ine expected by the employees.
On the other hand, this could be also the cas&remch expatriate managers in their
German host environment.

Further characteristics which were believed to bwartant for effective
leadership and which were primarily emphasisedhieyRrench respondents concerned
the ability to listen and to act as a role modeénék, in a mixed French-German
business context the ‘French expectation’ to shawh $ehaviour could be infringed
upon by Germans who might behave differently. A&t same time, in a mixed French-
German business context the ‘German expectatiotramisparent behaviour could be
compromised by French people who do not know alibat importance of such
behaviour among Germans. This latter theme wasifgiadly highlighted across the
samples of the German managers.

Thus, despite numerous similarities between FremchGerman managers and
employees, some differences persist which couldtribate to conflict situations
between both cultures in a business context. Agahejdea of applying the concept of
implicit leadership theories in employee developmenogrammes could be an
approach to sharpen the awareness of differenclesdership behaviour which might

derive from societal cultural differences.

8.7  Summary of the Discussion

This chapter presented four themes which occurréda context of the present
study. First, the results of the analysis of thracitire of effective leadership schemas
were discussed and compared to prior literatureofAthe hypothesised assumptions
were supported: this means, the structure of thdelsship schemas was found to be

affected by societal culture; societal culture vi@snd to have a stronger impact on
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individuals’ leadership schemas than individualsrarchical level; leadership schemas
were found to change due to a change in sociakeggnbut only to some extent; and
individuals’ inherent culture of origin was found thave a stronger influence on
individuals’ leadership schemas than the societdtuee of the country where
respondents were currently living and working. $etothe role of the leadership
attribute ‘motive arouser’ was discussed and itsneations to other attributes in the
leadership networks of the different sample grougse compared to the GLOBE
findings for France and Germany. The similaritytieg findings might be considered as
an indicator that the GLOBE findings remained qustable over the last ten years.
Third, the content of the cognitive leadership schag of the French and German
expatriate and domestic managers and their em@oyas discussed and compared to
charismatic leadership (Conger and Kanungo, 19948:1Shamir et al., 1998), and to
the GLOBE leadership scales of charismatic/valuseda team-oriented and
participative leadership. The first proposition wead supported.

The second proposition was not as directly supdoae expected. Differences
between the manager and the employee samples werffeund to be as distinct as
proposed. The third proposition was only suppoftedhe German sample: the content
of the cognitive leadership schemas was more gifbdaveen the German managers in
Germany and the German expatriate managers in &rdnan between the German
expatriate managers in France and the French menamg€rance. The content of the
cognitive leadership schemas of the French expatneanagers in Germany, however,
showed some adaptation to German perceptionsexttefé leadership.

Next, limitations including the sample size, thenpmsition of the sample, the
potential bias of only using one interviewer foe ttomplete study, the generalisability

of the study, and the lack of a longitudinal expt@n of expatriate managers’ ILTs
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were presented. Future research was suggested dresadthe aforementioned
limitations and to explore expatriate implicit leaship theories in greater detail and to
develop more and different approaches to link thalyasis of the structure and the
content of respondents’ ILTs. General and spedifiplications for practice were
discussed including the suggestions to incorpatfaeconcept of implicit leadership
theories into employee development interventiossyell as into expatriate training —
be it pre, during, or post expatriation — and to dweare of persisting differences

between French and German approaches to leadership.
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CHAPTER IX

CONCLUSION

9.1 Introduction

This study investigated the perceptions of leadprsitross cultures and
contributed to the understanding of the relatiopdbeétween leadership and societal
culture, and therefore, to the general debate athmutonvergence and divergence of
cultures. More precisely, it analysed the structfreognitive leadership networks by
applying a connectionist perspective, and expldhed content of implicit leadership
theories of French and German managers and thgilogees in both their domestic
and host environments. This approach was adoptedder to explore the application
of connectionist models to cross-cultural leadgrsbsearch and, thus, to contribute to
the theoretical discussion of implicit leadershigdries within the area of cognitive
science leadership research. The purpose of thes foe France and Germany was to
provide new and more recent insights into what nevikn about the perception of
leadership in these two countries. Hence, the teslithe present study are of practical
use for all those who are working in a culturalliwvedse work environment. The
application of mixed methods and its focus on lead@d followers attempt to address
several major gaps in the context of leadershipaieh, and, therefore, can be
understood as an extension of the prior researthisrfield. This chapter will present

the key conclusions of the present study and camite thesis.

9.2 Key Conclusions
A major driver of the increased interest in croghltcal leadership research is

the phenomenon of globalisation (Avolio, Walumbwad aVeber, 2009), which has
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given rise to the development of increasingly aallly diverse workforces. One of the
challenges for managers arising from this develogneethe need to effectively lead
such a mixed workforce coming from different cudtubackgrounds (Tung, 1987).
This has led to numerous research studies addges$spics such as comparative
leadership (e.g. Fu et al., 2004; Smith, PetersahSchwartz, 2002), global leadership
(e.g. Mendenhall, 2001; Van Dyne and Ang, 2006} amss-cultural leadership (e.g.
Gelfand, Erez and Aycan, 2007).

Research has shown that societal culture is indeeidfluencing factor of the
leadership preferences of individuals, and of theysvin which individuals from
diverse cultural backgrounds perceive leaders aaddrship (e.g. House et al., 2004).
One potential approach to explain these differemtg®rceptions of leadership across
cultures involves implicit leadership theories (H)Twhich help individuals to make
sense of leaders and leadership situations (Dorfrii@mges and Brodbeck, 2004).
These ILTs are internalised at an early stagefen(Keller, 1999, 2003; Popper and
Amit, 2009), and remain quite stable over time ewveimhe social context of an
individual changes (Epitropaki and Martin, 2004)th&ugh differences in ILTs exist
between individuals (Felfe, 2004), societal cultudifferences in ILTs are, however,
even stronger than intra-individual differences ({s® et al., 2002). House et al. (2004),
for example, demonstrated that culture, which otflea socially shared aspect,
influences implicit leadership theories, and, henzaled them culturally endorsed
implicit leadership theories (CLT).

The purpose of the present study was to explordiginpeadership theories
across the cultural contexts of France and Gernbgngpplying connectionist theory.
This approach was aimed to test the usefulneshiefapplication of connectionist

theory in investigating perceptions of leaderstgpoas cultures. Further focus was on
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the hierarchical levels of managers and employeesder to attempt to overcome the

criticism of leadership research as being too leadatric (e.g. Avolio et al., 2003;

Day, 2000), and in order to explore potential ddfeces in perceptions of leadership

resulting from different hierarchical perspectivAscording to Lord and Maher (1991)

leadership is most effective when leaders and vi@ls have similar perceptions of

effective leadership. They found that followers mr@e motivated to follow when their
expectations about leaders and leadership corrddpatheir leader’s actual leadership
behaviour (Lord and Maher, 1991). The exploratibthe managers’ and employees’
perceptions of effective leadership was expectecbturibute to the understanding of
particular requirements for effective leadership ddferent hierarchical levels, in
addition to the understanding of cultural differes.c Furthermore, the present study
took the criticism of cross-cultural leadershiprigemainly quantitative (Alvesson and

Sveningsson, 2003) into consideration and optedafanixed methods approach in

order to explore both the structure and the cordgenbgnitive leadership schemas.
The key conclusions which can be drawn from theqmestudy are:

(1) Differences between the French and the Gernenegptions of leadership in a
business context persist despite ongoing globalisat

(i) Connectionist models represent a meaningfstrument to explore the structure
of implicit leadership theories cross-culturally.

(i)  Implicit leadership theories are flexible éwledge structures, but remain quite
stable despite changes in social contextual asgestswas also shown by
Epitropaki and Martin, 2004; Lord, Brown and Hary2901; Lord et al., 2001).

(iv)  Implicit leadership theories are culturallyfluenced which supports the finding

of the GLOBE study of culturally endorsed implilgadership theories.
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(v) Societal culture has a stronger impact on thractire and the content of
implicit leadership theories than the hierarchleakl of employees.

These conclusions will be detailed in the followsegtions.

9.2.1 Conclusion 1: Differences between the French and the German

Perceptions of Leadership in a Business Context Per  sist

This study analysed the perceptions of leaderstipsa two societal cultural
contexts, namely France and Germany. It showedsihatarities exist between both
cultures, but that also differences remain. To stigate similarities and differences,
the present study explored the structure and theenbof cognitive leadership schemas
of French and German expatriate and domestic managel their employees. The
analysis of the structure of the cognitive leadigrsikchemas was accomplished through
Schvaneveldt's Pathfinder software and resultediffierent network structures for the
French and the German respondents, regardless enf fierarchical level, and
regardless of the country where they lived and wdrkrhe analysis of the graphical
representation of the network structures showetthigaleadership attribute of ‘motive
arouser’ — defined by the GLOBE study as ‘mobiliaed activates followers’ — played
a central role in both the French and the Germapomdents’ leadership networks.
Hence, the investigation of the leadership netwstrkictures provided evidence for
both similarities and differences between the Hneawed the German respondents of
this study.

The analysis of the structure of the cognitive &allip schemas showed more
distinct results as was shown by the analysis efcthntent of the cognitive leadership
schemas. However, similarities across the Frenchthe German respondents were

found for charismatic, transformational, team-oteely and participative leadership.
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While the French respondents put slightly more easghon features of charismatic
behaviour such as the ability of a leader to aa ede model, and the ability to listen,
the German respondents underlined the importance lEader to monitor goals in such
a way that employees can work more autonomouslychwban be considered as a
more participative approach to leadership. Acrdssfahe respondents, regardless of
their nationality, their hierarchical level, ancithcurrent country of work, similarities
found concerned leadership attributes such as,ef@mple, the motivation and
encouragement of employees, the setting of ap@@pnvorking structures, team
development, the setting of goals, and communicafifferences were found in the
approaches to charismatic, transformational, amticgzative leadership, as well as in
the composition of the content of the leadershiestas of individual sample groups.
For example, the French managers in France an&Gémman managers in Germany
agreed on the importance of learning about theiplepees’ potential in order to
motivate and encourage them. The French manageGemimany emphasised the
importance of providing employees with feedbackd dhe German managers in
Germany underlined the need to motivate employsesftording them with more
autonomy. The German employees highlighted thataaldr can be motivating by
providing them with future career and developmegartunities. The approach to goal
monitoring appeared to be more rigorous in Frarf@n tin Germany. While the
German managers and employees, as well as the Fmanagers in Germany,
discussed a rather structured approach to goal torog, intended to enable
employees to work more autonomously, the Frenchagens in France mentioned
constant control of tasks, and the French emplogaggested that an effective leader
should give instructions and needed to determiree d¢bde of conduct for goal

achievement.
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Leadership attributes which were primarily hightegh by the French
respondents concerned the ability to articulatesiaw, the ability of a leader to act as a
role model, the ability to listen, and to be conep¢t The German respondents
underlined the importance for an effective leadetake risks, to display social skills,
to keep track of the ‘big picture’, and to shownsparent behaviour.

From these findings, and despite the list of sinti&s, it can be concluded that
differences between the French and the German ieyoe of leadership in a business
context still persist as was also found in price@ch (e.g. Pateau, 1999; Reber et al.,
2000). It is, therefore, recommended that thedereifices be taken into account when

French and German people interact in a culturalikechbusiness context.

9.2.2 Conclusion 2: Connectionist Models Represent a Meaningful

Instrument to Explore the Structure of ILTs Cross-C  ulturally

The application of connectionist theory in orderitwestigate ILTS cross-
culturally represents a rather innovative procedarg¢he field of cognitive science
leadership research. Prior research which adoptett &n approach includes, for
example, studies carried out by Hanges and higaglies (e.g. Hanges et al., 2001)
who tested the application of connectionist thetwyexplore ILTs across student
samples of different cultural backgrounds. Theynfbusupport for Shaw’s (1990)
original hypothesis which posited the influencesotietal culture on the structure of
cognitive leadership schemas.

The results of the present study, which was carodin a business context,
also support this hypothesis. It also found supfpmriadditional hypotheses based on
characteristics which were identified by prior @®h to depict ILTs. These

characteristics concern the description of ILTs fiexible and fluid knowledge
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structures (e.g. Lord, Brown and Harvey, 2001; Letral., 2001), which remain quite
stable even if the social context changes (e.gré&gaki and Martin, 2004; Foti, Knee
and Backert, 2008). Hence, this study providesh&rrevidence for the usefulness of
the use of connectionist theory to explore impliegtdership theories in a cross-cultural
context. This means that connectionist models hte & map the characteristics of
ILTs and produce meaningful research results. Toerethey can be used as an
instrument to investigate the structure of ILTsogercultures.

A further contribution of this study is that it mes away from using student
samples to using a professional sample. Neverthelssth student and work-based
samples showed differences in the structure ofghéership schemas according to the
cultural background of the corresponding resporgienis can be explained by the
results of prior research which identified that H are internalised at an early stage in
life (Keller, 1999, 2003; Popper and Amit, 200Mdaemain rather stable over time
(Epitropaki and Martin, 2004). Hence, the use dhlziudent and professional samples

might be appropriate to explore ILTs.

9.2.3 Conclusion 3: ILTs are Flexible Knowledge Str  uctures, but Remain

quite Stable despite Changes in Social Contextual A spects

The present study added to the knowledge abouthttiacteristics of ILTs (e.g.
Epitropaki and Martin, 2004; Foti, Knee and Backé&®08) and found that ILTs
represent flexible knowledge structures, which rnemather stable over time even if
the social context changes. This study investigdimdexample, the structure of the
cognitive leadership networks of French and Germanagers and compared these to
the cognitive leadership networks of their exp#tri@ounterparts working in the

respective other country. It found support for thgothesis proclaiming that if the
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content was held constant, the structure of theeleship schemas would differ between
French managers working for French organisationgrance and French expatriate
managers working for French organisations in GeymBiffering leadership networks
were also found when comparing the cognitive lestupr networks of the German
managers in Germany to their German counterpafesance. This means that ILTs are
flexible knowledge structures and change due tod@ge in a societal cultural
change (i.e. change from French to German or froernfan to French work
environment) which is in line with the researchllmyd and his colleagues (e.g. Lord,
Brown and Harvey, 2001; Lord et al., 2001).

The present study, however, found that the leagemsbtworks were more
similar between the managers of the same natignalio lived and worked in different
countries than between the managers of differetmmality, but who lived and worked
in the same country. This suggests that even iihgdkaoccurs in the cognitive
leadership structures, which could be also desgrdsean adaptation or adjustment to
the local work environment, they remain rather lstadnd keep most of their initial

structure, as was also suggested by EpitropakMartin (2004).

9.2.4 Conclusion 4: Implicit Leadership Theories ar e Culturally
Influenced
Both the analyses of the structure and the corgémhe cognitive leadership
schemas of the respondents in the present studyeshthat these were culturally
influenced. This is in line with the GLOBE findirtigat implicit leadership theories are
culturally endorsed (House et al., 2004), and whth assumption by Shaw (1990) that
culture impacts on the structure and the contefgadership schemas. More precisely,

the different levels of comparisons of the struetaf respondents’ cognitive leadership
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networks revealed differences between the strustwiech could be explained by the
societal cultural background of respondents. Foangde, the comparison of the
structure of the aggregated leadership networkth@fFrench and German domestic
managers with the structure of the aggregated tehigienetworks of the French and
German expatriate managers showed that the socidtate of origin had a stronger
impact on the structure than the current socieiatext in which the respondents were
located.

The analysis of the content of the cognitive lesdigr schemas showed that
French respondents placed slightly stronger emplasicharacteristics of charismatic
leadership, while the German respondents highldyhatenore participative approach to
leadership. However, respondents from both natibesldiscussed the importance for
an effective leader to display charismatic, teamarded and participative behaviours in
general. Even if the first research proposition wad as distinctly supported as
expected, the findings would suggest that the camipa of the content of
respondents’ leadership schemas was influencetiésy docietal cultural background.
Specifically, the finding for a preference for peagative leadership in Germany is in
line with prior research about cross-cultural leadg suggesting that effective
leadership in Germany consists of, for example blemg employees to work more
autonomously (e.g. Pateau, 1999; Szabo et al.,)2002

Hence, the concept of implicit leadership theoregsresents a further approach
to compare and investigate idiosyncrasies of ledmjerin different societal cultures.
Besides this rather theoretical aspect, ILTs can bk of practical use. The advantage
of knowing about this societal cultural influence kb.Ts is believed to help domestic
and expatriate managers as well as employees ter lbeiderstand different leadership

behaviour and situations.
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9.2.5 Conclusion 5: Societal Culture has a Stronger Impact on the
Structure and the Content of Implicit Leadership Th eories than the
Hierarchical Level of Employees
The present study found that individuals’ societdture has a stronger impact

on implicit leadership theories than does the hatriaal level of employees. That

societal culture has a determinant impact on IliTsdmparison to other variables was
also found by previous research (e.g. Zander anddRg 2004). Hence, the present
study provides further knowledge to what is knowou influencing factors on ILTs.

The approach taken in this study to investigatentivg leadership schemas
from both an inter-hierarchical and a cross-cultpeaxspective was based on research
by Lord and Maher (1991). These researchers sugmdsiat leadership is most
effective when leaders and followers have similarcpptions of effective leadership.
This means that the closer the actual behavioua déader corresponds to their
followers’ perceptions of leadership, the more @ifee this leader will be.

Regarding the structure of the cognitive leadersimgbworks, the findings
showed that the leadership networks of the Frenehagers in France were more
similar to the leadership networks of the Frenclpleyees in France, compared to the
leadership networks of the German managers in Ggrmidne same was found for the
German respondents: the leadership networks ofSérenan employees in Germany
were more similar to the leadership networks of @erman managers in Germany,
than to the French employees in France. This sggnthat the impact of the societal
culture of respondents was stronger than the imgfaetspondents’ hierarchical level.

The results from the analysis of the content ofdbgnitive leadership schemas

were not as clear cut, but also led to the conmfusihat the societal culture is more
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important in influencing leadership schemas thanltierarchical level. This is due to
the second proposition which suggested that theeobnof managers’ cognitive
leadership schemas will be primarily composed a@iowative, visionary, long-term
oriented, diplomatic and courageous leadershigbatas, whereas the employees’
cognitive leadership schemas will be primarily casgd of more social and
participative attributes such as team building andcern for subordinates’ interests.
This proposition was mainly based on a study caroat in a single country (the
Netherlands) (Den Hartog et al., 1999), and wasemattly supported as expected by
the results of the empirical research of this #heBhis in turn would suggest that Den
Hartog et al.’s (1999) findings for differences Wweé&n hierarchical levels in the
Netherlands might not necessarily be transferrabotgher cultural contexts, and rather
represent a culturally influenced finding for Dutatdividuals. Finally, this would
appear to indicate that the perceptions of leadersine culturally influenced at
different hierarchical levels, which means thatgbeietal culture of an individual has a
stronger impact on the content of leadership scketman the individual’s hierarchical
level.

Hence, future researchers investigating implicgédkrship theories would be
well advised to take into account the strong impddndividuals’ cultural background,

when discussing influencing variables other thasiedal culture.

9.3 Overall Conclusions

This thesis, adopting a mixed methods approachiesepted the first study to
investigate simultaneously perceptions of leadersinom both the manager and
employee, from a cross-cultural (France vs. Germaayd from a domestic versus

expatriate perspective. Hence, it attempted to tesuthe criticism of leadership
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research being too leader-focused, and endeavtuedglore cross-cultural leadership
from a more open, questioning, and qualitative aggin as suggested by Alvesson and
Sveningsson (2003) and Avolio, Walumbwa and Web@09).

The specific research setting of the study allok@dthe testing of several
hypotheses and propositions. These were designedder to explore the potential
societal cultural influence on the structure and tontent of cognitive leadership
schemas. While all of the hypotheses were suppottesl propositions were only
partially supported. Nevertheless, this study maktesmportant contribution to cross-
cultural leadership research from a theoretical andractical perspective. First, it
provides empirical evidence for the meaningful aapion of connectionist theory to
explore the structure of implicit leadership thesrin a cross-cultural business context.
Second, it supports the finding of prior researtat implicit leadership theories are
culturally influenced. Third, the results of theatyses of the structure and the content
of the cognitive leadership schemas are of prdatisa for all those who are involved
in particular in a mixed French and German busiresgext, and in general in a
diverse work environment. Hence, the study dematestr that implicit leadership
theories represent a valuable approach to exptpisimilarities and differences
between societal cultures, and contributes tohikeretical development as well as the

practical understanding of leadership across cstur
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APPENDIX A

Table A.9.1: The GLOBE CLT Scales

The six second-order culturally endorsed leadershipcales (GLOBE CLT scales)

The 21 GLOBE leadership scales
ltem |

Definition

1. Charismatic/value-based leadership

Charismatic 1: Visionary

Inspirational Inspires emotions, beliefs, valuesl behaviours of
others, inspires others to be motivated to worklhar

Anticipatory Anticipates, attempts to forecast dgenonsiders what
will happen in the future

Prepared Is ready for future events

Intellectually Encourages others to think and use their minds;

stimulating challenges and beliefs, stereotypes and attituides o
others

Foresight Anticipates possible future events

Plans ahead Anticipates and prepares in advance

Able to anticipate Able to successfully anticipatiire needs

Visionary Has a vision and imagination of the fetur

Future-oriented

Makes plans and takes actions basédaure goals

Charismatic 2: Inspirational

Positive

Generally optimistic and confident

Encouraging

Gives courage, confidence or hope gireaassuring
and advising

Morale booster

Increases morale of subordinatesffieying
encouragement, praise, and/or by being confident

Enthusiastic

Demonstrates and imparts strong pes#inotions for
work

Motive arouser

Mobilizes and activates followers

Confidence builder

Instils others with confidengeshowing confidence in
them

Dynamic

Highly involved, energetic, enthused, matid

Motivational

Stimulates others to put forth effoatsove and beyond
the call of duty and make personal sacrifices

Charismatic 3: Self-Sacrifice

Risk taker Willing to invest major resources in eadours that do
not have high probability of success
Convincing Unusually able to persuade others dhbisviewpoint

Self-sacrificial

Foregoes self-interests and madersonal sacrifices in
the interest of a goal or vision

Integrity

Sincere Means what he/she says; earnest

Trustworthy Deserves trust, can be believed anddelpon to keep
his/her word

Just Acts according to what is right or fair

Honest Speaks and acts truthfully
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Table A.1 continued

1. Charismatic/value-based leadership — continued

Decisive

Decisive Makes decisions firmly and quickly
Logical Applies logic when thinking

Intuitive Has extra insight

Willful Strong-willed, determined, resolute, petsist

Performance-oriented

Improvement-orienteg

Seeks continuous performampeavement

Excellence-oriented

Strives for excellence in panfance of self and
subordinates

Performance oriented

Sets high standards of peafioce

2.T

eam-oriented

Team 1: Collaborative team orientation

Mediator

Intervenes to solve conflicts betweenvidiials

Loyal

Stays with and supports friends even whew tfeve
substantial problems or difficulties

Collaborative

Works jointly with others

Fraternal

Tends to be a good friend of subordinates

Consultative

Consults with others before makingplar taking
action

Group-oriented

Concerned with the welfare of thaugr

Team 2: Team integrator

Clear Easily understood

Integrator Integrates people or things into cohesivorking
whole

Subdued Suppressed, quiet, tamé (rs)

Informed Knowledgeable; aware of information

Communicative

Communicates with others frequently

Coordinator

Integrates and manages work of subatekn

Team builder

Able to induce group members to wodether

Diplomatic
Diplomatic Skilled at interpersonal relations, fatt
Worldly Interested in temporal events; has a worltdook

Intra-group conflict
avoider

Avoids disputes with members of his or her group

Win/win problem-
solver

Able to identify solutions which satisfy individisalvith
diverse and conflicting interests

Effective bargainer

Is able to negotiate effeciryable to make
transactions with others on favourable terms

s = reverse scored
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Tabl

e A.1 continued

2. Team-oriented — continued

Malevolent (rs)

Intelligent (rs)

Smart, learns and understanddyeasi

Irritable Moody; easily agitated

Vindictive Vengeful; seeks revenge when wronged
Egotistical Conceited, convinced of own abilities
Non-cooperative Unwilling to work jointly with otihe

Cynical Tends to believe the worst about peopleevmhts
Dishonest Fraudulent, insincere

Hostile Actively unfriendly; acts negatively towanthers

Dependable (rs)

Reliable

Administratively competent

Administratively

Able to plan, organise, coordinate and control wafrk

skilled large numbers (over 75) of individuals
Orderly Is organised and methodological at work
Organised Well organised, methodical, orderly

Good administrator

Has ability to manage compldicefwork and
administrative systems

3.S

elf-protective leadershi

p

Self-centered

Self-interested

Pursues own best interests

Asocial

Avoids people or groups; prefers own conypan

Loner

Works and acts separately from others

Non-participative

Does not participate with others

Status conscious

Status-conscious

Aware of others’ socially acceptatus

Class conscious

Is conscious of class and statwsdawnies and acts
accordingly

Conflict inducer

Intra-group competito

r Tries to exceed the performance of others in hiseor
group

Secretive Tends to conceal information from others

Normative Behaves according to the norms of hisesrgroup

Face-saver

Evasive Refrains from making negative commentsamtain
good relationships and save face

Indirect Does not go straight to the point; usesaplgors and

examples to communicate

Avoids negatives

Avoids saying no to another whesquested to do
something, even when it cannot be done

Procedural

Formal Acts in accordance with rules, conventiorg a
ceremonies

Cautious Proceeds/performs with great care and nlmesike
risks

Habitual Given to a constant, regular routine

Procedural Follows established rules and guidelines

Ritualistic Uses a prescribed order to carry ootpdures
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Tabl

e A.1 continued

4. Participative

Autocratic (rs)

Bossy Tells subordinates what to do in a commanwdliay

Autocratic Make decisions in dictatorial way

Domineering Inclined to dominate others

Elitist Believes that a small number of people vatmilar
backgrounds are superior and should enjoy prividege

Ruler Is in charge and does not tolerate disagreeare
guestioning, gives orders

Dictatorial Forces her/his values and opinionthers

Non-participative (rs)

Individually oriented

Concerned with and placeshhiglue on preserving
individual rather than group needs

Non-egalitarian

Believes that all individuals acg aqual and only som
should have equal rights and privileges

Micro-manager (item
deleted)

An extremely close supervisor, one who insists on
making all decisions

Non-delegator

Unwilling or unable to relinquish tah of projects or
tasks

5.H

umane-oriented

Modesty

Calm Not easily distressed

Modest Does not boast; presents self in a humbleara
Self-effacing Presents self in a modest way

Patient Has and shows patience

Humane orientation

Generous Willing to give time, money, resourcesl laelp to

others

Compassionate

Has empathy for others; inclinectbddpful or show
mercy

6. Autonomous

Individualistic Behaves in a different manner tipaers
Independent Does not rely on others; self-governing
Autonomous Acts independently, does not rely oristh
Unique An unusual person; has characteristics loheurs

that are different from most others
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Table A.9.2: GLOBE Leadership Attributes not Allocated to Scales

Non-allocated questionnaire items

ltem Definition

Ruthless Punitive; having no pity or compassion

Tender Easily hurt of offended

Tyrannical Acts like a tyrant or despot; imperious

Provocateur Stimulates unrest

Arrogant Presumptuous or overbearing

Risk averse Avoids taking risks, dislikes risk

Egocentric Self-absorbed; thoughts focus mostlgmels self

Non-explicit Subtle, does not communicate explgitommunicates
by metaphor, et allegory, et example

Distant Aloof, stands of from others, difficult b@come friends
with

Cunning Sly, deceitful, full of guile

Sensitive Aware of slight changes in other’'s moaodstricts

discussion to prevent embarrassment

Intra-group face-saver

Ensures that other group lbeesrare not embarrasse
of shamed

Ambitious

Sets high goals; works hard
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APPENDIX B

@LESB

DCU BUSINESS SCHOOL

Perceptions of Leadership across Cultures — Questioaire
(Manager version)

Reutlingen, 2% May 2009
Dear Sir or Madam,

As part of my PhD in Business Studies at DublinyGiniversity, Ireland in cooperation with ESB
Business School, Reutlingen University, Germangm conducting research which looks at the link
between perceptions of leadership and nationalultThe study is carried out with (expatriate)

managers and their subordinates, in France anéiméany.

| would be most grateful if you participate in ttesearch by completing the attached survey. Itishou
take you no more than 20 minutes to complete. Tineey does not require you to give any information
that might identify you. Information compiled frotihe questionnaire will be reported in aggregatenfor
and individuals will remain anonymous. All compltguestionnaires will be stored under lock and key
at my home. The information you provide will beatmd in the strictest of confidence and will be

referred to only in an anonymous form in any pudilmn.

The study is being conducted by me in a personzaty. You do not have to participate in the stifdy
you do not wish to do so. Choosing to participateat will not affect you in any way, however, | uld
ask you to bear in mind that my survey will not dtatistically valid unless | get a sufficiently hig

response rate.

I would like to thank you for taking the time toakthis letter. Regardless of whether you choose to
participate or not, please let me know if you wolitlé a summary of my survey findings by contacting
me at: annegret.jennewein@reutlingen-universitpd@nnegret.jennewein2@mail.dcu.ie.

Yours faithfully,

Annegret Jennewein
DCU/ESB doctoral student
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| Introduction to the survey

This survey asks for your views about what makesldes effective and should take no more than 20

minutes to complete. The value of my results depeod achieving a sufficient number of fully

completed questionnaires, so please do your beghgwer all the questions. | greatly appreciater you

help. Thank you for taking the time to complete sbevey.

| Section 1

Leader Behaviour

Below are several behaviours and characteristasddin be used to describe leaders. Each behawiour

characteristic is accompanied by a short definitmelarify its meaning. Please use the followicgls

to rate how you feel each of these reflects behasiand characteristics of an effective leader.

~NOoO O~ WN P

This behaviour or characteristiceatly inhibits a person from being an effective leader.
This behaviour or characterissomewhat inhibitsa person from being an effective leader.
This behaviour or characterisstightly inhibits a person from being an effective leader.
This behaviour or characteristias no impacton whether a person is an effective leader.
This behaviour or characteristiontributes slightly to a person being an effective leader.
This behaviour or characteristiontributes somewhatto a person being an effective leader.
This behaviour or characteristiontributes greatly to a person being an effective leader.

1 5 6 7
1-1. Administratively skilled
Is able to plan, organize, coordinate andE| [ [ [ [
control work of large numbers (over 75)
of individuals
1-2. Communicative [] [] [] [] []
Communicates with others frequently
1-3. Confidence builder
Instills others with confidence by [ [ [ [ [
showing confidence in them
1-4. Coordinator
Integrates and manages work |of [ [ [ [ [
subordinates
1-5. Decisive ] [] [] ] ]
Makes decisions firmly and quickly
1-6. Dependable [] [] [] [] []
Is reliable
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1-7. Dynamic
Is highly involved, energetic, enthuse

motivated

d, [

1-8. Effective bargainer
Is able to negotiate effectively, able
make transactions with others

favourable terms

IOD

DN

1-9. Encouraging
Gives courage, confidence or ho

through reassuring and advising

pe [

1-10. Excellence oriented
Strives for excellence in performance

self and subordinates

1-11. Foresight
Anticipates possible future events

1-12. Honest
Speaks and acts truthfully

1-13. Informed

Is knowledgeable; aware of informatior

1-14. Intelligent

Is smart, learns and understands easily

1-15. Just

Acts according to what is right or fair

1-16. Motivational

Stimulates others to put forth effor

tSD

above and beyond the call of duty and

make personal sacrifices

1-17. Motive arouser

Mobilizes and activates followers

[

1-18. Plans Ahead

Anticipates and prepares in advance

1-19. Positive

Is generally optimistic and confident
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1-20. Team Builder
Is able to induce group members to work [ [ L] [ Ll L]
together

1-21. Trustworthy
Deserves trust, can be believed andD [] [] L] [] ] ]

relied upon to keep his/her word
1-22. Win/Win Problem Solver
Is able to identify solutions which satisfy [ [ [ [ [ [ [

individuals with diverse and conflicting

interests

| Section 2 Relatedness of attributes |

Below you will find a list of attributes presentéd pairs. Please indicate how related you thinkheac
attribute-pair is using a scale ranging from “nbakl related” to “highly related”. There is no higor

wrong answer. Just tick what first comes to mind.

Not at

all Slightly Un— Quite Highly

related related | decided | related | related
2-01. motive arouser — dynamic [l ] L] L] L]
2-02.  dynamic — trustworthy ] ] ] L] ]
2-03.  trustworthy — motivational ] ] ] L] L]
2-04. motivational — intelligent O ] ] ] L]
2-05. intelligent — excellence oriented ] ] ] ] ]
2-06. excellence oriented — decisive ] ] ] ] ]
2-07.  decisive — motive arouser ] L] ] ] ]
2-08. team builder — dynamic O ] ] ] ]
2-09. informed — trustworthy O ] ] ] ]
2-10. confidence builder — motivational ] ] ] ] ]
2-11.  motive arouser — trustworthy [l ] L] L] L]
2-12.  dynamic — motivational ] ] ] L] ]
2-13.  trustworthy — intelligent ] ] ] L] ]
2-14. motivational — excellence oriented ! [] ] ] ] ]
2-15. intelligent — decisive ] ] ] L] ]
2-16.  excellence oriented — team builder;  [] ] ] ] ]
2-17.  decisive — team builder ] ] ] ] ]
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Not at

all Slightly Un— Quite Highly
related related | decided | related | related
2-18. team builder — motive arouser L] L] L] ] L]
2-19. informed — dynamic O ] ] ] ]
2-20.  confidence builder — trustworthy ] ] ] ] L]
2-21. motive arouser — motivational ] L] ] ] ]
2-22.  dynamic — intelligent ] ] ] ] ]
2-23.  trustworthy — excellence oriented ] ] ] ] ]
2-24.  motivational — decisive ] ] ] ] ]
2-25. intelligent — team builder ] ] ] L] L]
2-26.  excellence oriented — informed L] L] L] ] L]
2-27.  decisive — informed ] ] ] ] L]
2-28. team builder — confidence builder ] ] ] ] ]
2-29. informed — motive arouser ] L] L] ] L]
2-30. confidence builder — dynamic ] ] L] L] L]
2-31. motive arouser — intelligent ] ] L] ] L]
2-32.  dynamic — excellence oriented ] ] ] ] ]
2-33.  trustworthy — decisive ] ] ] ] ]
2-34. motivational — team builder ] L] ] ] ]
2-35. intelligent — informed ] ] ] ] ]
f)uBil?jér excellence oriented confidence [ [ [ [ [
2-37.  decisive — confidence builder ] L] ] ] ]
2-38.  team builder — informed ] ] ] ] ]
2-39. informed — confidence builder L] L] L] ] L]
2-40.  confidence builder — motive arouser [ ] ] L] L] ]
2-41. motive arouser — excellence oriented [] ] ] ] ]
2-42.  dynamic — decisive ] ] ] L] ]
2-43.  trustworthy — team builder ] ] ] L] L]
2-44.  motivational — informed ] ] ] ] L]
2-45.  intelligent — confidence builder ] L] ] ] ]
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| Section 3 Demographic Questions

A. Questions about your personal background

3-1.
3-2.
3-3.

3-4.

3-9.

How old are you? years
What is your gender? [ ] Male[ ] Female
What is your nationality?

What country were you born in?

What country are you currently living and wiokin? [] France ] Germany

How long have you lived in the country wheoaigurrently live? years months
Besides your country of birth, how many otbeuntries have you lived in for longer than one
year? countries (if 0, continue with questiohB below.)

Please list the countries that you have lined

In which of these countries have you worked?

B. Questions about your family background

3-10.

3-11.

3-12.

What country was your mother born in?

What country was your father born in?

What language(s) were spoken in your homenwbe were a child?

C. Questions about your work background

3-13. How many years of full-time work experien@g@you had? _ years _ months
3-14. How many years have you been in a leadesgfiion? years months
3-15. How long have you worked for your current égpr? years months
3-16. Have you ever worked for other multinatioo@lporations than your current one?
[]Yes [ ]No

3-18. How many people work in the subunit of thgamisation you lead? people
3-19. Please tick the hierarchical levels whictsexi3-20. Please tick the hierarchical level which best
in your company: describes your job level:

[] Top Management (board level) [] Top Management (board level)

[] Senior Management [] Senior Management

[ ] Middle Management [ ] Middle Management

L] Front line Management L] Front line Management

] Non-manager ] Non-manager
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3-21. Please indicate the kind of work done prifgdoy the unit you manage:
[ ] Administration
[] Engineering, manufacturing or production
[] Finance or accounting
[] Human resource management or personnel management
[ ] Marketing
] Planning
] Purchasing
[ ] Research and development
[ ] Sales
[] Support services (e.g. plant and equipment madmics)
[] Other (please specify)

D. Questions about your educational background

3-22  Please tick which of the following qualifiaatis you have? Please specify also the discipline.

L] Apprenticeship, or its equivalent (discipline):

[] Bachelor degree, or its equivalent (discipline):

[] Master degree, or its equivalent (discipline):

[] PhD, or its equivalent (discipline):

[] Other, please specify (discipline):

E. Questions about your organisation

3-23.  In which sector is your company located?
[] Automotive sector
[] Financial services sector

[] Other, please specify

3-24. How large is your organisatiorj?3-25.  What is your company’s ownership?

[] 1-9 employees [] French owned
[] 10-49 employees [ ] German owned
[ ] 50-249 employees [] Other, please specify

[] 250-499 employees
[] 500-999 employees
[] 1,000 employees and more|

3-26. What language(s) do you use at work?
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Following on from the above | wish to carry out amber of interviews with German/ French
(expatriate) managers and respectively with subatds to discuss the aspects of this questionimaire

greater detail. All interviews will be carried dotGerman/ French.

Please indicate whether you would be willing totiggrate so that | can contact you to make an
appointment that will best suit you. The intervieil take no more than an hour of your time andl wil
be arranged at your convenience. The information poovide will be treated in the strictest of

confidence and will be referred to only in an amoowus form in any publication.

] Yes | am willing to participate

Name:

Email:

Contact telephone number:

] No, I am unwilling to participate

This concludes the questionnaire. | truly appreciat your willingness to complete thig
guestionnaire, and to assist in this research prog. | will keep all your answers confidential.

Annegret Jennewein annegret.jennewein@reutlingen-university.de
annegret.jennewein2@mail.dcu.ie
Mobile: +49 (0) 176 60 02 55 69

If you wish to share any additional comments pleasase the space below.
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APPENDIX C

English version of the supervisors’ cover letteickihwas sent to companies as

an attachment of the contact emails.

@LSB

DCU BUSINESS SCHOOL

Dr. Edel Conway Prof. Dr. Niamh O’Mahony
edel.conway@dcu.ie niamh.omahony@reutlingen-university.de

Reutlingen, 15" June 2009

Dear Sir/Madam,

Ms. Annegret Jennewein is a doctoral student of Business Studies of Dublin City University, Ireland
and is being jointly supervised by us, Dr. Edel Conway of DCU and Prof. Dr. Niamh O'Mahony, ESB
Business School, Reutlingen University, Germany. Her doctoral research looks at the link between
perceptions of leadership and national culture among managers and their subordinates, in France and
in Germany.

A statistical survey and personal interviews will form the core of her research. We would be most
grateful if you could take some time out of your busy schedule to assist Ms. Jennewein 1n her research.
Please be rest assured that all data provided by you will be treated in the strictest of confidence, will
not be divulged to third parties, and will only be published in an anonymous and aggregated form.

Many thanks in anticipation of your assistance.

Yours faithfully,
e ary M“""L 0 'Vg~ :
Dr. Edel Conway Prof. Dr. Niamh O’Mahony
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APPENDIX D

Cover letter which was sent as an attachment ofcthr@act emails to all

companies in the VIMA company network.

@LrsSB

BUSINESS SCHOOL

Hochschule Reutlingen = Alteburgstraie 150 « 72742 Reutlingen

Brief an alle V..M.A Mitglieder

Unterstiitzung unserer DCU/ESB-Doktorandin bei ihrer Studie

Sehr geehrte V..M.A-Mitglieder, 06.11.2008

Annegret Jennewein, die im gemeinsamen Doktorandenprogramm unserer
jrischen Partnerhochschule, Dublin City University, und bei uns an der ESB  seite1voni
Business School promoviert, ist derzeit mit der Suche nach Teilnehmern fiir Ihre
Stichprobe beschéftigt. Dabei mdchte ich sie gerne unterstiitzen und Sie als  erof. Dr, Ottmar Schnack
Mitglied im Verein zur Forderung der internationalen Managementausbildung  Dekan
dazu ermuntern, gleiches zu tun. Somit kinnen Sie zu einem wesentlichen Teil  £s8 Business School Reutlingsn
der Arbeit von Frau Jennewein beitragen, deren Einreichung Ende 2010 geplant
ist. T, +49 (0)7121 271-3000

F. +48 (0)7121 271-3009
Die Forderung der Forschung unserer Doktoranden ist uns ein wichtiges
Anliegen, insbesondere auch im Hinblick auf den weiteren Ausbau unserer  attmarschnesk@reutlingen-universitide
Studienangebote im postgraduierten Bereich, durch den wir eine weitere dekanesb@mutingen-univemsityde
gemeinsame Schnittstelle zwischen Theorie und Praxis schaffen méchten.

Fur ihre Arbeit, die das Thema der Wahrnehmung von Fiihrungsverhatten im
kulturellen Vergleich behandelt, winscht Frau lennewein Zugang zu
Fihrungskréaften und Mitarbeitern, die in Unternehmen mit Hauptsitz in
Deutschiand tatig sind und gegebenenfalls auch iiber eine Tochtergesellschaft
in Frankreich verflgen. Sollten Sie an der Studie und an einer Teilnahme
interessiert sein, wlrde ich Sie bitten, sich direkt mit Frau Jennewein in
Verbindung Fu getzen.

lch danke If_mén herzlich im Voraug/far Ihre Unterstitzung.

Mit freun?(ichen Griifen

%% | Hochschule Reutlingen
Reutlingen University

===

— —
e, —  P— ——
R — —— e

Alteburgstrafle 150« 72762 Reutlingen « Deutschland « T. +49 (0)7121 271-0 - F. +4% (017121 271-1101 » www.reutlingen-university.de
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APPENDIX E

Table A.9.3: Interview Schedules for Employee Interviews

Section 1: Introduction (all employees)

What is your job title and the title of the orgaatisnal function you are in?
How long have you been employed in this role?

Where were you employed previously?

How many years have you been working with yourentrdirect superior?

Section 2: Leadership in general (all employees)

How would you describe effective leadership in aibess context? Give adjectives
and/or attributes!

Give examples of effective French/German leaders!
What, in your opinion, makes them effective?

Section 3: Leadership within your company (all empdyees)

How would you define effective leadership withinuycompany?

Do you know of any leadership principles and/oiige$ which are promoted within
your company?

Section 7: Relationship between manager and subortite (employees with
domestic manager)

How would you describe your superior’s leaderskye®

Comparing the styles of the German superiors yoe had in the past, are there
elements in their leadership styles which are reci?

Can you tell me how important decisions are mad@ur department?

If you are consulted by your superior to what ektémyou think your opinion is of
importance to him/her?

Regarding communication, can you tell me, e.g.

(1) how your superior communicates important deais?

(2) what your superior’s feedback policy is? Ddsetthe way personal feedback is
given!

How useful is this feedback for you to develop withour department and your
career?

How does your superior delegate work?

How do you communicate with your superior when yeed his/ her advice or input

~NJ
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Table A.3 continued

Section 7: Relationship between manager and suborthte (employees with
domestic manager)

Do you have regular meetings within your departrpent

For what reasons are there departmental meetings?

How are these meetings organised? Describe a typmegting-structure!

Is there an agenda?

What role does your superior play during these mgst

What does your superior do to promote good anct&ferelationships with you?

Do you think that there is anything that your sugeshould do in addition to promot
good and effective relationships with you?

Do you feel that your current superior correspaiedgour perception of what is an
effective leader?

If yes, why?

If not, why not?

4%

Section 7: Relationship between leader and subordate (employees with
expatriate manager)

How would you describe your superior’s leaderskye®

If your previous superior was of German/ Frenchiorelity:
Have you seen differences in leadership style betweur current French/ German
superior and your previous German/ French one(s)?

Has your superior adapted or changed his/ her siryte taking up his/ her current
position?

Can you tell me how important decisions are mad@ur department?

If you are consulted by your superior to what ektémyou think your opinion is of
importance to him/her?

In which language do you communicate with your sigp@

What was your French/ German superior's Germamidfréanguage level at the
beginning of his/ her secondment?
Has this changed since then?

Regarding communication, can you tell me, e.g.

(1) how your superior communicates important deais?

(2) what your superior’s feedback policy is? Ddserthe way personal feedback is
given!

How useful is this feedback for you to develop withour department and your
career?
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Table A.3 continued

Section 7: Relationship between leader and subordate (employees with
expatriate manager)

How does your superior delegate work?
How do you communicate with your superior when geed his/ her advice or input?

Do you have regular meetings within your departrpent

For what reasons are there departmental meetings?

How are these meetings organised? Describe a typegting-structure!
Is there an agenda?

What role does your superior play during these mgst

What does your superior do to promote good/ effeatelationships with you?

Do you think that there is anything that your sugreshould do in addition to promot
good and effective relationships with you?

4%

Do you think you relate differently to your Frenc@erman superior than you would
relate to a German/ French superior?

Do you feel that your current superior correspaedgur perception of what is an
effective leader?

Section 9: Domestic employee with expatriate manage

What were your first impressions about your Freri@g/man superior?
Have they changed since then?

D
o

Have you experienced situations in which your Fnén@erman superior behave
different than you expected and you felt uncomfagavith this behaviour?

Do you feel that differences exist in for examgie &approach to work, the way pf
working, etc. between Germans and French?

What advice would you give to French/ German exgi@s in leading positions in
Germany/ France? How to behave, which mistakesadama

Based on your experience with working with your riet® German superior, how
would you design best a training for subordinateskimg with a French/ German
superior?

If your company had offered a training to you iemaration for your French/ German
superior, would you have participated?
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Table A.9.4: Interview Schedules for Manager Interviews

Section 1: Introduction (all managers)

What is your job title and the title of the orgaatisnal function you are in?
How long have you been employed in this role?

Where were you employed previously?

Section 2: Leadership in general (all managers)

How would you describe effective leadership in aibess context? Give adjectives
and/or attributes!

Give examples of effective German/French leaders!
What, in your opinion, makes them effective?

Section 2: Additional questions for expatriate mangers

Do you see any differences in the German and Frefiehtive leaders you have
named?

Do you see any similarities or differences betwleadership in Germany and in
France?

Section 3: Leadership within your company (all mangers)

How would you define effective leadership withinuycompany?

Are there any leadership principles and/or poliewsch are promoted within your
company?

Section 3: Additional question for expatriate managrs

Do you feel that differences between those priesiph Germany and in France exis

Section 4: Leadership training within the company &ll managers)

Have you completed any structured leadership trginr programmes in your caree
to date? Please describe.

Were these training programmes of practical us@t?

Section 5: Intercultural training within the company (all managers)

Did any aspect of your training focus on interctdticompetence?
Does intercultural competence play a role in yobr?]

What is your company’s attitude towards intercwdtwompetence?
Do you feel that intercultural competence shouldds¢ered within your company?

How useful do you think intercultural training is general?
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Table A.4 continued

Section 5: Additional question for expatriate managrs

Within your company, does the necessity of intdtral training depend on th
country where someone will be sent to as expa®iate

Section 6: Degree of exposure to other cultures (deestic managers)

Have you always worked in Germany/France?
If yes, finish this section here

Where and how long did you work abroad?

Were you sent by a German/French company as eajgatni did you apply directly tg
the foreign company?

What was/ were your position/s?

If you held a leading position abroad, were youegbted as a leader by your foreign
subordinates?

Did you experience any differences in, for examgsle,approach to work, the way of
working, etc. during your time abroad?

What lessons from your previous work experienceathdo you draw on today in
your current position?

Section 6: Degree of exposure to other cultures (eatriate managers)

Have you ever worked in Germany/France?

Besides France/Germany, did you ever work abroad?
If yes, where and how lond@ontinue with questions  within this section)
If no, why not?finish this section here)

Were you sent by a German/French company as eajgatni did you apply directly tg
the foreign company?

What was/ were your position/s?

If you held a leading position abroad, were youegbted as a leader by your foreign
subordinates?

Did you experience any differences in for examp&dpproach to work, the way of
working, etc. during your time abroad?

What lessons from your previous work experienceathdo you draw on today in
your current position?
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Table A.4 continued

Section 7: Relationship between leader and subordate (domestic managers)

Are any of your subordinates non-German/non-French?

How would you describe your leadership style?
Are there elements you would describe as being#lyi German/French?

When making important decisions, how do you pro@eed
If you consult your subordinates to what exterthir opinion of importance to you
decision making?

Regarding communication, can you tell me, e.g.
(1) how you communicate important decisions?
(2) how you communicate personal feedback?

What is your company’s preferred feedback policy?
Is your preferred feedback policy different fromuyaompany’s preferred feedba
policy?

How do you delegate work?

How do your subordinates communicate with you whesy need your advice (
input?

Do you have regular meetings within your departrpent

For what reasons are there departmental meetings?

How are these meetings organised? Describe a typeeting-structure!
Is there an agenda?

What role do you play during these meetings?

What do you do to promote good and effective retethips with your subordinates?

Do you feel that you are accepted and respectadesler within your department?
If yes, how can you tell this?
How long did it take you to be accepted as a leadgour current position?
Could you specify the event when you felt "now tlaegept me”
If no, what might be possible explanations why tkisurrently not the case?

Is it important to you to be accepted as a lead#hinvour department?
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Table A.4 continued

Section 7: Relationship between leader and subordate (expatriate managers)

Are any of your subordinates non-German/non-French?

How would you describe your leadership style?
Are there elements you would describe as being#iyi German/French?

Have you ever faced differences with your Frenchi@e subordinates, which you
could trace back to your probably German/Frenclu@miced leadership style?

Did you feel it is/ was necessary to adapt or ceayayr style since you have been i
France/Germany?

When making important decisions concerning youradipent, how do you proceed!
If you consult your subordinates to what exterih&r opinion of importance to your
decision making?

In which language do you communicate with your sdivates?

Regarding communication, can you tell me, e.g.
(1) how you communicate important decisions coriogrgour department?
(2) how you communicate personal feedback?

What is your company’s preferred feedback policy?
Is your preferred feedback policy different fromuy@ompany’s preferred feedback
policy?

How do you delegate work?

How do your subordinates communicate with you wifiety need your advice or
input?

Do you have regular meetings within your departrent

For what reasons are there departmental meetings?

How are these meetings organised? Describe a typeeting-structure!
Is there an agenda?

What role do you play during these meetings?

What do you do to promote good/ effective relatiops with your subordinates?

Do you feel that you are accepted and respectadesler within your department?
If yes, how can you tell this?
How long did it take you to be accepted as a leadgourcurrent position?
Could you specify the event when you felt "now tlaegept me”
If no, what might be possible explanations why tkisurrently not the case?

Is it important to you to be accepted as a lead#hinvwour department?
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Table A.4 continued

Section 7: Relationship between leader and subordate (expatriate managers) —+
continued

Do you think your French/German subordinates ratatou differently than to a
French/German superior?

Section 8: Expatriate in host country

What was the reason why you were sent to Franceli&@wer?
Have you ever lived or worked in France/Germanyiest

How long is your secondment for?

What was your personal reason to accept the jéloance/Germany?

Which personal qualities and which competencesadotlyink are necessary to be
successful in your position in France/Germany?

Are these different from what you would need iroeparable position in
Germany/France?

What was your French/German language level befamarg to France/Germany?
Did your company support you to prepare your segwrd in France/Germany?
Questions to be answered in a business context:

What have been your first impressions in Francet@ey?

Have they changed since then?

Have you experienced situations in which you betidke in Germany/France and
you felt that this behaviour was not suitable?

Do you think it is necessary to adapt to a foraighure when living and working
there?

To what extent do you feel integrated into Frendnfzan life?

Do you feel that differences exist in for examgle approach to work, the way of
working, etc. between Germans and French?

What components should a training programme fon@aerFrench expatriates in
leading positions in France/Germany have, basegonexperience so far?

If your company had offered such a training to ywauld you have participated?
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