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ABSTRACT 

With the rapid globalization of business enterprises, corporate leaders are increasingly 

required to work in cultures with which they are not familiar, or with employees from different 

societal, politicai, industrial, and organizational cultures. The culture-based Literature in large 

part suggests that the expectations of those who assess a leader's effectiveness will probably Vary 

as the result of the cultural influences to which they have been exposed from childhood onward. 

This study considers the opposite hypothesis: that there may be a leadership profile that is 

commonly effective across al1 business organizations. 

Based on a significant number of empirical studies, leadership scholars such as Bass 

(1997) and House and Aditya (1997) have proposed that one style of leadership, generally cailed 

"ch~smatic", might be universal. To date, however, they have not had the theoretical and 

methodological tools necessary to investigate fully whether charismatic leadership is indeed a 

universaily effective paradigm. 

This dissertation develops two conceptual models to assist in explonng the universality of 

a chansmatic leadership profile. F i t ,  an interactive, cultural systerns-based leadership model is 

developed to demonstrate the cultural dimensions that must be included in the design of a 

rigorous analysis of universality. The systems include a range of societal cultures, different 

political-economic systems, distinct industry cultures, and diverse organizational cultures. The 

second model presents a taxonomy of psychologicaUy complex universds for the purpose of 

testing the universality of constructs. They range £tom 'biform universals", which are the most 

restrictive in temu of equivalence, through "fùnctional universals', to 'tarifonn universals", the 



most relaxed category. It is hypothesized that the variform universal category is the most 

suitable for cross-cultural leadership studîes. This taxonomy is then operationalized for the 

subsequent analyses in this study and for hiture research. 

Using leadership data fiom eight countries frorn the Global Leadership and 

Organhational EEectiveness project, a pan-cultuml charismatic model was developed using 

exploratory principal cornponents analysis. This model was then tested for three categories of 

univenality using LISREL multi-sample confirmatory factor analysis on two groups of 

countries. The results of this study indicate that there is a profile of charismatic attributes and 

behaviours that transcends cultural boundaries. The three constmcts of this profile include 

"motivational", "strong vision", and "planning". This leadership model is both consistent 

psychomeûicaliy as a varifonn universal across all cultures and universally effective. 

It is concluded from this analysis that there is a foundational charismatic leadership 

profüe that fulfills some of the core expectations that all organizational personnel have of their 

leaders, and that this profile is not subject to significant cultural modifications. At least some 

charismatic leadership constmcts, which might be a subset of a larger profile, do form a robust 

universal leadership paradigm. It is argued that this finding does not minimize the requirement 

for culture-specific analysis in creating a composite profile of a leader in various cultural 

enviromnents; rather, both research streams are necessary complements in cross-cultural 

leadership research. Neither focus should be down-played in the quest for determinhg what 

attributes help to create effective organizational leaders. 
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INTRODUCTION 

As Triandis (1994: 108) observed: " ... aîmost every phenomenon has both 

universal and culture-specific aspects. It is the task of cross-cultural organizational 

psychology to sort out the universal fkom the culture-specific in the case of behaviours 

in organizations." The crucial research question for this study is whether a 

convergence in leadership styles has occurred, and more particularly whether 

charismatic leadership is now a universai phenomenon. Following the general theme 

of the leadership literature during this century, the second but interrelated research 

question is whether charismatic leadership, if universal, is globally effective in 

business organizations. 

The Search for a Univemai Leadership Paradigm 

With the ongoing globalization of the world's marketplace, there has 

been a shifi from supplying overseas markets fkom a domestic base to establishing 

subsidiaries in numerots countries, acquiring or merging with foreign fimis, or 

estabiishing international joint ventures. The resultant confusion and dislocation 

created by the transition process requires a special type of leader - one with a strong 

vision, excellent motivational shills, and a keen ability to plan for the present and the 

future. To aid in the stafnng process for senior executive positions in these faAung 

corporate empires, a cadre of senior executives is increasingly used to staff the foreign 

opedom, often rotating ammg jobs at fiequent intervals (Barttett and Ghoshal, 

1993), a policy known as geocentric staffkg (Walker, 1992). 



To enhance their leadership skills 

undergo some level of sensitivity training 

sorne language training prior to the foreign 

However, among most business echelons, 

2 

for a foreign location, managers usually 

to local culturai differences and perhaps 

postings (Kim and Orfori-Daukwa, 1995). 

the= is SM a basic assumption that the 

attributes and behaviours that have made a manager successfûl in one country will 

allow the manager to be equally effective in another. Unfortunately, there is oniy 

marginal substantiation for this premise in the leadership Literatwe (Bass. 1997; 

House, 1992; House and Aditya, 1997). Much more rigorous research into cross- 

cuiturally effective leadership styles needs to be undertaken before this assumption 

can be verified (Triandis, 1994). This plea from Triandis provides the motivation for 

this dissertation. 

The leadership paradigm that holds the most promise for being universally 

effective has been altematively referred to as "charismatic" (Conger and Kanungo, 

1987; House, 1977,1992). "transfonnati~nal'~ (Bass, 1985, 1997; Tichy and Devaana, 

1986), "visionary" (Sashkin, 1988), "inspirational" (Bennis and Nanus, 1985), and 

most recently "neocharismatic" (House and Aditya, 1997). Regardless of which 

rubric one prefers, it is argued in this dissertation that all of these theones generally 

contain the same features. which togethet are most logically called bbcharismatic"7 

based on the historicai development of the consmict. The charismatic leader's profile 

includes a powerful and compellhg vision, strong motive arousal among subordhates, 

and creation of high levels of seifdefinition, seif-esteem, and self-worth arnong the 

followers (House, 1992; Shamir7 House, and Arthur, 1993). 
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From a Western perspective, the current conception of charismatic leadership 

is a veritable cornucopia of positive attributes and influence techniques, but do these 

traits and behaviours transcend cultural boundaries? To M y  investigate this question, 

it is first necessary to estabhsh the parameten for a ngorous crosscultural and cross- 

national cornparison. Organizational leaders and their subordinates are subject to 

several generic types of cultural "systems" that, in some way, predispose them to 

certain patterns of behaviour. However, the cross-cultural iiterature has tended to 

focus on only one or two of these influence systems, rather than exploring the range of 

cultural systems. 

As suggested by numerous researchers, societal, or ethnic, culture is one of the 

prirnary determinants of leadership behaviour and its perceived effectiveness (Ader, 

Doktor, and Redding, 1986; Hofstede, 1980; Yukl, 1989). Within a business context, 

however, there are other influences that dso determine whether a leader will be 

effective. Child (1981) and Tayeb (1988) argued that there are national variables such 

as political-economic and regulatory barriers that may be equaiiy as powemil as 

socieial culture. It has also been determined that firms within a given industry tend to 

share behaviod norms particular to themselves. From the perspective of the 

organization itself, Kluckhohn and S trodtbeck (196 1) and Schein ( 1985) have argued 

forcefully that each organizaîion c m  develop its own set of n o m  and values that may 

ovemde, or at least moderate, the effects of societal and industry cultures on 

managerial practices. 

AU four cultural systems - societai, political-econornic, industrial, and 

organizational - are integrated into a holistic research mode1 in this dissertation. It is 
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argued that each of these systems must be explicitly included in the cross-national 

samples when the universality of leadership constnicts is king investigated. This 

mode1 then forms the rationale for the selection of the data sets that are used in the 

subsequent analysis of charismatic leadership as a universaMy consistent aad effective 

Before anempting to establish whether there are universally effective 

leadership constructs, it is first imperative to defme the concept of universality. The 

lack of a clear defdtion has bedeviled many researchers, and it has produced 

unnecessary disagreement conceming the claims that a given behaviour or constnict 

may be universal. The starting premise is that universality may indeed mean different 

things. From a purely statistical perspective, one interpretation is that all  correlations 

and covariances have to be exactly the same (Singh, 1995). An equaily valid 

proposition for crosscultural studies is that cultural differences will undeniably alter 

the expression of a concept and, consequently, some latitude should be ailowed for 

measuring their equality. Based generally on Jaynes and Bressler's (197 1) categories 

of biological universals, a typology of three complex universals is developed 

conceptually. The three categories, consisting of uniform, functional, and variform 

universals, are then operationalized using the LISREL multi-group c o ~ a t o r y  factor 

analysis sub-programs. 

Based on the theory and models presented in the k t  part of this dissertation, 

the original research is then presented. The fundamental tasks are to create a 

charismatic leadership mode1 for evaluation, to test it for integrity of the constructs 
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across distinct national samples, and fmally to assess the universal effectiveness of the 

constnicts. 

Layout of the Chapters 

Chapter 1 provides a chronological review of the evolving concept of 

leadership, including the theoretical schools that have dominated the quest for an 

effective leadership paradigm. It is argued that the charismatic leadership theory 

provides a synthesis of the earlier theories and that, based on the reported results of 

several leading researchers, this leadership style holds the most promise for king 

universally applicable. To reinforce this premise, the current charismatic leadership 

paradigm is compared with French and Raven's (1959) typology of power and 

influence, and the "dark side" of charisma is debunked. 

Chapter 2 studies the research themes and problems that enliven the cross- 

cultural iiterature. It is demonstrated bat, despite the trend toward convergence 

among business organizations, academic researchers have yet to create a holistic 

cross-cultural fiamework for assessing the universality of management practices. A 

crosscultural research model is proposed to integrate the four primary cultural 

systems identined in the literature - societal, politicaleconomic, industrial, and 

org anizational. 

Chapter 3 tackles the complex issue of what ''universality" actualiy means. A 

typoIogy of ihree categork is developed to allow a range of definitions that include 

the most saingent nquirements and two more relaxed categories that would be more 

suitable for cross-cultural andysis. From the most rigorous to the most relaxed 
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interpretations, the categones include uniform, fwictional, and varifonn universals. It 

is hypothesized that uniform and functional universals will not be found in cross- 

cultural studies of chaismatic leadership, but that variforni universals will exist. 

Chapter 4 presents the meîhodology and results of this exploratory shidy. 

Based on survey data fiom the Global Leadership and Organizational Behavior 

Effktiveness (GLOBE) study of eight very diverse countries, a chaismatic leadership 

model is developed using exploratory principal components analysis with OBLIMIN 

rotation. This model is then tested for the categories of universality using LISREL 

rnulti-group confirmatory factor malysis with the data from a group of four countries, 

and then replicated using the data h m  a different group of three countries. Finaliy, 

the tbee constructs that form the chaismatic leadership mode1 are exarnined for their 

universal effectiveness. 

Chapter 5 presents a discussion and evaluation of the results. M e r  an 

evaluation of the empincal results, the limitations of the study are discussed. The 

theoretical, methodological, empirical, and practitionersrîented contributions of the 

dissertation are then considered. Fmally, future research activities that flow fiom this 

study are proposed. 



CaAPTER 1 

CHARISIMATIC LEADERSHIP IN CORPORATE CONTEXT 

Introduction 

The study of leadership has been a perennial favourite in a wide range of social 

sciences, including theology, anthropology, psychology, sociology, miliiary studies, and 

business. In an attempt to capture the underlying constnict of leadership, several thematic 

approaches have been developed, notably the traits of leaders, leadership behaviours, 

relations beiween leaders and those they lead, contingency influences on leadership, and 

haUy more comprehensive theories based on chansmatic leadership (Bass, 1985; Blake 

and Mouton, 1964; Fieder, 1967; Fiedler and House, 1988; House and Aditya, 1997; 

House and Mitchell, 1974). What has emerged is a lack of consensus on what leadership, 

in a non-contextual setting, actuaüy is. As Bennis (1959) sumnarized so poignantly: 

"probably more has been written and less is known about leadership than any other topic 

in the behavioural sciences" (ci. Knights and Morgan, 1992: 17 1-172). 

In StogdilI's influentid Hmdbook Of Leadership, - he contended that "there are 

ahost as many dBerent definitions of leadership as there are persons who have attempted 

to define the concept" (Stogdill, 1974: 7). The numerous definitions and conceptions of 

leadership in the fiteranire have been reviewed by seveml pre-eminent researchers, notably 

Bass (1960, Carter (1953), Giib (1954, 1969)' and Yukl (1981). One of the most 

thorough surveys was conducted by St0gdiI.I (19'741, who classined the definîtions 

therniitically, resdting in the following categones of leadership definitions 

1. leadership as a focus of group processes, 



2. leadership as personality and its effcas, 

3. leadership as the art of inducing compliance, 

4. leadership as the exercise of inauence, 

5. leadership as act or behavbur, 

6. leadership as a form of persuasion, 

7. leadership as a power relation, 

8. leadership as an instrument of goal achievement, 

9. leadership as an effect of interaction, 

10. leadership as a differentiated role, and 

1 1. leadership as the initiation of structure. 

Definitions of leadership usualiy have as a common denominator the assumption 

that it is a group phenornenon involving the interaction between two or more persons 

(Yukl, 1981). As we s h d  see frorn some of the contingency theories discussed later in 

this chapter, some researchers have focused on the leader-subordinate diad, while others 

have viewed leadership in the group context. Most definitions of leadership also rdect 

the assumption that it involves an influence process whereby the leader exerts intentional 

influence over followers. For example, Katz and Kahn (1978: 528) deflned leadership as 

"the influentid hcrernent over and above mechanid compliance with the routine 

directives of the orffdnization." hdeed, some authors have argued that idluence over 

followers is the very essence of leadership (YukI, 1981). The other common component 

of many definitions of leadership is that the innuence is used to achieve the goal or goals 
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of the leader, as expressed in the following representative dehition: Leadership is 

"interpersonal idluence, exercised in a situation, and directed, through the communication 

proces, toward the anainment of a specined goal or goals" (Tamenbaum, Weschler, and 

Massarik, 1961: 24). However, these two common dimensions - interaction between a 

leader and subordbates and intentional influence to achieve the leader's goal - appear to 

be the ody consistent assumptiom arnong the numerous definitions that colour the 

literature (Yukl, 198 1). 

Whiie there is no one overarching definition of leadership which is universally 

accepted, Yukl (1989: 253) proposed the following dennition, which provides a 

suffcientiy broad scope to capture the various insights in the leadership literature: 

"...leadership is defined broadly ... to include iduencing task objectives, influencing 

cornmitment and cornpliance in task behavior to achieve these objectives, influencing 

group maintenance and identification, and Muencing the culture of an organization." An 

equally parsimonious and compelling defrnition was provided by the Global Leadership 

and ûrganizational Behavior Ef'fectiveness (GLOBE) research group: "...the ability of an 

individual to innuence, motivate, and enable others to contribute toward the effectiveness 

and success of the organization of which they are members" (GLDBE working paper, 

1 996). 

This chapter focuses on the conceptualization, the d e ,  and the operationalization 

of the c h a r i d c  leadership paradigm in business organizaiiom. As will be discussed, it 

is necessary to accept h m  the outset that the term "ch arismatc leadership" has numemus 

detractors because of historical emotional baggage that continues to Illik charisma with 
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sociaily undcsirable and historically destructive behaviours (Lindhoh, 1990; 

Mccleiland, 1970). However, cbarismatic leadership in its current conception porûays the 

positive social traits and behaviours that distinguish a true leader h m  those who are 

simply good managers. As will be argued in this chapter, in its broadest context, this 

charismatic leadership paradigm encompasses a comucopia of traits and behaviours that 

have been alternatively referred to as b'transfonnational" (Bass, 1985; Bums, L978), 

"visionary" (Kousnes and Posner, 1987; Saskin, 1988), "inspirationai" (Bennis and Nanus, 

1985; Nanus, 1992)' and simply as 'bcharismatic" (Conger and Kanungo, 1987; House, 

1977; House and Shamir, 1993). Taken coiiectively fiom the various researchers who 

have studied this phenomenon, the foilowing abridged list of charismatic amibutes 

(selected from House and Aditya, 1997: 440) epitomizes the 'heocharisamtic" leader: 

"...able to achieve extraordinary levefs of foîlower motivation, admiration, respect, tnist, 

comminnent, dedication, loyal ty, and performance.. .stress symbolic and emotionall y 

appeahg leader behaviors, such as visionary, M e  alignment. empowering, role 

modelIing, image building.. .and supportive behaviors.. . . [including 3 follower self-esteem, 

motive arousal and emotions, and identification with the leader's vision, values, and the 

collective.. ." 

This chapter follows the study of organizationai leadership in the research 

literature through the roughiy chronological themes that caphired the imaginations of the 

pre-eminent re~eacch b'schools" h m  the 1920s onward. By understanding how each 

theoretical school contnauted to a more holistic theory, we are better able to appreciate 

how neo-charismatic theory îs an inclusive paradîgm, As will be discussed, it is also 
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necessary to debunk some of the negative connotations associated with the word 

'%harisma", partidarly with respect to the highly ernotive sources and uses of power. 

Based on ernpincal support for the existence and sometirnes the effectiveness of bot& 

transformational and charismatic leadership in several countries, it is argued that the neo- 

charismaîic leadership paradigm is the most promising theory for cross-cultural research. 

The Trait Tbeory of Leadership 

Severai of the earliest theorists, drawing upon Galton's (1870) analysis of the 

backgrounds of great men, attempted to explain leadership as a function of biological 

supenority. Based on histoncal studies of 14 countries covering five to ten centuries, 

Woods (19 13) tautologicaily concluded that both kings and their brothers became men 

of power because of their geneology, shaping their countrîes in accordance with their 

abilities. Wigham (1931) proposed that survival of the fittest and intemarriage ammg 

members of the upper echelon of society produced an aristocratie class that was 

biologicdy different f b m  the lower classes. In a sirnilar conclusion supporthg the 

"great man" theory of leadership, Dowd (1936) maintained that the masses must be led 

by a superior few who possess different degrees of intelligence, energy and moral force 

than those whom they lead. 

Whiie the great man theory is interesthg as an hîstorical foomote. it also 

provided direction for the fkst empirical snidies of leadership. If, as suggested by the 

"great man" theory, leaders were gifted with superior qualities that differentiate them 

from their followers, then it should be possible to define rhese qualities. This premise 
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served as the basis for a rash of leadership studies, starhg in the 1920s. which came to 

be known as the "trait theory of leadership". 

in 1948, Stogdill surveyed 124 trait studies of leaders. Based on what he termed 

"positive evidence" nom 15 or more of the studies, he determined that the average 

person in a leadership position exceeded the average member of his' group in the 

foilowing aspects: intelligence, scholarsbip, dependability in exercising responsibilities, 

activity and social participation, and socioeconomic status (Stogdill, 1948). The items 

with the highest overall correlations with leadership, in order of magnitude, were 

onginality, popularity, sociability, judgernent, aggressiveness, desire to excel, humour, 

cooperativeness, iiveliness, and athletic ability. 

Based on the combined swey  results, Stogdill(1948) concluded that there were 

five factors that sma r i zed  the personal traits associated with leadership: 

1. Capacity: intelligence, alertness, verbal facility, originality, and judgement; 

2. Achievement: scholarship, knowledge, and athletic accomplishments; 

3. Responsibility: dependability, initiative, persistence, aggressiveness, self- 

confidence, and desire to excel; 

4. Participation: activity, sociability, cooperation, adaptability, and humour; and 

5. Stanis: socioeconomic position and popuiarity. 

A subsequent survey by Stogdill of 163 trait studies from 1948-1970 found virtually the 

same resdts (S togdill, 1974). 

The trait-based conception of leadership appeared to CO- the belief that 

' "He" or "'bis" will be used in this section to correspond with the focus at that tirne. 
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"leaders are born", rather than developed. The logical extension, employed extensively 

by the military establishment, was to develop a battery of personality tests to assess the 

leadership potential of military personnel for promotion. This procedure was also used 

to a lesser degree in other institutions. As a case in point, the following preamble was 

used by McCleliand in the early 1950s to introduce a senes of tests for coilege students 

to measure their achievement motivation: "These tests have been taken fiom a group of 

tests which were used to select people of high administrative capacity for positions in 

Washington during the last war. Thus, in addition to general intelligence, they bring out 

an individual's capacity to organize material, his ability to evaluate crucial situations 

quickly and accurately - in short, these tests demonstrate whether or not a person is 

suited to be a leader." (McClelland, 196 1: 40) 

At the end of World War 2, however, attitudes against the implicit elitism of 

inherent persoaality traits rapidly discredited the conception that leaders are bom. The 

focus of the academic community was also shifting for a more pragmatic reason. 

Stogdül's (1948) survey of trait studies had produced two major findings. The first, 

cited above, was that there were several factors that seemed to describe a leader's 

personality. The second was a strong suggestion that the qualities, characteristics, and 

skills required in a leader should bear some relationship to the situation in which he 

must function as the leader. In particular, he concluded that the personal characteristics 

of the leader must fit the charactenstics, activities, and goals of the followers. Stogdill 

himself lamented thaî this conclusion has "ken cited fiequently as evidence in support 

of the view that leadership is entireIy situational in ongin and that no personal 



characteristics are predictive of leadership." (Stogdill, 1974: 72) 

What the trait theorists of the era had not been able to confirm was any direct 

association between a leader's personal attributes and his effectiveness. Part of the 

problem was the lack of consistency in the researchers' theoretical assumptions, part 

was due to the extensive use of laboratory settings without any relevant situational 

context, and part was the result of ümited statistical techniques. As will be discussed 

later in this chapter, it was not until the 1980s that trait research re-emerged as an 

integral dimension in a broder, more interactive leadership paradigm. 

The BehavioW Schod of Leadership 

With the decline of the trait theory of leadership, several groups of researchers 

after the Second World War focused hstead on leaders' behaviom. Their guiding 

assmp tion was that it was interactive behaviours rather than leader' s static personality 

traits that determine the effective performance and satisfaction of his or her followers. 

In 1945, the Bureau of Business Research at Ohio State University developed a 

theoretical list of nine dimensions of leader behaviour, for which 150 behavioural items 

were developed. Mer  several field trials using their Leader Behavior Description 

Questionnaire, the number of items were reduced to 130. On the basis of respo~lses ?O this 

refined questionnaire, Halpin and Winer (1957) found the following four orthogonal 

factors that they concluded were representative of effective leadership behaviour: 

1. Consideration: Behaviour that indicates firiendslip, mutual trust, respect, and warmth. 

2. uiitiating Structure: Behaviour that defines relationships, des,  and channels of 



cornrnUZLication. 

3. Production Emphasis: Behaviour that motivates group activity by emphasizing the 

mission or job. 

4. Sensitivity: Sensitivity and awareness of social pressures and intemlationships both 

within and outside the organization. 

Hdpin and Winer mbsequently eliminated the last two factors on the basis that they 

accounted for only a small percentage of the cornmon variance, leaving "consideration" 

and "initiating structure" as the detining behavioural dimensions of the Ohio State studies. 

The University of Michigan Research Center was conducting similar studies a2 the 

same time. Their studies produced two behavioural dimensions that they cded 

"employee orientation" and "production orientation". Employee orientation described the 

importance that a supervisor placed on employee relations by showing consideration for 

their individuality and personal needs. Roduction orientation stressed the technicd 

aspects of accomplishing work-related tasks (Kahn, 1951). After considerable empirical 

research and reconceptualization, Kahn (1960) posnilated four behaviod dimensions 

that expanded upon the original two. They consisted of: 

1. Providing direct need satisfaction: Behaviours that provided satisfaction of the 

employee's ego and afnliative needs. 

2. Stmcturing the path to goal achievement: Behaviours that cue subordinaies to satisfy 

their persona1 needs through the attainment of organizational goals. 

3. Enabhg goal achievement: Behaviour, such as planning, thaî removed barriers and 

bottlenecks. 
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4. M-g employee goals: Behaviours thai influenced subordinates' personal goals in 

organizationally usefiil directions. 

Subsequent researchers produced a series of behavioural dimensions that they 

attempted to correlate with leader effectiveness. C e g h t  and Zan&r (1960) developed 

two se- of group functiom that an effective leader should pursue, which they called 

"group maintenance" and "goal achievement". Likert (1961) focused on the activities 

which a leader rnust carry out to encourage high performance from employees, which 

included supportive relations, group supervision. semg high performance goals, 

dernonstrating adequate technical knowledge, and providing the requisite coordination, 

scheduüng, and planning that would link various groups to the organizaîion. Mann (1965) 

produced a trilogy of skills requked by effective managers or supervisors, which consisted 

of "human relations skills", "technical SUS", "and "administrative skills". 

In summariPng the contributions of the behavioral researchers, Bowers and 

Seashore (1966) identifiecl four common themes that integrated the various leadership 

models. The themes included support for the employees, interaction facilitation, goal 

emphasis, and work facilitation. In a more ment analysis, House and Aditya (1997) 

m e r  refined the behavioral school's contniution to two broad classes of leadership 

behaviour - task onented and person oriented - which mirrors the Michigan group's 

preliminary conceptualization. 

House and Aditya (1997) identined severai limitations that ultimately diminished 

the contriiutiom of the behaviod school of leadership. Behavioural studies focused 

almost exclusively on lower level managers whose roles were limited to supenrising srnall 
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groups rather than îhe whole organizaîion. Limitations in methodoiogy and measurement 

also lead to ungeneralizable results. For example, the questionable vaiidity of the 

questionnaire items was sometimes compounded by using several different scales to 

measure thc same comtruct. As importantly, the use of laboratory research took no 

account of the task-specIfic demands on a leader, his or hcr organizational context, nor the 

different dispositions of leaders and followers. Consequently, despite the behavioural 

school's assumption that universally effective leadership behaviours do exist, severai 

substantive limitations led to the dedine of their purely behavioral approach as a 

leadership pafadigm in iîs own right. 

Contingency Theories of Leadership 

Jenkin's (1 947) review of 74 rnilitary studies and S togdill's (1948) survey of 124 

trait studies had both concluded that leadership effectiveness was a fùnction of the 

sihiaiion in which leadership was exercised. Mer  the disenchantment with both the trait 

and the behavioural theories of leadership, the ensuing leadership approach focused on 

sihiational factors. This theoretical school is commonly referred to as the "contingency 

theory of leadership". It ernphasized the importance of situational factors such as the 

nature of the task perfonned by a group, the leader's uthority and discretion to act, the 

role expectaîions imposed by superiors, peers, and subordinates, and the nature of the 

external environment These and other aspects of the situation d e t e d e  what kinds of 

leader traits, sküls, and behaviours are relevant 

Many current theoreticians contend that organizationd leadership is likely to be 
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contingent on a number of exogenous and endogenous factors. Acknowledging these 

exigencies shifted the focus in leadership studies h m  behavioural to contingency models 

(Smith and Peterson, 1988; Yuki, 198 1). Contingency rnodels of leadership are developed 

on the assumption that the effectiveness of any one style of leadership will be contingent 

upon the environment within which the leader is operating. What is particularly 

interesthg is the general focus of the earlier models on the dyadic relatioaship between the 

leader and a subordinate, while a group orientation has become the nom more recently. 

Sodal exchange theory. Hollander (1 964, 1979) approached the problem of 

contingent group processes through the theory of social exchange, which portrayed social 

behaviour as a quasieconomic exchange of rewards and punishments between a leader 

and the subordinate. The concept of social exchange was formulated to explain why 

individuals engage in supportive behaviours that are neither fomaily rewarded nor 

contractuaily enforceable (Organ, 1988; Rousseau, 1989). Exchanges that are social in 

nature are based on trust that geshires of goodwiU will be reciprocated at some point in the 

future. The specific benefits exchanged may be valued primarily because they are symbols 

of a high quality nlationship. According to this theory, it is the exchange of mutual 

support that is the major concem of the parties involveci in the exchange. 

The concept of social exchange formed the basis of the "vertical dyad linkage" 

theory (Dansereau, Graen and Haga, 1975). which was later dubbed "leader-member 

exchange" (Wayne and Green, 1993). This theory questioned the concept that members of 

an organizational unit are homogeneous, and that a superior behaves in essentially the 
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same way towards each of the subordinates. Instead, they considered two vertical 

exchange techniques that might occur, "supervision" and "leadership". Under the 

supe~sion iechnique, in which there is Whially no rapport between the leader and 

subordinaie, the leader will rely almost exclusively on the formal contract to achieve the 

organizaiional goals, with the organization cornpensating the employee through financial 

remuneration. In this leadership technique, the leader does not rely exclusively on the 

employee's formal contract to dictate the job requirements, but raîher develops influence 

techniques such as offering job latitude, influence in decision-making, open and honest 

communications, and confidence in the employee (Dansereau, Graen, and Haga, 1975; 

Wayne and Green, 1993). 

The concept of social exchange, including the vertical dyad Linkage, situated 

leadership within the one-to-one superior-subordinate context. Conceptually, it provided 

for ciifferences in both the leader's and subordhate's hierarchical status, as well as societal 

attitudes toward organizational loyalty vernis personal conmitment to the leader. This 

bondhg process between the leader and follower, which was initially described in 

Hollander's (1964, 1979) work, was extended by Redding, Norman, and Schlander's 

(1994) study of crosscultural organizaîional cornmitment to include a mixture of 

personal, environmental, and organizational components. This more recent fom of the 

mode1 would therefore appear to incorporate many of the variables that d o w  for 

contingent forms of leadenhip m s s  and within various cultures and national settings. 

However, what this mode1 did not address was the influence that the organhational 

hierarchy can play, incfuding the leader's peen and superiorsC By focusing exclusively on 
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individual relationships, it also failed to consider group processes that may be prevalent in 

collectivist societies (Hofstede, 1980; Trompenaan, 1993). This phenamenon w i l  be 

discussed at length in the following chapter. 

Fider's contingency theory. Fiedler (1967) considered the contingency that some types 

of leaders will behave and perform Merently in a given situation than other types 

vider, 1974), as opposed to the common conception at the îime that the situation would 

determine one appropriate leadership style. His theory was based on two main dimensions 

- the persoaality of the leader, and the degree to which the specific situational context c m  

give the leader power, control, or influence over the situation (which he cded "situational 

favorableness"). Conversely, the situational context could also create uncertainty for the 

leader. He developed the concept of two types of leader personalities - those who are task- 

motivated and those who are relationship-motivated. The task-motivated leader will get 

satisfaction fiam the task itself and from receiviag tangible evidence that the task is 

performed weU, which may be to the detriment of subordhates if the situation is uncertain 

or anxiety-provoking. The relationshipriented leader, on the other hand, ernphasizes 

good interpersonal reIations with cctworkers, looking after their important needs and 

soliciting their support, How each of these two types of leaders react may vary with the 

situationai favorableness; however the relatiomhipmotivated leader will focus tirst on 

consideration for subordinaies, whüe the task-motivated person will focus fÏrst on 

achieving the task, and later on positive relationships with subordinates. 

Fieder's contingency theory is very one-sided in its focus, concemed only with the 



personality of the leader* Therefore, as a potential universal model, it would most pmbably 

wt lead to effective behaviour in countries that scored low on Hofstede's (1980) power 

distance scale. What this model does conmiute to the development of a comprehensive 

leadership model is the identification of personality clifferences amoag leaders themselves, 

even before they are subjected to other pressures. 

Path-gd theory. Path-goal theory is concemed with how the leader influences 

suôordinates' perceptions of work goals, personal goals, and paths to goal affainment. 

LRadership effectiveness is therefore based on the ability to motivate subordinates, to 

allow them to perform effectively and to achieve job satisfaction (House and Mitchell, 

1974). Vroom's (1965) path-goal theory asserted that subordinates would carry out the 

leadeis wishes if (a) the leader ensured that the subordhates understood how the leader's 

goals couid be accomplished and @) the subordinates could achieve their personal goals in 

the process. 

Extending this earlier work, House and hessler (1974) and House and Mitchell 

(1974) focused on how leadership behaviour could motivate goal paths (expectancy) and 

goal attractiveness. They contended that leader behaviour would be acceptable and 

satisfjmg to subordinates if such behaviour provided an immediate source of satisfaction 

or it was instrumental in achieving fiiture satisfaction. They also proposed that the 

creation of appropriate paths would be more motivational if it made subordinates' 

satisfaction contingent upon effective pedormance. Behaviour that included supportive 

actions such as coaching, guidance, support and rewards were also essential. Based on 
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these general propositions, they &heated four contingent leadership styles - instrumental, 

supportive, participative, and achievement-oriented - which were subject to the personal 

characteristics of the subordinates, and to the environmental demands and pressures which 

innuence the subordinates' ability to achieve their goals and to satisfy their needs. 

Two prünary dimensions emerged from House et d.5 path-goal theory. F i t ,  it 

was explicitly situated in an environmental context, which conceivably would allow the 

interplay of many of the cultural variables outlined in the foilowing chapter. 

Unfortunately, their contingency model was concemed mainly with the dyadic relationship 

between a leader and a follower, which emphasized an individual, but not a group, 

orientation. 

Vroom-Yetton d e l .  The Vroom-Yetton (1973) decision-making model, which 

was updated in 1984 (Vmm, 1984). was based on the premise that there are five possible 

decision-making processes which should correspond to seven situational variables. Their 

taxonomy of decision processes was comprised oE (1) you (the leder) make the decision 

yourseif using the information available at the the;  (2) you obtain any information 

available h m  subordinates, and then make the decision yourself; (3) you share the 

problem with the relevant subordinates individually, soüciting their suggestions, and then 

you make the decision yourseIf; (4) you share the problem with subordinates as a group, 

but make the decision yourseIf; and (5) you share the problem with subordinates as a 

group and attempt to reach consensus on a solution. The situational contingencies which 

prescrii a certain course of decision-making are divided into two groups: the first three 
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are designed to protect the quaüty of the decision, while the other four d o w  the leader to 

predict the acceptame of the decision by subordinates (Vroom and Jago, 1978). 

Ultimately, this mode1 classifiai leadership decision processes as either autocratie, 

consultative, or based on group decision-malcing, ail  with reference to the leader's 

subordinates. 

Although the Vroorn-Yetton theory of leadership did not serve as an all-inclusive 

mode1 in its own right, its strength at the time was that it broadened the range of leadership 

processes to include both the individual and the group. 

Misumi's PMfunctions. A nonoWestern contingency mode1 that inherenùy 

incorporated both culturai and non-cultural variables was developed in Japan by Misumi 

(Misumi and Tasaki, 1965; Misumi, 1985, 1990). His PM theoxy of leadership behaviour 

was based on two groups of functions. The f h t  function, referred to as P-type for 

"performance", is orienteci toward goal achievement or problem solving. The second 

function, cded M-cype standing for "maintenance", is concemed with the continuation or 

maintenance of the group itself. All effective leadership behaviour is expected to provide 

both P and M hctions, but in varying degrees depending on the specific situational 

dynamics. When Misumi extended his data to hclude four non-Japanese countries, he 

fond that the PM scales were consistent across cultures, but that the specific 

hterpretations of the P and M functiom varîed by culture (reported in Smith and Peterson, 

1988: I l  1). 

It should be coted that Smith and Peterson (1988), both of whom have 
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collaboraîed with Misumi, maintain that Misumi's theory should not be viewed as a 

contingency theory in the standard Western sense (p. 108). Despite their reservations, it 

has been included here both b u s e  of its abili,ty to incorporate al1 of the cultural and non- 

culturat variabIes identifieci in the literature, and because of its relative simplicity as an 

operational leadership model. Moreover, it added a new dimension to the overd 

development of a comprehensive model by examining the potential d e  of the group in 

leadership dynamics. 

Smith and Peterson's contingency model. Perhaps the most comprehensive contingency 

leadership model was developed by Smith and Peterson (1988). They actually providtd 

two interlocking contingency models. The h t  model considered the cognitive processes 

that occur before a leader decides to act, which they label "antecedents of behaviour 

choice". This model starts by determinhg how an event will be identified and interpreted 

based on perceptions, attributional processes conceming the leader's chosen source of 

information, and the subset of salient values that guide a person's actions at a given the. 

Mer an event has been identifieci and interpreted, the leader will make choices, which 

range on a continuum between conscious choices, which they call "motivated choice", to 

"cognitively programmed" fespollses. Motivated choice is detennined by an interaction 

between the estimated ability to demorsnate behaviour, the estimated utility of that 

behaviour, and what value is placed on the behaviour outcorne. As a redt of analyzhg 

the event and selecting a choice process, the person in a leadership position then decides 

whether to attempt leadership or not 
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Their first model is then nested within the context of managing the contlicting 

demands p o d  by seniors, peers, and subordinates. Their approach challenged the 

conventiod assumption thaî the essence of leadership can be assesseci through the leader- 

subordhate dyad. Instead, they chose to build upon LikertS (1961) linkpin theory that 

envisioned a leader as the focal point between superiors in the hierarchy and the leader's 

subordinates. They were also influenced by Sayles' (1964) studies that demonstrated that 

managers spend more tirne in lateral discussions with peers than they do with 

subordinates. As a consequence, they situated organizational leadership within a triadic 

relationship with superiors, peers, and subordinates. This was incorporated into their 

model of "event management", in which the social processes with subordinates, peers, and 

superion are all subjected to the contingencies of the fïrm's organizational structure. The 

stnicniral variables which they included in their model were cornprised of explicit 

stmctures (formal des) ,  implicit conventions (established nom), and emergent aspects 

of culture (emerging noms). 

One of the limitations of their model is that the infiuences on a leader are ali 

presented within the h e w o r k  of the orgahîion7 without any direct consideration of 

the extemal environment. While these may be reflected indirectly h u g h  the 

quirements of the leaders superiors, this is not included in the models, although Smith 

and Peterson did make passing reference to govemmental regdations and its effect on the 

meaning of participation in d B n t  Euopean countnes (p. 162). However, the strength 

of k i r  mode1 is that, by makuig a leadeis actions contingent upon interaction with 

various levels of organizational members7 who in tum are innuencd by their own national 
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and corporate cultures and subcuitures, their leadership mode1 is potentidy responsive to 

a distinct cultural and organizational environment, as discussed in the following chapter. 

Fmm Transactionai to Charismatic Leadership 

Despite several false starts by researchers in developing a robust paradigm of 

leadership, progress has continued. As discussed previously, both the trait and the 

behavioural schbols were too nmow in their focus. They ignod the contributions of 

each other's research approaches and their methodologies were often limited by the lack 

of situational context and incomplete specification of their models. Contingency 

theories, on the other hand, focused almost exclusively on the context while failing to 

consider the contributions of the earlier theories. Lacking this essential depth, they were 

unable to provide an all-inclusive paradigm of organizational leadership. 

The new wave of leadership theories is an amalgarnation of trait, behavioural, 

and contingency theories. Their starting premise is that many of the dimensions of the 

three previous schools together provide a richer and more comprehensive paradigm that 

may have a direct conrelation with organizational effectiveness. The transactional 

leadership theory (Hunt and Schuler, 1976, Bass, 1985) was the precursor in this genre, 

but it did not gain much popularity. However, it is the subsequent group of theories, 

which Bryman (1993) called "the new leadership theories", that are the focus of this 

study. They include transformational leadership (Bass, 1985, Burns, 1978) and a 

collection of charismatic theories whose minor distinctions have been promoted by 

seveml researchers, notably Bennis and Nanus (1985), Conger and Kanungo (1983, 
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House (1977), House and Aditya (1997)' Kousnes and Posner (1987), and Saskin 

(1988). They are examined in detail in the following section. 

Transactionai leadership. Transactional leadership is a process by which a leader 

affects lower-order needs to maintain organizational standards (Bass, 1985; Hunt and 

Schuler, 1976; Luthans, Paul. and Baker, 1981; Podsakov, Todor, and Skov, 1982). 

According to this theory, the motivational levels of followers cm be enhanced when the 

leader's expectations are Linked to the rewards that the followers desire. The emphasis 

is on a system of rewards and punishments to induce foilowers to meet established 

performance standards, relying primarily on the positional power of the leader. There is 

no apped to higher-order needs as envisioned in Maslow's (1954) hierarchy of needs, 

nor expectations of citizenship behaviour (Kovnovsky and Pugh, 1994; Smith, Organ, 

and Near, 1983), but simply a reliance on routine pedoimance in accordance with the 

employment contract. Yukl (1981: 32) summarized this leadership situation in the 

following way, referring to the social exchange concept of "in-groups" and "out- 

groups" : 

'The primary source of leader innuence is legitimate authority in combination 
with coercive power and a limited degree of reward power. The only 
requirements for out-group subordinates to satisfy the terms of their exchange 
relatiomhip is their compliance with f o d y  prescriid role expectations (e-g., 
rules, job duties, standard procedures) and with legitimate directions fiom the 
leader. As long as such compliance is forthcoming, the subordinate receives the 
standard benefits (e.g., compensation) for his position in the organization." 

Western empirical studies have demonsmted that this style of leadership has 
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b e n  shown to decrease organizational comrnitment and innovation due to infrequent 

interaction, lack of trust, and lack of concem for the employees' well-king (House, 

1977; Bass, 1985). Moreover, it does not engender a higher-order vision for the 

employees to stnve for exceilence in their work or innovativeness in new task 

situations. Instead, employees prefer to stick with the status quo on the basis of 

fomaUy recognized demands, as stipulated in their employment contracts. 

Evolution of the Concept of Charismatic Leadership 

In the past 20 years, a new genre of leadership theory, altematively referred to as 

"charismatic" (Conger and Kanungo, 1987; House, 1977. 1992), "heroic" (Burns, 1978), 

"transformational" (Bass, 1985, 1997; Tichy and Devanna, 1986), "visionary" (Sashkin, 

1988), or "inspirational" (Bennis and Nanus, 1985), has emerged in the organizational 

literahue. According to this new genre of leadership theory, such leaders transform the 

needs, values, preferences and aspirations of foilowen fiom self-interest to collective 

interest. The proponents of this theoretical school generally refer to this new genre of 

leadership theory as "charismatic", because charisma is a central concept in all of them, 

either explicitly or implicitly. 

"Charisma" was originally a Greek word meaning "gifts of grace from God" 

(Bass, 1988). This concept was h t  espoused in Sohm's theological treatise, 

Kirchenrecht (1882), in which charismatic leadership was based on a leader's 

transcendental calling by a divine being in which both the leader and the followers 

believed (c. i. Tucker, 1968). Weber (1947) subsequently transposed Sohm's 
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"by 

Wtue of which he is set apart fkom other men and treated as endowed with supematural, 

superhuman, or at least specincally exceptional powers or qualities (Weber, 1947: 358). 

As a direct result of being perceived to possess extraordinary qualities, charismatic 

leaders inspire others to follow out of love, passionate devotion, and enthusiasm2. 

According to Weber, the leader's exceptional powen of vision and the ability to 

communicate that vision provides the motivation to foilow. Weber also emphasized 

that charismatic leadership was most likely to be perceived by foilowers "in time of 

psychic, physical, economic, ethical, religious, political distress" (Weber, 1946: 245). It 

was the vision that the leader enunciated to relieve the crisis that served as the basis for 

the perception of charisma. 

Subsequent analysis and application of Weber's concept was divided on whether 

di of the charaneristics of charismatic leadership espoused by Weber were actually 

essential. According to Trice and Beyer (1986), Weber's conceptualization of charisma 

required five components: a person with exmordinary gifis, a crisis, a radical solution 

to the crisis, dedicated followers atîracted to the person with exceptional gifts, and 

validation of the leader's power through repeated successes. Although Trice and Beyer 

believed thai al l  five cornponents were essential for charismatic leadership, others 

preferred a more restrictive interpretation. Friedrich (1 96 1 ), for example, limited 

2 Mcclelland (1970: 37) msintained that the trans1ation nom Webefs German text of 
the word geisterrarg was incorrecL He believed that the accurate translation should be 
"inspiration" rather than "enthusiasm". 
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charisma to leaders who had a calling h m  God, while Berlew (1974) argued that the 

three essential characteristics of charismatics were confidence-building, shared vision, 

and creating valued opportunities. This argument between the absolutists and the 

interpretists stemmed in part from the extrerne position which Weber took, notably his 

description of the charisrnatic leader as a narcissist and the necessity of having (or king 

perceived to have) a calling from God. 

Regardess of the basis for the controversy, there is no legitimate reason why 

Weber's original conceptualization should remain static, particularly when it is applied 

to social contexts other than the political arena. Bass (1988: 44) defended this 

flexibiiity in the followiag manner: "The meaning of charisma does not have to remain 

fxed with Weber and his interpreters. Some of the variance in the charismatic 

phenomenon is due to the exceptional individual, some to the exceptional situation, and 

some to the interaction of the exceptional individual and the exceptional situation." 

Weber's concephialization of charismatic leadership has indeed changed in the 

intervening years, most notably when it has been applied to organizational leadership. 

House's theory of charismatic leadership. House (1977) was the first researcher to 

provide a detailed discussion of this phenomenon in an organizational context. Rior to 

bat, concerns with charisma in formal organizaiions by such theoreticians as Dow 

(1969), Oberg (1962), and Shils (1965) had been "speculative in nature and exclusively 

theoreticai" (House, 1977: 190). House, on the other han& proposed an operational 

theory which identified how mch leaders behave, how they are dinerent fÎom other 



3 1 

leaders, and the conditions under which charismatic leadership would be most iikely to 

occur. His theory provided a unique blend of the trait, behavioural. and contingency 

theones. 

House defmed charismatic leaders through several indicators, which he viewed 

as dependent variables. According to his model, the extent to which a leader is 

charisrnatic can be assessed with the foilowing indicators: 

1. FoHowers' ûust in the comctness of the leader's belkfs; 

2. Similarity of foilowers'beliefs to the leader's beliefs; 

3. Unquestioning acceptance of the leader by followers; 

4. FoUowers' affection for the leader; 

5. Willing obedience to the leader by the foilowers; 

6. Emotional involvement of foilowers in the mission of the organization; 

7. Heightened performance goals of followers; and 

8. Belief by followers that they are able to contribute to the success of the group's 
mission. 

House (1977) also presented the following six propositions which would 

differentiate the charismatic leader fiom others: 

1. Charismatic leaders are likely to have high sekonfidence, a strong conviction in 

their own beliefs and ideals, and a strong need to innuence people. 

2. Charismatic leaders are iikely to engage in behaviours designed to mate the 

impression among followers that the leader is comptent and successful. 

3. Charismatic leaders are likely to articulate ideological goals for subordinates. These 
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leaders relate the work and mission of the group to deeply-held values, ideals, and 

aspirations shared among foIIowers. 

Charhatic leaders are likely to use role modelling, wherein they set an example in 

their own behaviours for followers to emulate. 

Charismatic leaders are likely to communicate high expectations about follower 

performance, while simultaneously expressing confidence in the foliowers. 

Charismatic ieaders are more likely to behave in ways that arouse motives relevant 

to the accomplishrnent of the group's mission. 

When House originally presented his theory, he had not yet had the oppomuiity 

to test his indicators or the propositions empincally. Since that time, he has relaxed 

some of his requirements. For example, unquestionhg acceptance of the leader's 

dictates no longer appears in his work; instead, the transformational behaviours receive 

greater ernphasis. The essence of House's current conception of charismatic leadership 

consists of the articulation of a transcendent ideological vision - one that transcends the 

self-interest of followers, the motive arousal of followers, and the engagement of the 

followers' self-definition, self-esteem, and self-worth in the vision and mission of the 

leader, or the organization for which the leader stands (House, 1992; Shamir, House, 

and Arthur, 1993). 

Conger and Ranungo's conception of charisaaa Conger and Kanungo (1987) and 

Conger (1989) proposed a complernentary theory of cI.iarismatic leadership. Their 
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version of charisrnatic leadership was bas& on t h  premise that charisma is an 

attributional phenornenon. Followers ataibute charismatic qualities to a leader based on 

their observations of the leader's behaviour and outcornes associated with it. The 

behaviours are not assumed to be present in every charismatic leader to the same extent, 

and the relative importance of each behaviour for attribution of charisma varies 

somewhat with the situation. 

Similar to House's (1977) description of a charismatic leader, Conger and 

Kanungo presented a list of traits which they believed would enhance the attribution of 

charisma by the foilowers. The traits which they viewed as essential included (1) self- 

confidence, (2) impression management skills, (3) the cognitive ability needed to assess 

the situation and identQ opportunities and constraints for implementing strategies, and 

(4) the social sensitivity and empathy required to understand the needs and values of 

followers. They also specined a group of behaviours, which were comprised oE (1) 

enthusiasticaily advocating an appeaiing vision that is highly discrepant from the status 

quo, yet still within the latitude of follower acceptance, (2) making self-sacrifices and 

nsking personai loss of statu, money, or membership in the organization in the pursuit 

of the espoused vision, and (3) acting in unconventional ways to achieve the espoused 

vision. 

Perhaps the most fundamental component of their charismatic leader that ciiffers 

fiom House's (1977) conception is the chansmatic leader's defiance of the statu quo. In 

particular, the attriiutes that separate the charismatic from the noncharismatic leader are 

that he/she is essentially opposed to the status quo and strives to change it; helshe has an 
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idealized vision which is highly discrepant with the status quo; the leader wiu behave in 

an unconventional or countemormative rnanner; hdshe will be an expert in using 

unconventional means to transcend the existing order; and the charismatic leader will 

demonstrate a high environmental sensitivity for changing the status quo (Conger and 

Kanungo, 1987, Table 1, p. 641). 

The transformational leadership theory. Transformational leadership offered several 

small refinements on House's (1977) theory of charismatic leadership. Transformational 

leadership refers to the process by which a leader articulates an ideological vision of the 

future, appeaiing to followers' higher-order ne&. By motivating them to transcend 

their own self-interests, the leader empowers employees to participate in transforming 

the organization and to contribute well beyond their performance standards (Bass, 1985; 

Yukl, 1989). Transformational leadership also demonstrates individualized 

consideration and intellectual stimulation. Through individualized consideration, 

transfomational leaders demonstrate concem for individual needs of followers, treating 

followers on a one-on-one basis by using processes such as mentoring. With 

intellectual stimulation, transformational leaders encourage followers to question their 

old way of doing things, and to break with the pst. Foilowen are supported for 

questioning both theV own values, beliefs and expectations, and particulat f o m  of 

behaviour which can be anticipaied for a given organization. They are expected to change 

according to the current situation in which the leader and the group h d  themselves, 

whether it be wodring as a small project team of limited duration or in a larger hierarchical 



unit (Misumi. 1985.1990). 

Bums (1978) was the fmt to propose the theory of "transforming leadership". 

According to Bums, transformational leaders seek to raise the consciousness of 

followers by appealing to higher ideals and values such as liberty, justice, equality, 

peace and humanitananism. Followers are elevated from their "everyday selves" to their 

"better selves". This early theory of transfomational leadership was developed mostly 

fiom descriptive research on political leaders, and it was not applied directly by Bums to 

corporate leaders. 

In setting Burns' concept within a corporate context, Bass (1985) defined 

transfomationai leadership in ternis of the leader's effect on followers. Leaders 

transfomi followers by making them more aware of the importance and value of task 

outcornes, by activating their higher-order needs, and by inducing them to transcend 

self-interest for the sake of the organization. As a result of this influence, foUowers feel 

trust and respect toward the leader, and bey are motivated to do more than they 

onginally expected to do. Bass considered charisma to be a neccssary but insufficient 

condition for transformational leadership. His theory was based on three elements, 

charisma, intellectual stimuiation, and individualized consideration, w hich interac t to 

influence change in followers. Transformatonal leaders seek to empwer and elevate 

followers whereas, according to Bass, charismatic leaders sometimes instiU loyalty to 

themselves rather than cornmitment to the ide& of the organization in gened. 

Whereas Bass (1985, 1997) included charisma as the most powerful of the three 

primary factors of his concept of transformational leadership, other prominent 
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researchers have focused exclusively on the concept of charismatic leadership. 

Regardless of a few differences in emphasis, for the purposes of this study both the 

transformational and the charismatic forms of leadership wil l  be considered as 

charismatic leadership. In most respects, subsequent refmernents by the original 

proponents of charismatic leadership theory have stresscd the same traits and behaviours 

as transformationai leadership theory (e.g. House, 1992; House and Aditya, 1997; 

Shamir et al., 1993; Yukl, 1989). 

ChSrisrnatic Leadership and Power 

W e  the concept of leadership is tied to influence, influence in tum is 

inextricably linked with power. Therefore, in examining the charismatic leadership 

paradigm as a poientially universal model, it is first necessary to understand the 

interrelationship between power and charîsmatic leadership. Power is an attnbute that is 

deemed to exist as the d t  of holding a certain position, and which can be augmented by 

personal traits such as expertise and motivational behaviours. Power may be defined 

broadly as "an agent's potential at a given point in time to influence the attitudes and/or 

behavior of one or more specified target persans in the direction desired by the agent" 

(Yukl, 1981: 18). Power may therefore be conceptu;ilized as a person's capacity to exert 

influence over another. The crucial questions h m  an organizaîionai leadership 

perspective are by what right or through which techniques cm a person achieve power, 

and what are the Iimits of its effectiveness? 

Like the innumerable variations on the concept of leadership, the relationship 
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between power and iduence techniqpes such as leadership has been described in many 

ways. Perhaps the most complete and innately appealing typology of innuence measures 

and their relaterl bases of power was proposed by French and Raven (1959). Their five 

bases of power, which they believed were "especially common and important" (p. 155), 

were comprised of: 

1. Reward power: The subordinate does something in order to obtain rewards controlled 

by the leader, 

2. Coercive power: The subordinate does sornething in order to avoid punishments 

controlled by the leader, 

3. Legiümate power: The subordinate does somethhg because the leader has the right to 

nquest it and the subordinate has the obligation to comply; 

4. Expert power: The subordinate does something because he believes that the leader has 

special knowledge and expertise, and knows what is necessary; and 

5. Referent power: The subordhaîe does something because he admires the leader, wants 

to receive his or her approval, and wants to be like the leader. 

Aithough Frwch and Raven did not attach any relative importance to thei. 

categories of power, a review of the literature suggests that legitimate power is the 

common denominator in the influence proces in formal organizations. Lepitirnate power 

has been r e f d  to altematively as "authority" (Jacobs, 1971) and "position power" 

(Stogdill, 1974). XRgitimate authority is a person's right to exert Muence, generally 

defined in terms of the relaiîonship between formal positions in an organization (YU, 

198 1). The potential influence inherent in a formal position and the authority vested in the 
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occupant by superiors and subordhates includes the right to make legitimate requests 

(Oldham, 1976), the administration of punishments and r e w d  (Katz and Kahn. 1978), 

and control over vital information (Pettigrew, 1972). LegitimaEy of authority involves not 

only who has the right to make legitimate decisions, but also the scope of activities and 

behaviom about whicb requests can be made (Barnard, 1952). 

Reward power and coercive power are directly attributable to a leader's 

positional power. The amount of position power necessary for a leader's effectiveness 

depends on the nature of the organization, the task, and the subordinates. If the leader 

Iacks sufficient power to provide equitable rewards, make necessary changes, and punish 

chronic troublemaken, then it would probably be dif%icult or even impossible to develop a 

hi&-perfonning group (Yukl, 1981). The use of coercive power, although necessary at 

times, is no longer viewed as being an effective fom of leadership in forrnal organhations 

(Katz and Kahn, 1978). Reliance on the power to punish, without the concurrent use of 

positive behaviows, is generdy called "autocraîic leadership", which attempts to keep 

subordinates weak through dominance and subjugation (McCleUand, 1970). Similarly, 

reliance on reward power as the sole motivaior for performance has also been shown to be 

only marguially effective because it limits the range of leadership techniques which are 

available to inspire subordinates (Kipnis, 1976). As discussed previousIy, when both 

reward and coercive power are used concmently, the leadership style has been labelled 

'kmsictional leadership" (Bass, 1985; Hunt and Schuler, 1976; Luthans, Paul, and Baker, 

198 1; Podsakov, Todor, and Slov, 1982). 

Expert power is generally viewed as a step above influence techniques based on 
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reward power because it focuses on a different dimension - the personal power of the 

individual, ratber than the power emanating from the position itseif. Expert power refers 

to the technical expertise which an individual possesses, which can serve as a source of 

increased crecüiility, enhmced respect, and higher commitrnent to the leader (Dunne, 

Stahl and Melhart, 1978; Slocum, 1970). However, while expertise may be an attractive 

attriiute of a leader, there is no suggestion in the literanue that expert power translates 

directly into an influence technique, and hence does not serve as the foundation of a 

particular leadership style. 

The highest form of power from the perspective of increased organizational 

effectiveness is referent power, which is another form of personal power (Ivancewich, 

1979; Warren, 1968; Yukl, 1981). Referent power refers to a subordhate's feeling of 

oneness with the leader* a strong desire to be associaîed with him or her, a willingness to 

emulate the leader, and a wish to intemalize the values of the leader (French and Raven, 

1959). As an inauence technique, referent power is operationalized by means of showing 

consideration for the ne& and feelings of subordinates. expressing feelings of trust, 

acceptance, and concem for subordinates' weKare, and challenging them through a 

persona1 appeal to move beyond the formal requirements of their job descriptions (Bass, 

1985; French and Raven, 1959; House, 197'7). 

The relationship between referent power and charismaîic leadership is more 

complex than the other relatîonships between sources of power and their d t a n t  

behaviours. While referent power provides the increased 1egitim;;tCy for the leader to 

behave in a charismatic mimer, it is only through charisrnatic behaviom that referent 
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power is built With each act of charismaiic behaviour (assuming that subordinaies buy 

into the leader's vision and appreciate the eenhanced interpersonal relations), the referent 

power of the leader is augmented. Consequently, the relationship between referent power 

and c h a r i d c  behaviour is reciprocal, unlike the other relationships between the sources 

of power and the leadership styles depicted in Table 1 - 1. 

Table 1-1: The Hierarchy of Power and Resultant Leadership Styles 

Type of Power 

Referent Power 

Expert Power 

Reward (and Coercive) Power 

Coercive Power 

Lepitirnate Power 

Table 1- 1 is designed to serve two bctions. First, it demonstrates the direct link 

between French and Raven's (1959) sources of power and influence and the 

corresponding leadership styles. By extension, it also provides a rank ordering of 

French and Raven's typology into a value-added influence hierarchy of leadership styles. 

As depicted in Table 1, positional or legitimate power forms the base of the pyramid, 

senring as a cornmon denomlliator for all of the other f o m  of power. Legitîmate 

power does not translate into a leadership style per se, but rather provides the authority 

for the various forms of influence that leaders can exercise. The lowest form of 

innuence technique is based on coercive power, which has consistently demonstrated in 

Resuitant "Leadership" Style 

CharismaticlTrans formational 

Transactional 

Autocratie 

L 



empirical studies either a very low degree of satisfaction and performance, or to be 

negatively correlated with them (Yukl, 1981). Reward power, which is also based 

exclusively on positional power, has show mixed results in the empirical studies as an 

effective source of motivation, cornmitment, and job satisfaction. Whüe both coercive 

power and reward power may be operationalized in tems of explicit behaviours by a 

leader, neither is an effective source of motivating subordinates when used in isolation. 

Both expert power and referent power are derived from a leader's personal 

power, and both have been show to enhance a leader's effectiveness. The use of 

referent power represents the epitome of effective leadership, requirllig a set of 

proactive influence techniques that inspire the subordinate to a higher level of job 

performance. The fact that this form of infiuence is so potentiaily effective is hardly 

surprishg within the current corporate environment of most organizations. Yukl ( 198 1 : 

39) explained the underlying rationale for this phenomenon in the following passage: 

"The hdings that effective leaders rely more on the use of personal power 
derived fiom their expertise and anractiveness (referent power) can be explained 
in terms of the complex nature of work roles in most task groups. It is unlikely 
that a group will achieve exceptional levels of performance if members merely 
rneet the formal role requirements without showing enthusiasm or taking 
initiative to do the things that are necessary but not fomally specified. The 
effective leader must go beyond formal authority and incentive systems in order 
to obtain subordinate cornmitment." 

As the highest form of influence in an organization, the development and use of 

referent power has been promoted as the most effective form of leadership, based both 

on its latent Western appeal and on numerous empincal snidies (Bass, 1985, 1997; 

House, 1977; House and Aditya, 1997; Senge, 1990). Currently this conception of 
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leadership, which builds upon referent power, is refemd to generically as '%harismatic 

leadership". Although the concept has evolved since its first introduction by Weber 

(1947), and while the current definition of charismatic leadership fits all of the 

requirements of building referent power, some of the old conceptual baggage associate 

with the rem still lingers. 

The Problems and Myths of Charisrnatic Leadership 

In eying to reconcile the various theories of charismatic leadership with today's 

business cha te ,  several crucial questions emerge. Can the charismatic leader be a 

ruthless powermonger whose autocratie nature exploits those who foilow (Lindblom, 

1990; McClelland, 1970)? In a similar vein, is charismatic leadership concerned 

primarily with building personal loyalty to the leader at the expense of codt rnent  to 

the orgmization (Bass, 1985)? Does the charismatic leader have to de@ the 

organization's statu quo (Conger and Kanungo, 1987)? Must the followers be totally 

acquiescent to every whim of the leader (House, 1977; Weber, 1946)? Finally, does the 

charismatic leader have to be a super-hero in the sense that hdshe is a perfect specimen 

of the ideal body-type, seducing potential foilowers with an atîractive countenance 

(House, 1977; Harvard Business School, 1995)? 

Chaisma has become a potent word, evoking both positive and negative 

reactions. Part of the negative connotation stems fkom the power which charîsma is 

reputed to give a leader. McClelland (1970: 32) provided the folIowing emotive 

description of the negaiive reaction to power: 



"It is a fine thing to be concemed about doing things weU (n Achievement) or 
making fnends (n Affiliation), but it is reprehensible to be concerned about 
having influence over others (n Power). The vocabulary behavioural scientists 
use to describe power relations is strongly negative in tone ... one fmds these 
people depicted as harsh, sadistic, fascist, Machiavelliari, prejudiced, and 
neurotic. Ultirnately, many claim, the concem for power leads to Nazi-type 
dictaîorships, to the slaughter of innocent Jews, to politicai terror, police States, 
brainwashing, and the exploitation of heipless masses who have lost their 
fkeedorn. Even less political terms for power than these have a distinctively 
negative flavour - dominance-submission, cornpetition, zero sum game (if 1 wh, 
you lose)." 

However, this conception of the ruthless charismatic leader need not be the case. 

McClelland (1970) maintained that there are "two faces of power". The fmt, depicted 

in the passage above, suggests a .  abuse of power, where the person seeks personal 

glorification at the expense of ai l  others - a "law of the jungle" approach. The other face 

of power is much more benign and socially acceptable, in which power is used for the 

benefit of others. The focus is on realizing the potentiai for the group rather than on 

personal aggrandisement. It is this type of charisrnatic leadership that one expects to see 

in an orffdnizational setting, even if the former may still be the nom for political leaders 

in some countries. 

The problem of resolwig loyalty to the individual at the potential expense of the 

organization is difficult to unravel. There c m  be Little question that some of the world's 

most charismatic political leaders have enjoyed this status at the expense of the 

prevailing societd institutions (e.g. IRnin, Gandhi, Hitler, and Castro). These political 

examples are consistent in that the leaders were not members of the organizations that 

they were challengùig. Altematively, business icons such as Lee Iacocca (Chrysler), 

Mary Kay Ash (Mary Kay Cosmetics), and Ross Perot (Electronic Data Systems), while 
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gamering a great deal of personal loyalty, were ulthately concemed with the welfare of 

the organizations for which t ky  were responsible. Even if this might not be the real 

goal of some aberrant organizational leader, ultimately helshe must be accoutable to 

the shareholders, represented by the Board of Directors, who in the final analysis wiil 

probably not be in sufficient awe of the person to forego their concern for the bottom 

line or a m a s  exodus of their employees. 

Challenging the status quo is another potentially contentious issue that has been 

associated with charismatic leadership (Conger, 1989; Conger and Kanungo, 1987). 

However, it is ofien inevitable if a corporate leader wishes to substantially change the 

orgmization (Kanter, Stein, and Jick, 1992). If he or she has been parachuted into the 

organization, it was most probably because the Board of Directors or the Chairman 

expected such a change (Schein, 1985). But within the realm of the possible, very Little 

c m  be achieved without at lest  some tacit respect for the organizational culture that has 

developed previously. Instilling a desire for change and convincing the established 

power brokers in the organization to support the new vision will probably be the most 

onerous task of any leader (Kanter et al., 1992; Schein, 1985). It is in this situation that 

the transformational effects of charismatic leadership behaviour are most likely to bear 

fruit. However, the charismatic leader must have a better alternative vision of the future 

than other potential leaders, and he/she must be able to present this alternative 

convincingly. Communications skills are essential, as are a firm cornmitment by the 

leader to the espoused vision and a belief that this alternative is the best solution, which 

are the hallmarks of a charismatic leader. However, should this solution violate the 
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status quo in a manner that is unacceptable, linle will be accomplished. As Shamir et al. 

(1993: 592) concluded from their research, "charismatic leadership is more likely to 

emerge or to be effective when the organizational task is closely related to the dominant 

social values to which the potential followers are exposed than when it is unrelated or 

contradicts such values." Thus, a complete violation of the stanis quo, as suggested by 

Conger and Kanungo (1987). would most probably be self4efeating. 

Part of the legacy of Weber's (1947) work is the belief that charismatic 

leadership requires unquestioning obedience from subordinates. Indeed, ihis principle 

was included in House's (1977) original theory. However, there have also been many 

detractors, as highlighted in Tucker's (1970, p. 4) criticism of Weber's concept: 

"Followers can be under the speil of a leader and can accept him as supremely 

authoritative without necessarily agreeing with him on al l  occasions or refrainhg fiom 

argument with h." In his analysis on the evolving perspectives of charismatic 

leadership, Bass (1988) also noted that "continued unquestioning acceptance of the 

leader is not an absolutely essential consequence of charismatic leadership." The latest 

charismatic leadership theones stress developing the autonomy of subordinates, not 

subsemience, with a strong focus on empowering them to take risks and to apply their 

talents (Bass, 1997; House and Aditya, 1997; Howell, 1988; Shamir, House, and Miller, 

1993). 

Another negative reaction to the concept of charisma is the assumption that it is 

attainable by only a few. This perception stems h m  the now dehinct "great man 

theorf' thai inspired the original trait research. Part of this early approach stressed the 
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physical appeal of the leader. Carried to the extreme, this approach has resulted in 

articles such as the Harvard Business School 's (1 995) teaching paper enti tled "Power 

Dynamics in ûrganizations", which maintains that the physical attractiveness of an 

individual, including a "youthful appearance", is one of requisites of charisma (at least 

in the USA). Studies have indeed shown that there may be a correlation between facial 

attractiveness and success, as measured by promotion, (Dickey-Bryant et al., 1986; 

Heilman and Stopeck, 1985; Levy, 1985). but there is no Linkage in the Literature 

between attractive physical characteristics and the process of leadership. To 1ay this 

issue to rest, we need only consider some of the most charismatic leaders of the 20th 

century. There can be linle doubt that LRnin, Hitler, Gandhi, Mao Tse-Tung, and 

Thatcher would never have been "hanged for their beauty" (to use an oid Scottish 

expression). As discussed in the previous section, charismatic leadership requires a 

cornplex interaction of the leader's traits and behaviours with the needs and the 

aspirations of the followers, and the effectiveness is situationally dependent The 

essence of charîsmatic leadership is the ability to articulate an appeaiing vision that will 

inspire others to stnve for the espoused goals, not the physical attributes of the person in 

charge. 

The Charismatic Leadership Profile 

Detennining the primary traits and behaviom that have been associated with 

charismatic leadership in the literature, regardlas of the situational context, is best 

developed through a synthesis of the major concepts presented in both the charïsrnatic 
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and ûansformational literaîure* Bass (1985) found that there were three factors 

associated with transformational leadership: charisma, individualized consideration, and 

intellectml stumulation. However, he also found in his initial study that charisma 

accounted for 64.9% of the total 89.5% of variance among the seven factors determined 

in his study (p. 209). whereas individuaiized consideration accounted for 6.0% and 

intellectual stimulation accounted for a mere 2.9% (pp. 2 1 1-2 12). Therefore, charisma 

was by far the largest component of transfomational leadership. House's senes of 

individual and collaborative papers on charismatic leadership between 1977 and 1997 is 

another appropriate source of charismatic iraits and behaviours. When all of the sources 

are synthesized, the charismatic leadership profile provided in Table 1-2 emerges. 

What immediately becomes evîdent fIom Table 1-2 is that the concept of 

charismaîic leadership has becorne a cornucopia of "desirable" leadership behaviours as 

they are taught in Western management schools. It has grown to include virtually every 

description of what many of us would view as the ideal leader (Bass, 1997). Whether in 

fact "charismafic leadership" is the appropriate terminology to describe this plethora of 

positive aitributes wiil remah debatable, but this is how the theory is currently constnied. 

It then becomes necwary to review the empirical evidence to determine if this paradigm 

of leadership might be universally applicable. 

Bass (1985,1977): House (1977 - 1997): 



- creates enthusiasm - empowering 
- develops trust - self-confidence 
- serves as a mode1 - need for influence 
-inspires loyalty to the organization - strong conviction in moral rightness 
- Uispires loyalty to himmer - supportive 
- commands respect - nurturant 
- encourages expression of ideas - successful 
- symbol of success and - comptent 
accornplishment - articulates ideological goals 
- has a sense of mission - high expectations 
- excites others with hidher vision - expresses confidence in followea 
- increases optimism for the hiture - motivates for accomplishment of the 
- gives a sense of overall purpose mission 

Table 1-2: The Charisrnatic Leadership Profile 

There has k e n  general empincal support for the positive impact of 

transformational leadership on managerial effectiveness and subordhate effort and 

satisfaction in Austria (Steyrer and Mende, 1994). Canada (Howeli and Avolio, 1993). 

Gemany (Boyd, 1988), India (Pereira, 1986), Japan (Yokochi, 1989), Singapore (Koh, 

1990), Spain (Bass, 1997), and the USA (Hater and Bass, 1988). It has also k e n  shown 

that tramformafional leadership can augment the impact of transactional leadership, and 

that both styles generally exist in alI cultures, but with a different degree of emphasis 

placed on either style in different countrîes and among different industries (Bass, 1997). 

The studies cited above bave led Bass (1997) and Bass and Avolio (1993) to propose the 

foUowing three corollaries conceming leadership styles and effectiveness outcomes: 

1. Transfonnational leaders are more effective than those leaders practising other 

leadership styles (e.g. tramactional leadership), 

2. There is a one-way augmentation effect. When stepwise regression is used, rneasures 
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of transfomiatonal leadership add to the measure of transactional leadership7 but not 

vice versa. 

3. In whatever the c0mtry7 when people uiink about leadership, their prototypes and 

ideds are ûansfonnational. 

The significance of the above corollarks, and of the research thaî Bass and his 

associates have undertaken in several countries, is that the ''transformational" style of 

leadership has displayed some promise as a universally recognized style. (It is essentid to 

recall that charisma accounted for 64.946 of the variance among seven factors in Bass's 

( 1985) study.) Bass (1997) contended that transfomational leadership does transcend 

national and organizational boundaries, although he noted that this conclusion was 

conditional upon the definition of universality that was king used. As he stated: "1 do not 

wish to h p l y  that one has here a hctional universal thai is invariant. On the C O ~ ~ E U Y ,  it 

is a varifonxi hinctional universal when samples can be compared where eveiything but 

nationality can be contr011ed ... Although the overall order of effects generally remained, 

variations appeared in the size of the differential correlations" (BassT 1997: 135). The 

relevance of various definitions of imiversality is the subject of Chapter 3 in this 

dissertation. 

The greatest nifficulty with Bass's contention that transformational leadership is 

Miversal is that the paradigrn has not been tested uskg a universaily validated 

questiomaire. AU of the country studies rnentioned previously were based on various 

versions of the Multifactor Leadership Questionnaire WQ), which was originally 

designed by Bass (1985) and subsequently refined by Bass and Avolio (1990). However, 
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it was developed and tested in the USA, and has never been fonnalIy vaüdated extemally. 

htead, the MLQ has been imposed upon the other cultuns. 

House's (1977, 1997) charismatic theory has also been tested positively in several 

countries and m g  various groups. According to House and Aditya (1997: 440), 

positive empirical tests of charismatic leadership have included: "informal leaders of task 

groups (Howeil & Higgins, 1990), military officers (Bass, 1985), educational 

administrators [in Singapore] (Koh, Terborg & Steers, 1991), supervisors (Hatter & Bass, 

1988). middle managers [in India] (Howell & Avolio, 1993), subjects in laboratory 

experiments (Howell & Frost, 1989), U.S. presidents (secondary data, House et al., 1991), 

chief executive officers of Fortune 500 firms (Wddman, Ramirez & House, 1996), and 

high level executives of large Canadian f m  (Javidan & Carl, 1997; Waldman, House & 

Ramirez, 1996), and Canadian govemment agencies (Javidan & Carl, 1997), aad Egyptian 

firms (Messallm & House, 1997)." 

Unlike Bass (1997), House and Aditya (1997: 400) did not claim that charismatic 

leadership is a universal phenornenon, but rather that 'The evidence shows thaî the effects 

of charismatic l&r behaviors are rather widely generalizable in the United States and 

that they may weU generalize across cul nue^." This was a prudent and honest assessrnent 

because, similar to Bass and Avolio's (1995) Multifactor Leadership Questionnaire, the 

research instruments were not consistent, nor were the methodologies rigomus. For 

example, the empirical tests have been based on separate questionnaires that, in some 

cases, were not externally validated. Cad and Javidao (1997b), for example, used a 

questionnaire developed in Canada to compare leadership styles between Canadian and 
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Taiwanese managers, fiom which they found three charismatic factors cornmon to both 

national samples when they undertook a second order factor analysis. While their results 

were encoumghg as a pilot study, they were by no means dennitive in supporthg the 

premise that charismatic leadership is a universally applicable leadership style. 

What does emerge fkom the nurnerous empirical studies of the two major genres of 

charhatic leadership is that there has been considerable evidence to suggest îhat the 

charismatic leadership theory may weii be the most universal of aIi leadership theories. 

Consequently, it may offer the potential to become the paradigm most worthy of 

exploration on a multicultural basis. Moreover, with its demonstrated flexibility to 

embrace traits, behaviours, and the contingencies of vanous organizations, different 

organizational ranks of the leaders, and Merent national cultures, this theory provides the 

most promise as a bais for cornparison of potentially universal leadership styles. 

Condusion 

The challenges that have confkonted academic researchers studying organizationai 

leadership have been numerous. They have been limited by narowly focused theories, the 

prevailing attitudes of their generation, and a reaction against the fidures of their 

pre&cessors to establish an overarching paradigm that is applicable in diverse 

environmentS. Whaî emerges h m  the review in this chapter of trait, behavioural, and 

contingency theories is that each one looks at different pieces of the same puzzle. From a 

research perspective, dl three are necessary to provide a holistic theory capable of 

synthesizing the criteria necessary for developing a universal leââership profile for diverse 



corporate and national contexts. 

Starting with the contingency theones, it is evident that the situaiional context of 

an organization infiuences which style of leadership will be most effective. The salient 

contingencies indu& the dyadic relationships between the leader and hisher superion, 

peen, and subordhates, the leadedspreferred style in response to uncertainty, and how the 

leader chooses to motivate foilowers. However, none of the contingency models, in 

isolation, provides any indication of how to predict which style, or mixture of styles, might 

be most effective in a given situation. 

The trait and behavioural theories can be used to extend the contingency theories 

in predicting which characteristics of the leader might generally be more effective. The 

value of the pre-exninent leadership theories, which provide a dichotomized scale between 

transactional and charismatic leadership, is that they set the fundamental parameters for 

leadership research within any organizational context. As described in this chapter, 

current leadership research suggests that the search for universally effective traits andlor 

behaviom should focus on charismatic leadership (Bass, 1997; House and Aditya, 1997). 

The focus of leadership in the 1990s is on creating strategic change to sustain a 

cornpetitive advantage in today's global marketplace (Hardy, 1996). According to Kanter, 

Stein, and Jick (1992), the major management challenges have become responding to 

change, harnessing change, and creatiog change. This was reinforced in a recent survey of 

human resources executives in Amenca's Fortune 100 cornpanies, which concluded thaî 

their greatest concem was matlaging change (Laabs, 1996). As a consequence, the key to 

effective leadership is developing a vision for organizational change and the ability to 
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implement it. These requirements are the very essence of a charismatic leadership style. 

For bctter or for worse, the cumnt conception of charismaîic leadership has 

become a comucopia of the positive behaviours that a leader cm use to enhance his or her 

referent power. While we should be cautious agallist assuming that this forrn of leadership 

is appropriate for every occasion, it has proven to be the most positive influence technique 

available to middle and senior managers in several countries. Without the array of 

positive influence techniques which the charismatic leader employs, including 

communicating an appealing vision, establishing high expectatiom, and dernonstrating 

personal support, subordinates will not, in all lilceiihood, be motivated to transform their 

behaviours to achieve the leader's goals. Anything l e s  than this form of leadership, 

regardless of the legitimate authority which a person has, will not be viewed as mie 

leadership in today's competitive environment, but simply as routine management in an 

esîablished bureaucracy. 

Based on the preceding synthesis of both historical and recent leadership theones, 

which have been augmented by field research, it appears most probable that the 

charismatic style of leadership would be most effective universally. As a consequence, it 

is the c harismatic leadership theory, whose profile was outlined in this chapter, which will 

serve as the basis for a search for universal leadership styles across severai very diverse 

cultural groupings. 



CHAPTER2 

THE CULTURAL SYSTEMS THAT MAY INFLUENCE LEADERSHIP 

Introduction 

The ment advent of crosscultural managerial studies is a reflection of the 

global pressures that many businesses are facing, resulthg in cross-national alliances, 

joint ventures, mergers, and acquisitions. With this cross-border activity cornes the 

inevitable search for effective leaders to manage inspire the transition fiom a domestic 

to a multinational organizational environment (Bartlett and Ghoshal, 1993; House, 

Aditya, and Wright, 1997; House, Hanges, Ruis-Quintanilla, Dodinan, Javidan, 

Dickson, and Gupta, 1999). Regrettably, fiom a practitioner's perspective, the research 

and academic communities have not kept pace with the demands for a clear 

understanding of which leadership style or styles might be universally effective for such 

deman&, or how cultural variables might influence the behaviours of organizational 

leaders and the expectations of their followers (House, Wright, and Aditya, 1997; 

Triandis, 1994). 

The purpose of crosscultural managerial studies is genedy to distinguish 

between those aspects of organizatio~al theory that are universal and those that are 

culturally sensitive (Adler, 1984; Triandis, 1994). Within the context of this study, the 

specific research questions are whether charismatic leadership attriiutes and behaviows 

are tnily universal or whether their perceived effectiveness is sensitive to cultural 

predispositions, and whether this leadership style is universally effective. However, in 



order to conduct a generalizable crosscultural study, it is fïrst necessary to have a 

conceptually complete framework for such an empirical study. This is an exciting new 

frontier for which we need the appropriate modeling tools, but those tools are not yet 

available in the leadership and crosscultural literature. 

Most cross-cultural researchers focus on the Muences created by ethnic or 

societal culture. Societal culture may be defmed as  the ''collective programming of the 

rnind . . . that influences a human group's response to its environment" (Hofstede, 1980). 

However, organizational leaders and their subordinates are subject to several genenc 

types of cultural "systed'that, in some way, predispose them to certain patterns of 

behaviour. As suggested by numerou researchers, societal culture is one of the primary 

determinants of leadership behaviour and its perceived effectiveness (Adler et ai., 1986; 

Hofstede. 1980; Redding et al., 1994; Yukl, 1989). However, withh the corporate context, 

there are other Muences which also determine whether a leader will be effective. Child 

(1981) and Tayeb (1988) argued that there are also national variables such as socio- 

economic and reguiatory environments that may be equally as powemil as societal culture. 

Hence Tayeb's terminology "cross-national studies", as opposed to "cross-cultural studies", 

which includes both the ethnic culture in which the o r m o n  is situated and the 

poiitical-economic system currently in place, which will dictate the parameters in which 

the erg-on m u t  work It has also been determineci that fimis within a given industry 

tend to shzm technologies and behavioral n o m  particular to themselves, which may 

Mer firom those of altemative industries (Vertinsky, Tse, Wehnmg, and Lee, 1990). 

From the perspective of the organization itseIf, Schein (1985) has argued that each 
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organuation can develop its own set of n o m  and values that may override, or ai least 

modemte, the effects of ethnic culture on managerial practices. 

In this chapter, the pre-eminent cultural variables that may Muence leadership are 

examined with the purpose of creating a concepnially complete nsearch model. 

Following a definition of ''culture" in its broadest sense, the most salient culturd 

''systerns" wili be explored. These systems of Muence are categorized into societal 

culture, politicai-economic systems, industiy culture, and organizatonal culture. It is 

argued that any cross-cultural study mut consider this range of cultural variables if 

generalizable rnodels are to be developed or tested ngorously. 

The crosscultural literature has identifed a wide range of issues concerning the 

design, sampling, instrumentation, data analysis, and interpretation of comparative 

analyses across cultures (Adler, 1984; House, Wright, and Aditya, 1997; Kaplan, 1964; 

Runkel and McGrath, 1971). However, the crosscultural fiterature has not provided 

clear guidance for establishg either the direct or indirect cultural variables that should 

be included in crosscultural leadership studies. To address this shortcoming, this 

chapter concludes by integrating the four cultural systems - ethnic, poiiticalcconomic, 

industrial, and organizational - into an interactive research model. It is argued that these 

four dimensions of culture are essential design criteria for any crosscultural study that 

is intended to explore the univenality or cultural specificity of managerial theories. In 

this study, this mode1 will be used to establish the research variables to test the 

universaliîy of ch arismatic leadership and its effectiveness across cultures. 



Det?ning the Concept of Cuihire 

Befon examining the pre-eminent culturai influences that d e t e d e ,  or at least 

moderate, the typical leadership profiles arwnd the world, it is £kt necessary to m p t  to 

&fine what culture actually is. Similar to the plethora of dennitions of leadership, there is 

no single dennition of culture that transcends the others in the literature. However, the 

foilowing definitions represent a broad cross-section of the diverse factors that have been 

proposed to encapsulate this concept: 

bbCulture consists of patterns, explicit and irnplicit of and for behavior acquired and 
transmitted by symbols, constituting the distinct achievement of human groups, including 
their embodiment in artifacts; the essential core of culture consists of traditional (i.e., 
historically denved and selected) ideas and especially their aitacheci values; culture 
systems may, on the one hand, be considered as products of action, on the other as 
conditioning elements of future action." (Kroebeck and Kluckhlom, 1952: 18 1) 

"...the collective programming of the mind which distinguishes the members of one 
human group h m  another.. .the interactive aggregate of common characteristics that 
influences a human group's response to its environment." (Hofstede, 1980: 25) 

"Cultures are distinctive environments of coilectivities about which members share 
meaning and values, resulting in a compeUing mode1 pattern of common affective, 
attitudinal, and behavioral orientation that is transmitted amss generations and that 
differentiiates collectivities fiom each other." (House, Wright, and Aditya, 1997: 540) 

What emerges nom the numerous definitions of culture is that estabhhed values, 

attitudes, and behaviom within a group interact to shape a s h e d  culture. According to 

Adler (1986: IO), values influence attitudes, which in turn influence behaviom, which 

ultimately influence culture in an ongoing cycle. Adlet dehed these interactive 

psychological properties in the following mannec 

Values. A value is that which is explicitly or împlicitly desirable to an individual or a 

group, and which innuences the selection fkom availab1e modes, means, and ends of 
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actions. Values can be both coasciously and unconsciously held. Values are therefore 

relatively general beliefs that either define what is right and wrong or speciS, general 

preferences. 

Attitudes. An attitude is a constnict that expresses values and disposes a person to act or 

react in a certain way toward something. Attitudes are present in the relationship between 

a person and some kind of object. 

Behaviour. Behaviour is any fonn of human action. 

Kluckholn and Strodtbeck (1971) proposed a set of practical assumptions that 

d o w  a basic understanding of a given society as a normative, stereotypical group. Their 

six assumptions were th& 

There are a limited number of common human problems for which all  peoples at times 

must find solutions. 

There are a limited numkr of alternatives which exist for dealing with these problems. 

AU alternatives are present in all societies at aU times, but some are preferred over 

others. 

Each society has a dominant profde or value orientation and, in addition, has 

numerous variations or alternative pronles. 

In both the dominant profile and the variations there is a rmk-orde~g of preferences 

for alternatives- 

In societies undergohg change, the ordering of preferences will not be clear cut 

In crosscultural studies, the focus is almost exclusiveiy on the prevailing n o m ,  

attitudes, and behaviours of a society as a collective entity. This raises the issue of 
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whether a nation should be used to define the boundanes of a specific cultural group. 

Although this practice seems to presuppose that all groups are homogeneous, this is 

obviously not the case. Individuals or sub-pups within any culture may act very 

differently from each other (Na& Al-Daeaj, Ebrahim, and Thiieau, 1991). In the 

prelude to a large cx~oss-cuitural study thaî has yet to be completed, Teagarden et ai. (1995) 

cautioned that many substantive Merences may exist across groups within some 

countnes as a resdt of different languages, religions, geography, ethnicity, and history. 

Moreover, state boundaries have been &wn over thne as the result of political changes 

or wars, resulting in the inclusion of new groups into adjacent States. In countries that 

accept a large number of immigrants, the new &vals often fom their own distinct groups 

with completely different cultures. Hofstede (1980) maintirined that subcultures also exist 

on the bais of numemus variables, such as gender and level of education. Therefore, 

while the cornmon practiœ in cross-cuitural studies is to demarcate societal cultures on the 

basis of national boundaies, there are limitations on the generalizability of "a cornmon 

culture". At the univerd level, however, drawing distinct cultural boundaries is essential 

for cornparisons across cultures, and the use of national boundaries is both a convenient 

and a widely accepteci methodological approach. As stated by Hofstede (1980, p. 28), "In 

studying values, we compare individuais; in sîudying "cdîure" we compare societies." 

The cultural system described above, in whîch a person is conditioned îkom 

birth, is called ethnic or societal culture. This cultural system establishes the basic 

values, attitudes, and behaviours of an individual within a giwn society. What is 

seldom addressed in the cross-culhirat Iiterahue is that these noms do not remain static, 
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but rather are uifluenced by oîher cultural systems. These cultural modifications include 

the prevailing politicai-economic regime, the global industry culture in which the 

organization interacts, and the specific organizational culture that has developed over 

time. Each of these cultural systems is described klow in ternis of its potential 

infiuence on leadership effectiveness. 

Societal Culture 

Although then have been literally thousands of academic and practitioner-orïented 

man&pts that document the effecu of societal culture, there cm be little doubt that 

Hofstede's (1980) book, Culture's Conseouences, has been the rnost seminal in the field of 

organizational behaviour. It is a combination of his impressive database and the relative 

simplicity of his culturai dimensions that continues to provide so much theoretical and 

practical appeai. Therefore, the following andysis of societal culture will begin with an 

anaiysis of his work, followed by Tcompenaar's (1993) contribution to the understanding 

of the influence of societal culture on how effective leadership might be pemived by a 

cultural group. 

HoMe's Cultwai Dimensions 

Hofstede (1980), in his seminal work entitled "Culîure's Consequences", 

developed a conceptualization of culture which he defined as "...the collective 

pgramming of the mind which distinguishes the mernbes of one human group fiom 

another. ..the interactive aggregate of common characteristics that infiuence a human 
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groupk response to its environment" (p. 25). According to his theory, people carry "mental 

programs" which are developed in early childhood and reinforcecl in schools and 

organizatom. These mental programs are the essence of a person's societai culture. 

Through a combination of theory and data analysis, he concluded that cultures are 

different for different groups of people: "When we speak of the culture of a group, a tribe, 

a geographic region, a national minority, or a nation, culture refers to the collective mental 

programming that these people have in comrnon: the programming that is different fkom 

that of other groups, ûi'bes, regions, minorities, or nations" (p. 48). As will be discussed 

later, his conceptuaüzation of culture is what can be termed "ethnic  cul^" because of its 

reliance on societal conditioaing, particulariy by the family, as opposed to broder 

considerations of political and economic factors associateci with "national" cultures 

(Tayeb, 1988). 

The purpose of Hofstede's work was to provide empirical evidence of the culture- 

q x d i c  thought processes and social actions in different counüîes around the world. His 

research was based on the analysis of attitude s w e y  questionnaires administered to IBM 

employees during two Werent penods. The fkst questiomaires, which were developed 

by several human resource managers and which contained some similar and some 

different items, were administered between 1966 and 1970 in 18 lmguages to 60,000 

employees in 53 countnes. In 1970, a standardized questiomaire was developed, based on 

the previous results, which included 60 core questions, and many other optional items 

which could be used in various subcultures. Most questions had 5-point answer scales, 

with the "cuItlrrai" questions (as opposed to the "satisfaction" and "management" 



62 

questions) designed to rneasure preferences, values, and beiiefs. Between 1970 and 1973, 

this new international questionnaire was administemri in a total of 66 countries, most of 

which had a is0  been sampled during the initial survey period. In total, 117,000 

questionnaires were administered during the two periods. 

Hofstede's data analysis was complex and iterative. He used frequency 

distributions, correlations, and factor analysis at the individual level; he then used analysis 

of variance (ANOVA) with country, occupation, gender, and age as criteria; and hai ly  he 

perfomed "ecological correlations" and factor analysis at the country level. The ecological 

analysis consisted of a mixture of theoretical reasoning and correlation analysis of 

occupational scores and country scores. The number of corntries was subsequently 

reduced from 66 to 40 for reasons of data stability. 

By means of these various techniques, he identified four dimensions dong which 

dominant value systems can be ordered. The four dimensions consisted of power distance, 

uncertainty avoidance, individualism, and maxWty-femininity. Each of these 

dimensions is expected to affect human thinking and actions within business 

otganizations. He believed not only thaî th& the cultures of dl countries can be classifiecl 

on the bais of the four dimensions, but also that it is necessary to consider ail four 

dimensions simultaneously for a more accurate understanding of a given country's cultural 

uniqueness. Each dimension is d e s c n i  below to demonstrate how it rnight effect 

leadership effectiveness within a certain societal culture. 

Power Distance. The power distance index (PDI) is a measure of the inequality that is 
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accepted within a society. Inequahty within societies can m u r  in areas such as prestige, 

power, and wealth, with different cuitures accepting different degrees of status separation 

between individuals. Within organizaîions, this inequality is usuaily formalized in 

hierarchical supenor-subordhate relations, and is reflected in the leader's decision-making 

style and the subordinates' willingness or reluctance to disagree with their superior. In high 

PD1 countries such as the Philippines and Mexico (p. 104), a iarge status differential 

between the superior and subordinates is acceptable, epitomized by an authontarian 

leadership style. In low PD1 countnes such as Isniel and Austria, both the boss and the 

mbordinate expect that the interpersonal power and inauence of the supehor wili be 

minimized through consultative and democraîic decision-making. Hence, w i t h  such 

cultures, a leader who promotes empowerrnent and consultation would be perceived as 

king more effective. 

Uncertainty Avoidance. The tolerance for uncertainty varies considerably among people 

h m  different countries. Hofstede's uncertainty avoidance index (UAI) used ihree 

meamres which together determine a country's overall uncertainty avoidance: d e  

orientation, employment stability and security, and the level of stress that is acceptable for 

an individual to remain fùnctional. High UAI countries such as Greece and Portugal (p. 

165) prefer a low anxiety level, little or no confirontation, and sefure jobs. Effective 

leaders wirhin these cultures emphasize d e s  and ntuals to minimize uncertainty, and 

make muent use of experts and outside consultants to bypass stress in planning for the 

future. In low UA1 countries such as Denmark and Singapore, both the boss and the 
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employees are willing to take personal risks, they want to be involveci in decision-making, 

and they tend to dislike rules and regulations. 

Individuakn-CoUectivism, The individualism-coUectivisrn index deds with the 

concept of "self', and how an individual relates with other major groups within society. 

This index measures whether a person sees herself primarily as an individual or as  a 

member of a group. The societal n o m  within a culture &y the relationships in 

an organization. Organizatiom in colIectivist cultures, most notably in Chinese cultures, 

expect a pa te r  emotional dependence and team approach fkom their members, with the 

organization in tum accepting a broad responsibility for the weIfare of the employees (p. 

222). In highly individualistic societies such as the English-speaking developed countries, 

leaders would be viewed as effective if they ailow employees to seek ways to assert their 

independence fiom their employer, if they provide sufficient time for a personal or family 

Me, if they encourage the freedom to make choices, and if they establish a challenging 

work environment. Hofstede fond that individualism was negatively correlated with 

power distance in most cultures, but tbat some corntries (pdcularly the Latin European 

ones) displayed both high individualism and high power distance. 

lkhmdbity-Femininity. The masculinity-femininity dimension assesses whether a 

Society is guided more by "Inasculine~' or by Yerninine characteristics". According to 

Hofstede's use of the terms, mascuLine characteristics emphasize assertiveness, while 

feminine characteristics suggest a more nurturing appmach. Within an organizational 
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context, these gender-relateci inclinations are manifested on the masculine side through 

such leadership behaviours as concem with advancement, a desire to supervise others, 

accepting respomibili@ a preference for working on problems central to the organization, 

and a concem for earnings. Ferninine attniutes focus more on congenial relations with 

CO-workers, clearly defined responsibilities, supportive supervision, an open expression of 

emotiom, and a pleasant work environment As a result, effective leaders in countries with 

a high masculinity index such as Japan and Ausûia (p. 279) are characterized as focushg 

on achievement and results, whereas organizaîional leaders in low mascWty cultures 

such as Norway and Sweden stress wann interpersonal relaîionships and a cwperaîive 

Confucian Dgnamism. Although it was not part of his original work, Hofstede and his 

cokagues later added a nfth dimension, which they cailed "Confician dynarnism" 

(Hofstede and Bond, 1988). This dimension was h t  identified by a non-Western 

questionnaire, based on the teachings of Confucius, that was developed by Bond and 

seved Chinese sociologists in Hong Kong. At the positive end of the dimension are 

those Conhician values that are oriented toward the future, for example perseverance and 

thrift, whereas the cultural values at the negative end emphasize the past and present. 

Coutries such as the Five Dragons - Hong Kong, Japan, Taiwan, South Korea, and 

Singapore - were situated at the positive end, indicating a dynamic, future-oriented 

rnentality, while counüies such as Pakistan, Nigeria, and Western English-speaking 

nations reflected a more traditional, static mentality. From a shidy based on 22 comtnes, 
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Hofsteck and Bond concluded that a country's rank on the Confucian Dynamism index 

was correlated directly with its econornic performance, thereby providing a link between 

culture and economic phenornena such as entrepreneurisrn (p. 17). However, the link 

beh~een this dimension and organizational behaviour was neither explored nor 

hypothesized. Perhaps its greatest value is that it underscores the Merences between the 

Eastern and the Western mind, adding M e r  evidence to Hofstede's theory of the mental 

programming that detemiines the relative importance of his other cultural dimensions 

across different societies. 

Hofstede took his malysis beyond comparing the unique culture of any given 

country. He used the four dimensions to form clusters of countries with similar profiles, 

often reflecting a shared geography, laoguage, ancilor history among the countries witbin 

one of his clusters. Ushg a dendogram and some rendering of the clusters, the 40 

counaies were divided into eight cultural areas: More Developed Latin, Less Developed 

Latin, More Developed Asian, Less Developed Asian, Near-Eastern, Germanie, Anglo, 

and Nordic (p. 336). 

Admittedly there are limitations in Hofstede's work. By samphg only IBM 

ernployees, the repfe~entativeness of his data has been questioned (Shackleton and Ali, 

1990) because the interna1 culture of a large multinational fmn may dampen the national 

ciifferences. In Hofstede's defence, however, the fat  that he folmd sipnincant ciifferences 

among different countries underscores the ~rrength of the culhiral innuence, which might 

be even pater among employees of other organîzations or the community in general. 
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One of Hofstedek greatest achievements was providing a cultural analysis of such 

an enormous data&se fkom so many countries. He pmvided the empincal and concepniai 

foundation for the conclusion that societal cultures create a predisposition for certain types 

of acceptable behaviom within organizations. According to Hofstede, some of these 

behaviom may be particular to one country, shared by a cluster of countries, or universal. 

Moreover, his work dernonstrated that it is impossible to comprehend W y  how 

organizational practices vary across cultures without an understanding of the interplay of 

the various cuitural dimensions within a given culture, and which dimensions are 

relatively more important in the daily life of a society's rnembers. 

In his chapter entitled "Consequences for Policy and Research," Hofstede 

provided general guidelines for effective organizational leadership in difierent societies. 

He maintained that, while societal values held collectively by a majority of a nation's 

population are largely invisible, they are nonetheless essential considerations for 

organizational leaders. M e n  viewed through the prism of any one of his cultural 

dimensions, an effective leader must refiect the values of his or her subordinates. In 

keeping with several of the contingency theories of leadership presented in Chapter 1, 

he reinforced the contention that "leadership is a complement to subordinateship" (p. 

257). What might represent appropriate leadership in one cultural setting may not be 

appropriate for a different group of culhmlly programmed subordinates. According to 

Hofstede, a key to leadership effectiveness is therefore active consideration of 

subordhates' culturaUy programmed expectations, which are likely to m e r  fiom one 

culture to another. For example, what Hofstede termed "industrial democracy", which 
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includes concepts such as participative management, shop floor consultation, and CO- 

determination, will be only as effective as the subordhates' predetermined cultural 

expectations. Hence, it would be expected that an effective leader in a low power 

distance country would support ernployee empowerment and consultation, while an 

effective leader in a high power distance country would be more autocratie. 

Hofstede assumed that the n o m  withh a given societai are the final ultirnate of 

a leader's effectiveness. He did acknowledge the strength of organizational cultures, 

which he concluded were subcultures that are very hard to change once established. 

However, consistent with his societal culture context, he viewed organizational 

subcultures as a direct reflection of the societal culture within which the organization 

was estabiished. 

Trompenaars9 CuitUral Dimensions 

Trompenaars (1993:7) definecf cultures as "the way in which a group of people 

solves problems". In a somewhat broader deEinition, he also envisaged culhire as "the 

shared ways in which groups of people understand and interpret the world" (p.3). His 

definitions mggest that culture might be viewed as the cognitive process for determinhg 

how to assess events and how to make decisions. On a contextual rather than a pmcess 

level, he sees culture as the "context in which things happen" (p. 9). 

Trompenaan maintainecl that culture exists in layers, like an onion. On the outer 

layer are artifacts of the culture, such as architecture, dress, and Ianguage; then there are 

deeper values and nom; and h d l y  there are implicit assumptions. Trompenaars viewed 



69 

al l  of the levels as part of a society's culture, but with varying degrees of impact. The 

innermost layer represents the core uderpinnings with which humaos £ilter ail 

experiences and &temine their respoases. The central layer is somewhat more flexible, 

and may be moderated with time and with exposure to others with dBerent beliefs and 

values. The outermost layer, which he labellecl "explicit cuitun", is basically a visible 

extension of the other two layers, but it may also be a conditioned resyonse which 

conceals the true values and beliefs of a person or group. Hence, what an outsider 

observes may not be an accurate representation of the fundamental values and beliefs of 

the person being observed. 

His database consisted of 14,993 respo-iises to questionnaires by participants fiom 

47 coutries enrolIed in management courses at the Centre for International Business 

Shidies in The Netherlands. The minimum number of respondents h m  each country was 

50, with more than 100 respondents for most nationalities. 

Trompenaars acknowledged that other researchers have idenmed different 

dimensions which serve as the bais for how mankind solves problems, in partidar 

Kluckhohn and Strodtbeck's (1961) five dimensions of relational orientation, time 

orientation, activity orientation, man-nature orientation, and human nature orientation. 

However, the author provided his own set of seven dimensions, which he believed also 

reflect societies' Mering solutions to relationships with people, t h e  and nam.  The f h t  

five dimensions relate to interactions with other people. They are comprised of 

universaliSm versus particdariSm, collectivism versus individuirlism, neuual versus 

ernotional, diffuse vernis specific, and achievement versus ascrïptive. He arguecl that these 
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five value orientations greatly infiuence out ways of doing business and mmaging, as well 

as our responses in the fact of moral dilemmitc (p.31). The sixth dimension is thne 

orientation, while the seventh is the relationship with nature. 

UniversaliSm versus PartiCularism. The universalist believes that d e s  take precedence 

over fiiendship, thai there should be world standards, and thai there should be a level 

playing field The particularist believes that the ultimate arbiter of a decision should be 

personal relatiomhips, with d e s  or laws taking second place. The uriversalist stresses the 

benefits h m  codification, which provides the universal basis for engineering, law, 

finance, accounting, and business administration. This in tum leads to a focus within the 

business setting on scientific management, operations research, linear programming, 

management by objectives, value chah analysis, assessrnent based on job descriptions, 

and inviolate contracts. 

Co11ecfivism versos Individuahm. This dimension is identical to Hofstede's, with the 

collectivist's orientation toward the group and the individualist more concernecl with 

personal gai.. However, Trompenaars cautioned against considering this dimension as a 

dichotomy. The primary affiliations, such as those with the family, a religion, the 

corporation, a trade union, andor state apparatus, will Vary by society. For example, the 

French tend to idenw with their country, family, and cadre, the Japanese with their 

corporation, the former Eastern Bloc with the Communist Party, and the Irish with the 

Roman Catholic church (p. 58). In some cases, commitment to a aven group may be 
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dysfunctional for the business enterprise; as a consequence, fe~eafcfiefs must be aware of 

which collectivist Ieaning is most important in a given society. A second refinement which 

he proposed to Hofstede's dimension was viewing individualism-collectivism as a circle 

rather than as a dichotomous dimension. He suggested that individualists must be 

concemed with collective sucass if they are to succeed individudy, while coliectivists 

must encourage individuals to perform if their group is to be successful. In essence, both 

the group and the individual are important, regardles of a society's overail orientation as 

measured by this dimension. 

Neutral versus Emotionai. This dimension measures the range of feelings that are 

generally expressed in communicating and emotion's d e  in decision-making. The neutral 

person tends not to display any emotion, while the emotional person tends to exhibit 

highly affective behaviour such as speaking loudly, telling jokes, grimacing, and using 

sweeping gesticulations. The amount of emotion which we show is a function of our 

cultural training, and therefore we should not assume that either extreme is a tme measure 

of the underlying pemnality. The most direct application of this concept is in cross- 

cultural communications, both verbal and non-verbal, such as eye contact. 

Diffüse versus Specific. This dimension appears to be a bit of a grab-bag of semi-related 

concepts. In specific-oriented cultures, the person segregates the task h m  his or her 

private Me, while dinuse cultures prefer a much larger involvement. This may be viewed 

in tenns of personal versus private space - how much we are willing to share with virtual 
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strangers. It may be displayed in the use of titles (specific) rather than personal names 

(diffuse), or in making quick acquaintances as opposed to confiding oniy in established, 

personal fnends. This dimension also relates to the concept of "Iosing face", which occurs 

when something is made public which is considered pnvate. What becornes confùsing is 

Trompenaars' inclusion of the concept of low and high context culiures (see Haii, 1976, 

for a detailed discussion of this phenornenon). High context cultures rely on an 

understanding of the culhiral context before communication is effective, whereas low 

context cultures produce a great ded of explanatory verbiage to ensure cornprehension. 

Achievement versus Ascriptive. This dimension is concerneci with how status is 

accorded. Some societies accord status on the basis of individual achievement, which the 

author describes as "the spint of Rotestantism" (p. lm), where promotion is based on 

ment and organizational members vie with each other for recognition and resources. At 

the other end of the dimension, societies d b e  statu by vutue of age, class, gender, 

education, profession, or seniority within the organization. In asdptive societies, the 

organîzation's hierarchy has the responsibility for developing its employees to the best of 

their potential, and status grows automatically with age and experience; in achievement- 

oriented societies, it is sink or swim on your own. 

The Concept of Tirne, Kluckhohn and Stdtbeck (1961) identified three basic cultural 

orientations towards tirne: pastsriented, which is mainiy concemed with restoring 

traditions fiom the "goI&n age"; present-oriented, which is relaîively tirneles, with little 



focus on history or traditions; and fbture-oriented, which stresses seeking a better future. 

Trompenaars added a dBerent twist to these basic pefspectives on tirne. According to his 

intetpretaîion, some societies are "synchronous", in which each individual event has its 

own the ,  duration, and sequence, and ody one event can occur during the same interval. 

Deadlines are important because they mark the end of one event in the causal chah and 

the beginning of the next. Other societies are synchronous (or polycbronic), in which 

several activities can be conducted in p d e I ,  with no specific i n t e d  docated for 

completing the task. Sequential people tend to schedule events tightiy and expect 

punctuality, whereas synchronous people are less concemed about when events take piace, 

they are willing to interrupt conversations or meetings to conduct other business, and they 

do not expect or practice punctuality. 

Relationship with N a m  This dimension measures the degree to which a society tries 

to control extemal forces, works in haxmony with outside influences, or is totally 

subrnissive. Those which attempt to con& their envimunent are called "inner directed", 

and those on the other end of the dimension are "outer directed". h e r  directecl people 

accept ~esponsibility for their own fate, and tend to stress entrepreneurism and the belief 

that they can make a personal difference. Outer directed people are highly aware of their 

environment, and wxllingly accept both ideas and feedback fkom the forces around hem, 

such as their suppiiers and customers. As an example, Americans and Europeans view 

their own technological developments as propnetary, whereas outer directed cultures such 

as the Japanese view others' technologies as part of the human environment, subject to 
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their own r e m e n t .  He justifieci the iapanese approach with the following rationale: 'To 

take something h m  the extemal environment and then refine or impmve it is not copying 

but celebrating that environment, letting the fiest forces shape your character" (p. 142). 

On a less contentious note, the author suggested thaî no culture can be successiid 

economically if it does not practice a blend of both approaches to develop a more holistic 

and responsive system. 

There are several limitations that resdt bth h m  the cultural dimensions and 

h m  the methodology that Trompenaars used. With respect to the dimensions, it is not 

evident how they might or should be used in assessing organizational cultures. To 

complicate matters, Trornpenaars introduced two new dimensions in Chapter 11 for 

analyzing organizations: equity-hiemchy and orientation to the person-orientation to the 

task He used ail of these dimensions to produce a cultural mode1 with four quadrants, 

which he labelled as the family, the Eiffel Tower, the guided missile, and the incubaior. 

Whüe his description of the organizationd structures witbin each quadrant has an apparent 

logic, his rationale for choosing diffe~ent rneasures nom sorne of the cultural dimensions 

appears to be ad hoc and self-seMg. We are therefore left not understanding how the 

national cultural dimensions should be applied in an organizational setting. 

The primary nifficuity of his meâhodology is not with the nmber of respondents, 

because he used simple means to measure national rankings, but raîher with the formaî of 

the questionnaires. AU items except the concept of time were measured with forced 

choices between two exmme alternatives. In a concurrent publication, Hampden-Turner 

and Trompenaars (1994) presented an example of how such a limited choice may not be 



75 

appropriate: they cited a case where the Japanese met as a group during completion of the 

questionnaire and then told the mearcher that aeither choice was appropriate. The result is 

that the rankings for each country represent extremes rather than the m e  measure of 

individuals' preference for a more moderate perspective. 

However. similar to Hofstede (1980), what is important in Trompenaars' work is 

the emphasis which it places on the effects of culture on organizational behaviour, and 

how the orientations toward management practices are influencecl by more fiuidamental 

cultural values. Unlike Hofstede, Trornpenaars was not concemed primarily with 

attributes or behaviours would be more iikely to produce an effective organizational leader 

within a given culhue. His starting point was that organizational leaders automaticaily 

refIect the cultural imperatives of his or her society. His concem was for organizational 

leaders who work with employees h m  other cultures. Despite this perspective, his 

conclusion is essentially the same as Hofstede's: each person within an organization is a 

proâuct of the native culture and, consequently, employees wiU view a leader's behaviour 

fiom their own cultural pacadigm, The mixing of cultures in an organization produces a 

virtually unreconcilable tension ihat has been eliminated in national cultures to prevent 

confusion and dissent. While a leader may be perceived as effective in one cdture, he or 

she will be less effective in cultures which stressing opposing extremes on the various 

cultural dimensions. 

A fusion of Hofstede' s and Trompenaars' work strongly supports the assertion that 

people within a part ida society share n o m ,  beliefs, and attitudes thaî distinguish them 

h m  members of other societies. Their work ais0 supports the premise that cultures can 
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be distinguished, and hence demarcaie& at the national level, although there may be 

national clusters as the result of a shared history, a cornmon language, a sharrd religion, 

andlor geographic proximity. 

Many crosscultural researchers appear to have accepted the premise postulated 

by Trompenaars that culture is like an onion, with various levels of societally induced 

conscious and subconscious layers. However, the onion model is limited by its lack of 

scope. In the modem day of organizational practices, particularly with the advent of 

global communications, standardized indusûy practices, and harmonized organizational 

behaviours, this societal model no longer provides a total conceptualization of the 

salient influences on leadership effectiveness within a business context. A current 

mode1 wouid also emphasize other group influences that cm modify at least some 

aspects of the basic societai conditionhg that each of us receives fiom our families, 

educational institutions, and peer groups. Each of the major cultural systems that could 

alter societal predispositions, including the prevaihg political-economic environment 

of the country, industry cultures, and organizational cultuïes, will be discussed below. 

Politicai-Economîc System: An Overlay on Societal Cultures 

In her book entitied Organizations and National Cultures, Tayeb (1988) drew 

attention to national faftors other than societal culture that may influence organizational 

stmctures and management p&ces. Based on her earlier work with Child (ChiId and 

Tayeb, 198 l), she was partidarly concemed that "culture cannot be the 'determinant' of 

organizations. At mosf it is a factor which, dong with others, rduences' organizatiom" 



77 

(p. 6). She used the word "national" to subsume societai culture, but also to include other 

national influences mch as economic and political institutions in dflerent countries. For 

the theoretical development in this chapter, I have focused on ber presentation of the 

political and ecoaomic supra-structures within a nation that cm influence organizational 

leadership styles. 

The h t  national factor that she considered was the influence of the two major 

economic philosophies, socialism and capitalism. In theory, if not in acnial practice, 

socialkm in the form of state ownership is expected to promote a sense of collective 

identity with the organization, and it sholild ensure the absence of the antagonism that can 

be creaîed by opposing class values. Within socialist systems, fomal legisfation 

legitimues the role of the niling party in representing the collective views of the 

employees, including formal channels within the hierarchy for exerting influence over 

managerial actions. Under capitalism, on the other hand, managerial prerogatives based on 

management's clairn to fepresent the owners tend to stress individuai initiative and self- 

help, in general ignoring the collective wishes of the employees. From a structural 

perspective, socialist countries emphasïze central planning and control, whüe capitalist 

societies tend to pursue decentralized organizations to allow the necessary flexibility in 

response to market mechanisms. The implication for leadership styles which she 

suggested was that organizationai leadership in capitalist states has a much higher degree 

of independence, and hence variation, whereas leaders in socialkt cultures mut  be more 

responsive to the collective wishes of their subordhates. 

Another national factor that she considered was the rate of industrïalizaîion. Dore 
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(19'73)' in a snidy of labour movements and industnai relations, posited that counüies Like 

Britain, which had a lengthy process of industrialization, may embrace a wide range of 

leadership styles which have developed over the .  "Late starter" countries which have 

industrialized very quickly, such as Japan, are expected to begin with rationalwd 

bureaucratie f o m  which acknowledge the rights of trade unions and individual workers, 

primarily because they bomw modem management principks fbm recent Amencan and 

Ewpean-based theories. She concluded that ment studies of Japanese organizational 

practices (Ouchi, 1981; Smith, 1984) challenge this assumption, but she appears to suggest 

that leadership styles might be more homogeneous in newly indusbialized societies. 

According to Tayeb, another national variable is the degree and type of policy 

constraints placed on managers. State policy may mandate the legal status and the nghts of 

labour unions, which in turn may influence a leader's positional or personai power base. 

She cited the example of pre-revolutionary Iran, where trade unions were not permittecl, 

allowing managers to exert any form of control they wished without facing any collective 

resistance. Govemment industrial policies and priorities cm also influence leadership style 

by either encouraging foreign cornpetition or by king highly protective, which cm in tum 

create a highly turbulent and demiuiding environment or a very stable environment where 

the statu quo is expected Similarly, govemment priorities to create massive employment, 

such as in India, may necessitate hiring and maintainhg large groups of inefficient 

workers, which would have rami£icafiom for the level of trust and expectaîions that a 

leaders would have for his or her subordinates, 

Hofstede's (1980) data also support the inauence of political-economic systems. 
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He found that the individualism index correlated .82 with GDP per capita and with 

various characteristics of political and economic systems, such as occupational mobility 

and press fkedom. He also deterrnined that employees in poorer countries tend to 

express an acceptame of higher power distance and lower uncertainty avoidance. In 

essence, when employees are limited by poverty or autocratie govemments, they are 

willing to accept, and apparently to expect, their coprate leaders to demand 

cornpliance and to establish strict poiicies and procedures. While this conclusion is not 

surprîsing, it does reinforce the potentially powerful influence of the prevailing 

political-economic system in changing the basic societal conditioning of individuals. 

This wiU, in tum, alter their perceptions of the attributes and behaviours that are 

perceived as effective leadership. 

Industry Cul- 

The role which industry plays in leadership behaviour is another potentially 

significmt variable that is often not considered in cross-national snidies. Within a single 

country setting (the USA), Hrebiniak and Snow (1980) examined responses to 

environmental uncertainty across four industries. Their results indicated that 

environmental uncertainty perceived by top managers, as weil as intraorganizational 

influence and the degree of structural decenaalization, Vary by industry. Within the 

cross-national context, factors of importance inchde industry age, cornpetition nom 

within the industry, governent reguiations, and govemment prïorities (Tayeb, 1988). 

htra-industry differences are also caused by the amount and type of specialist training 
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(Maurice, 1979), and the degree of competition and interaction on a global scale. 

Trompenaars and Hampden-Turner (1994), expanding upon Trompenaars' previous 

(1993) nsearch, summarized the universal effect of industry competition in the 

following way: "...suppose Hewlett Packard asks one of its suppliers of tools and dies 

to reduce defects to below .O5 percent. Although an exception when first asked for, this 

standard spreads within weeks to other suppliers and becomes the de. Soon it is 

universal to the industry." (Hampden-Turner and Trompenaars, 1994: 7) 

To lend practical support for homogeneity within industries, we need only 

consider the basic criteria for assessing a company's level of debt or investment in 

research and development. The standard competitiveness ratios of a given f m  are 

assessed relative to other companies within the same industry. Indeed, the full import of 

Porter's (1980) five forces industry organization mode1 is based on in-industry 

comparisons. 

Although somewhat tangentiaîly, Hofstede's (1980) analysis lends support to the 

strength of industry cultures. Although his data were a i l  for IBM employees, he 

measured cross-national correlations by occupation, such as technical experts, head 

office clerks, service technicians, a d  unskilied plant workers. He determined that there 

was a strong interaction effect between occupation and country, particuiarly for power 

distance, but also for the uncertainty avoidance index. He concluded that it was the 

generd education level in various occupations that caused similar results across 

occupations. More highly educaîed occupations favored less power distance and were 

more tolerant of uncertainty than less educated occupations. This tendency was h t  
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noted by Crozier (1969), who detemnined that lesseducated employees in French banks, 

insurance f m ,  and govemment administration held more authontanan values than 

more highiy educated personnel. 

Although it is difficult to quant@ the differences among indusûy cultures, it is 

evident to those within an industry that there are cultural n o m .  Members of the 

computer software industry, for example, are fkequently depicted as free spirits who 

prefer a relaxed matrix structure (Hills and Jones, 1997), whereas the stereotypical 

banker in most, if not all, countries prefers structure and comprehensive policies and 

procedures. This does not suggest that some f m  cannot operate outsidc of the 

industry n o m ,  but rather that industries do have their own parameters and their own 

cultures which modify the societal culture in which an organization is situated. 

The long-standing argument concerning the "imperatives" of common 

technologies suggests that leadership techniques in firms within a given industry should 

cluster more closely than with f m  in other industries (Woodward, 1958). In an 

attempt to verify this supposition, a large cross-national study has been undertaken by 

Ernst & Young, under the auspices of the American Quality Foundation, across four 

industries in three countries (Harnmond, 1991). The industries are automotive, health 

care, computers, and banking, and the countnes are the USA, Gemany, and Japan. 

(Canadian data have ais0 been included in the study since its inceptioa in 1989.) The 

purpose of the study is to detemine how quality management practices are integrated 

into strategic and financial operations, and the culturai implications conceming the 

human side of the quality equation. Preliminary results suggest that there are signincant 
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Merences according to national cultures (Bowles, 1992; Dunbar, 1992), but that there 

are also substantial similarities in the concems and approaches within the industries that 

transcend national, and hence societal, boundaries. 

Similar to Hofstede's (1980) conclusion that leaders within a @en societai 

culture must be sensitive to the expectations of thier subordinates, business leaders 

within any organization will be judged by their subordinates according to industry 

standards. In many respects, the industry standards for effective atûibutes and 

managerial behaviours can be expected to oppose the basic societal culture standards in 

some countries and, hence, should be considered as an independent cultural overlay on 

the societal culture system. 

Organizational Cultures 

Edgar Schein's (1985) book, Oreanizational Culture and Leadershb, focused on 

organizational cultures rather than the societai cultures in which they are set. He 

essentially argued that companies have their own cultures that are sometimes strong 

enough to ovemde local cultures, or at least to modify them. By first addressing what 

organizational culture means, how it is formed and maintained, and how to evaluate a 

given organization, he sets the xtage for his subsequent discussion of the central role of 

leadership in creating and managing organizational culture. 

Schein believed that there are three fundamental aspects of an organization's 

culture: (a) that it defines the deeper level assumptiom and beiiefs shared by members 

of an organization; (b) that it is a leamed product of group experience; and (c) that there 
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must be an established unit with its own history. Accordingly, he defined organizational 

culture as: "a pattern of basic assumptions - invented, discovered, or developed by a 

aven group as it lems to cope with its problems of extemal adaptation and interna1 

integration - that has worked well enough to be considered valid and, therefore, to be 

taught to new members as the correct way to perceive, think, and feel in relation to those 

problems." (p. 9) 

Similar to Trompenaars (1993), Schein was concerned that what an outsider 

views may not be manifestations of an organization's culture, but rather behavioral 

regularities and tangible artifacts that may be as much a reflection of the contingent 

environment as the underlying organizational culture. He therefore presented a 

fhmework of three different levels of culture which should assist researchers, 

consultants, and practitioners in determining whether they are t d y  assessing the 

essence of a culture, or simply observing potentially confusing manifestations. 

Level 1 is the most visible, including technologies, artwork, office layouts, and 

visible and audible behavioral patterns, comparable to Trompenaars' outer layer. These 

apparent manifestations of C U ~ R  represent the constructed physical and social 

environment of the organization at the most superficial level. He believed that the 

analysis of organizationd culture at this level, which is primarily the domain of the 

anthropologist, can only be meaningful if the outsider remab w i t b  the culture long 

enough to decipher the hue meaning of the symbok. However, he failed to mention the 

potential coafound that the researcher who stays withùi an organization for a long tirne 

wodd undoubtedly start to assess the organizational culture at the other levels wbich he 
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Level 2 consists of the vdues held by members of the organization. Although 

Schein does not explicitly define "values" or give examples, he viewed them as 

convictions about "what ought to be", as distinct fiom "what is", which is consistent 

with Fielder's (1974) definition of values. Establishing values within an organization is 

a process which first relies on someone's unvaiidated conviction of how to approach a 

problem, subsequent tests of the practice in either the physical environment or by social 

consensus can either solidify the practice, in which case it will probably become an 

espoused value, or it will be amended or rejected. Schein contended that the process of 

developing or rnodifying a value wodd result in its ultimate transformation into a belief, 

and then into an asmmption which drops out of consciousness (Level3). 

Level 3, which consists of the basic assumptions that are taken for granted, 

represents the essence of an organkation's culture. Basic assumptions are congruent 

with what Argyris (1976) called "theones-in-use". They provide the irnplicit guidance 

that tells group members how to perceive, think about, and feel about things. Because 

they are based largely on group consensus, if basic assumptions are strongly held by the 

group, Schein contended that rnembers wodd fmd it inconceivable to base their 

behaviour on any other prernise. 

Adapthg the results of Kluckhohn and Strodtbeck's (1961) comparative study of 

a number of cultures in the Amencan Southwest, Schein subdivided basic assumptions 

into the following categories, around which culnnal paradigms are fomed: relationships 

with the environment, the nature of reality, t h e ,  and space, the nature of human nature, 
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the nature of human activity, and the nature of human relationships. As describecl 

below, the h t  dimension deals with problems of extemal adaptation and survival, 

while the other four are concemed pnmaRy with intemal integration issues. 

Rehtionships with the environment. For no apparent reason, he also cded this 

dimension "humanity's relationship to nature" (p.86). It represents the group's 

assessrnent of whether the host environment can be dominated or controlled, whether a 

harmony can be developed by coexisting in a certain niche, or whether the organization 

must subjugate itself to the dictates of the environment. Withoiit citing his source, he 

identified these relationships with nature respectively as the Western tradition, the 

Oriental assumption, and the Southeast Asian assumption. Ultimately, this dimension 

measures the degree to which organizational members believe that they can control their 

own fate. It is reflected in m organization's core mission, primary task, or basic 

functions, and it serves as the bais for an organization's strategy. 

The nature of d t y ,  the, and space. He also called this dimension "the nature of 

reality and truth" (p. 86). This dimension assesses the linguistic and behavioral rules 

within the organization that define whaî is fact, whether "truth" is detennined 

objectively or subjectively, and the consensus on the relationships between time and 

space. He maintained that all groups differentiate three levels of reality. The first level is 

the extemal physical realiq, which may be measured objectively in scientinc tests, or it 

may be part of the "spirit world". The second level is social reality, which is not 
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externaily testable, such as political opinions and a beiief in the afterlife. The third level 

is an individual's reality, which is based on what has k e n  leamed from experience, and 

which has a quality of absolute tnith ody for that person. These three constmcts of 

reality are "the product of social learning and hence, by definition, a part of a given 

culture" (cited on p. 90 fiom Van Maanen, 1979). However, each group must develop 

its own consensus on how to reach unith, which will be based on its basic concept of 

what tmth is. He suggested that it would be appropriate to use England's (1975) 

moralism-prapatism scale to compare business organizations on this dimension. 

Somewhat confisingly, Schein clustered the perception of time with the reality. 

This construct reflects the basic orientation toward the pst ,  present, and future. It also 

refiects a culture's predisposition for dividing tirne into comparmientalized pieces in 

which only one thing c m  be done (monochronic), a preference for conducting several 

activities during the same thefiame (polychronic), or for "holding court", where many 

activities are conducted simultaneously, but with no urgency on complethg the event. 

Schein's description of this aspect of reality is similar to Trompenaars' (1993) t h e  

dimension and Hofstede and Bond's (1989) Confucian dynamism. 

Similarly, the inclusion of perceptions about space would appear to be a 

different dimension. C i h g  Hali (1976), he posited that in the Arnerican culture there 

are four kinds of normal distance: intimacy distance, personal distance, social distance, 

and public distance, and that these may vary fiom culture to culture. Within the 

coprate  setting, he relates this to office Iandscaping, the use of physical barriers, and 

whether office doors are lefi open or shut. 



The nature of human natore. This dimension refers to the core assumptions about the 

relationship between an individual and the group, similar to Hofstede's (1980) 

individualkm index. Although based on the fundamental bcliefs of the host culture, 

each organization builds its own elaboration on how employees are treated. Human 

nature may be viewed as basically good or evil, generally lazy or motivated (nom 

McGregor's (1960) "Theory X, Theory Y"), or whether humans are perfectible. As 

Schein describes this dimension, it is also a measure of the emphasis on self- 

acmalization or group maintenance. 

The nature of human activîty. This dimension measures what is considered to be the 

'kight" thhg for people to do: to be active or passive, to be selfdevelopmental or 

fatalistic, and whether to focus on activity or on building useful relationships. At one 

end of the spectnun, Uidividuals focus on the task, on efficiency, and on discovery. At 

the other end, a kind of fatalism dictates that the person enjoy what is and accept 

whatever happens. Between the two extremes is what Schein calls 'king-in-becoming", 

which is achieving harmony with the environment through self-control. W i t b  the 

organizational setting, the middle ground would emphasize selfdevelopment, self- 

actualization, and fuüilling one's potentiai. He also includes basic assumptions about the 

importance of family, work, and personal concerns, which he relates to Hofstede's 

(1980) masculinity-femininity dimension. 
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The nature of human reiationships This dimension represents the core assumptions 

concernuig the proptr way for individuals to intemetate to d e  the group safe and 

cornfortable. These assumptions are intended to resolve the questions of (a) hierarchy, 

power and influence and (b) intimscty, love, and peer relationships. This dimension is 

almost identical to Hofstede's (1980) power distance dimension, which the author cites 

to explain his conception of this basic human assumption. Within this context, he 

unfominately relates the dimension back to king cwperative or cornpetitive, king 

individuahtic or group oriented, and whether one relies on lineal authority, law, or 

charisma, al l  of which were discussed in the previous dimensions. 

On the basis of his five dimensions, Schein then described how leadership 

functions could be utilized to mate and to sustain organizational cultures. He proposed 

that "a unique function of "leadership", as contrasted with "management" or 

"adminisiration", is the creation and management of cultwe." (p. 171), and 

subsequently that "the unique and essentiai function of leadership is the manipulation of 

culture" (p. 3 17; in both cases, the emphasis is Schein's). He viewed leadership and the 

development of corporate culture as intertwined, particularly during the formative stages 

of the organization: "one cannot separate the process of leadership fiom the process of 

building culnire" (p. 171) During an organization's formative penod, the leader serves as 

the shaping force through h ider  vision, the ability to articulate it, and the power to 

enforce it. Basically, the leader provides temporary stability, group protection, and 

emotional assurance while various problems are king tested. 

Leadership in the organization's midlife requires that the leader needs the insight 
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to know how the organization can evolve to be most effective in the future. He/she aiso 

oeeds the intervention skills to d e  desired changes, which becornes increasingiy 

difficult when cultural assumptions becorne more entrenched. 

Finally, the leader of a mature organization has Little flexibility to change the 

culture in any discemible manner, because he/she is both influenced by the existing 

culture, and the organizational members seek leaders who satisfy the dictates of theK 

established culture. Schein suggested that only a leader fiom outside the organhtion, or 

one who is extremely good at boundary spanning, rnight be capable of effecting 

significant cdhiral change at this stage. However, if scmeone from inside the 

organization were to attempt this "ultimate in leadership" (p. 322), Schein postulated 

that the foilowing skills would be required: (a) perception and insight, @) motivation 

and communication skills, (c) emotional strength, (d) ability to change the culturai 

assumptions, (e) creation of involvement and participation, and (f) depth of vision. 

The major contribution of Schein's work is that it provides a fimework for 

viewing organizational culture as a phenornenon distinct fkom societal and industry 

cultures. More particularly, we are cautioned against unfounded assumptions that 

artifacts, visible and audible behaviour patterns, and even articulated values may not be 

truly representative of an organization's underlying culture. Consequently, they may 

provide a powerful, but unseen, motivator for a particuiar leadership style, and 

ultimately how that style is judged by subordinates. 

Scheîn did not directly tackle the probiem of whether corporate cultures could be 

at odds with the societal culîure, although he implied that it might be expected. 
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Trompenaars (1993), however, did consider this dilemma in a chapter entitled bbNaîional 

Culhues and Corporate Cultures." He developed a typology of coprate cultures in 

which there are four "ideai" organizational types, responding to their national cultures. 

Th corporate cultures that he proposed in his typcdogy are the family, the Eiffel Tower, 

the guided missile, and the incubator. Basically, the family is a power-onented culture, 

the Eiffel Tower is a rolesriented culture, the guided missile is project-oriented, and the 

incubator is a fulfiument-oriented culture. W e  he found that aü four culture exist in 

many countries, he maintained that, in general, corporate cultures will tend to reflect 

the primary dimensions of the national cultures. Hence, a family culture would be most 

prevaient in countries such as Japan and Spain, the Eiffel Tower would be common to 

Germany, the guided missile culture in the U. S. and the U. K., and an incubator culture 

would be associated with business organizations in countries with a national profile 

similar to that of Sweden. 

Contmry to Schein's conclusion that an organization's culîure will reflect the 

primary values and norms of its resident society, other scholars have different 

perspectives. Mintzberg (1979), for example, found substantive evidence that 

organizational structures and practices exen a strong influence on organizational 

behaviours. In a similar vein, studies by Hofstede, Neuijen, Ohayv, and Sanders (1990) 

and Moms, Davis, and Men (1994) did not reveal signifcant relationships between 

Hofstede's cultural dimensions and business practices. 

When we look at the current management iiterature concemed with corporate 

rnergers, it quickly becornes apparent that organizations within the same societal 
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culture, and indeed within the same industry, can have markedly different organizational 

cultures (Coilis and Montgomery, 1997). Hofstede (1980: 274) contended that "in 

general, we find that outstandingly successN organizations usudy have strong and 

unique subcultures.. . UnsuccessN organizations have weak, indifferent subcultures . . . " 
This implies that corporate cultures may be viewed as a distinct cultural system that may 

substantially modw both societal and industry cultures. Consequentiy, each cultural 

system may modify or dampen the attributes and behaviours that wiIl be perceived to 

mate effective leadership. 

An Interactive Cultural Sys tem-Bd Mode1 of Leadership 

Based on a synthesis of the academic literature reviewed in this chapter, four 

interactive categories of culture are hypothesized to influence leadership effectiveness. 

As discussed in Chapter 1, the leadership literaîure has generally ken  concemed with 

influences within the organization that are critical for the development and enactment of 

leadership. The cultural system-based fiterature has expanded the environmental 

domain by demonstrating that leadership sqles rnay also be contingent upon several 

other factors, notably societal culture, the prevailing political-economic regime, the 

industry culture of an organization, and the coprate culture 

The cross-cultural literature does not provide a comprehensive research mode1 

thaî integrates the four cultural systems discussed in the preceding section. 

Trompenaars' (1993) analogy of the cultural onion dealt only with societal culture, 

while Schein's (1985) onion considered only the organizational culture. Tayeb (1988) 
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presented a mode1 that included the two elements of what she temed "national culture" 

- the societal culture and the political-economic system, but it did not include the other 

systems. The problem was therefore how to link the four cultural systems in a clear, but 

parsimonious, holistic model which would demonstrate the numerous influences on 

organizational leadership effectiveness. 

To capture the broder context in which leadership is enacted, the interactive, 

cultural system-based leadership model presented in Figure 1 was developed. Each of 

the four cultural systems - societal, politicaieconomic, industry, and organizationai - are 

presented as intersecting circles to represent their interaction with each other. Those 

who judge a given leader's effectiveness are then located in the area where the four 

systems intersect, demonstrating that they are subjected to the conditionhg influences of 

each of the cultural systems. Hence, each judge of leadership will be influenced by a 

combination of all four cultural systems. 

It is impossible, without considerable future research, to state whether any one of 

the cultural systems has more impact than the others. Although Hofstede (1980) 

believed that organizational cultures are subgroups of societal cultures, there has been 

no substantive research to support this contention. House, Wright, and Aditya (1997) 

dso questioned the relative roles that various "extemal influences" might have on what 

they called the 'bpsychological properties" engendered by ethnic cultures. Referrhg to 

militay, economic, technological, politicai, and cornpetitive forces, they conciuded that 

collectively such forces '"may enhance, darnpen, or nullify the Muence of 

psychological cornmonalties among mernbers of cultural units on some important 



organizational practices and leadershiprelated variable" (p. 594). 

Without further evidence of the relative roles of each system, the mode1 in 

Figure 2-1 has aven each cultural system equal weighting. Conceptualiy, it would not 

detract fkom the model's application if it were subsequently detemiined that any of the 

four cultural systerns has less or more influence. 

Figure 2-1: An Interactive Cultural Systems-based Leadership Mode1 

The people in the central zone are those who judge a leader's effectiveness. The 

decision conceming who should be included among the judges is based on the 

leadership theories presented in Chapter 1. First is the leader, who is the source of 
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charismatic attributes and behaviom, and who is also expected to continuously assess 

the effectiveness of his or her own leadership style, even if the leader's primary focus is 

on the task rather than on interpersonal relations (Fieder, 1967, 1974). Next are the 

subordinates, both individually, as identified in the dyadic relations of the social 

exchange theory (Hollander, 1964, 1979) and the path-goal theory (House and Mitchell, 

1974), and collectively, as suggested by the Vroorn-Yetton model (Vroorn and Yetton, 

1973; Vroom, 1984) and Misumi's perfomance-maintenance functions (Misumi and 

Tasaki, 1965). Following Smith and Peterson's (1988) models, both the leader's pers 

and superiors are also included because they fiequently judge the leader's effectiveness 

and provide meaningful fcedback. 

Evidently, a business leader will also be judged by extemal srakeholders, 

such a s  environmental groups, cornpetitors, and industry analysts, but their inclusion 

would make the model overly cornplex. Even with their exclusion, however, the mode1 

does capture the essence of the contingent innuences on a leader discussed in Chapter 1 

and the range of cultural innuences descnbed in this chapter. 

On the basis of this interactive model, it is postulated that: 

A leader's effectiveness is a direct result of his or her interaction with organizational 

subordinates, peers, and superiors. 

AU judges of a Leader's effectiveness are influenced by n o m ,  values, and practices 

that flow from the interaction of societal, political-economic, industnal, and 

organizaîional variabIes. 

An effective leader will modw his or her attnoutes and behaviours to refiect the 
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prevailing norms and values of the subordinates, peers, and superiors within the 

organization. 

d. In crossculnual organhational leadership studies, no one cultural system cm be 

considered in isolation because it is impossible to control for the interactive effects 

of the other cultural systems. 

What would happen if the leader and his or her subordinates originaîed in 

different societai cultures, which is increashgly the case in multinationai corporations? 

They would then have different societally-induced predispositions toward effective 

leadership attributes and behaviours. As demonstrated by the model, despite their 

societal differences, each would be iduenced by the same t h e  other cultural systems, 

but they would potentially have somewhat different -es of reference based on the 

n o m  of their societal cultures. Accordingly, each might view the behaviour as 

effective or otherwise depending on the strength of the other three cultural systems, in 

combination with their societal predispositions. Ultimately, achieving a consensus on 

what leadership attn'butes and behaviours might be viewed as effective wodd depend 

on the degree to which various players accepted the prevailing n o m  and values that 

impact their organization (Dorhan and Howell, 1988). 

The purpose of the mode1 in Figure 2-1 is to serve as  a guide for establishing the 

research variables for cross-cultural leadership studies. Crosscultural researchers to 

date have not included all of the variables in their studies. For example, Hofstede 

(1980) considered only national cultures, Tayeb (1988) was concemed with national and 

political-economic cultures, and Schein (1985) fwused on organizationai cultures. 
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However, shouid a researcher wish to explore the universality of managerial theones, al1 

four cultural systerns would have to be included when designing the study. Those who 

could serve as the judges for the effectiveness or relevance of the theory would be 

placed in the centre of the model. In the case of this dissertation, which will examine 

the universality of charismatic leadership and its effectiveness, a range of different 

societal cultures, different political-economic systems, different industries, and different 

firms within the industries have al l  been utilized to satisfy the requirements of the cross- 

cultural research model. The final task using this model is to determine how to measure 

effectiveness. 

Measuring Effectiveness Across Cuikues 

Perhaps the most conceptually demanding aspect of this study is how to measure 

leadership effectiveness. Despite the numerous approaches used in ethnocentric 

management studies, none of them Wlll the challenges inherent in a cross-cultural or 

cross-national empirical study. The ethnocentric approach h m  "masculine" societies 

would be to use standard business ratios such as measures of profitability or market 

share, while requirements fkom scholars in more 'Yeminine" countries might be 

popularity or degree of interaction. If we were to follow the chansmatic leadership 

profile, we might ask whether the leader has a strong vision or is a skilled 

communicator. However, none of these measures would necessarily be meaningful or 

germane to people in different countries, nor would they be free from the researcher's 

own cuîturaI predispositions. Even within a given society, what might be deemed as 
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effective behaviour by one person might be very different from the assessrnent criteria 

used by another. 

The culhually sensitive solution is to let each person decide for himself or 

herself. Rather than providing or using any predetennined, absolute rneasures, the 

questions used in any study should let the respondent assess the effectiveness of any 

attributes or behaviom that are king investigated. For example, the question might be 

posed: "On a scale of 1 to 7 (with 7 being "highly effective"), how would you rate your 

leader's effectiveness when he/she communicates a strong vision for the funire of the 

organization?"e responses would reflect the judges' predispositions based on their 

own conditioning by any or all of the four cultural systerns. The results would need no 

interpretation by the researcher as long as the questions were actually meaningful, which 

should be resolved through pre-testing the instrument. (As will be discussed in p a t e r  

detail in Chapter 4, this was the format employed by the GLOBE questionnaire, which 

was used in collecting the data used in this dissertation.) 

Conclusion 

The crossculturd literature has provided a wealth of insights into the various 

infîuences that condition the mental programs of individuals in a business organization. 

As reviewed in this chapter, most researchers have focused on different aspects of the 

collective cultural environment. Hofstede (1980) and Trompenaars (1993) were 

concerned with how societal culture influences people differently in various cultures or 

chsters of cultures. The primary influences that they identified were a common 
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geography, language, religion, and history. Tayeb (1988) emiched the literature by 

melding societal culhire with the political-economic regime, in what she termed 

"national cultures". Other researchers have stresseci the homogenizing effect of 

industrial cultures, whüe Schein (1985) provided a comprehensive analysis of the 

formation and maintenance of organizational cultures. 

What has been lacking in the cross-cultural literature is a model that integrates 

the various cultural systems. In response to this shortcoming, a holistic and interactive 

cross-cultural research model has been developed in this chapter. Its theoretical 

contribution is a clear representation of the variables that should be included in a 

research study when assessing the universality of any management theory, and more 

particularly when assessing the universal effectiveness of charismatic leadership. Based 

on the contingency theories of leadership, the primary categories of judges who 

regularly assess a leader's effectiveness are included in the model, notably the leader, 

the subordinates, the leader's pers, and the leader's superiors. The expectations of ail 

of the judges will be condîtioned by the four culturai systems to which they are exposed, 

and each person's assessrnent might Vary depending upon the weighting that he or she 

attaches to each cultural system. In response, an effective leader could be expected to 

modify his or her leadership style in keeping with the prevailing n o m  and values 

within the organîzation. 

Fmally, the argument is made that cross-cultural research instruments must 

acknowledge and respect the culture-specific input nom the respondents in each culture 

king surveyed. This can be accomplished only by allowing the respondents to use their 
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own personal standards when assessing a business leader's effectiveness. When testing 

the universality of any managerial theory, not only must a researcher tap into all four 

cultural systems included in the rnodel, but the researcher must also allow each 

respondent to provide an unfettered evaluation of the leader's effectiveness in 

accordance with his or her own mental program. 

The interactive, cultural systems-based leadership mode1 developed in 

this chapter has yet to be tested. It was derived conceptudy by synthesizing the wealth 

of scholarly research that has added broader and increasingly more relevant scope to our 

research. Some of the system variables, notably societal, political-economic, and 

organhtional cultures, mitigate against frnding any universal consensus on effective 

leadership styles. Industrial cultures, on the other hand, suggest a homogenizing effect. 

This study will allow al l  four culniral systems to interact in detemiinkg whether the 

combination stül  provides scope for the existence of universaily effective leadership 

attributes and behaviours. Maybe aIl four cultural systems are ultimately irrelevant in 

deteminhg the foundational charisrnatic pronle of an organizational leader. Perhaps, 

as House, Wright, and Aditya (1997) have suggested, if we were to control for ail of the 

exogenous variables, we might find that some aspects of leadership are actually 

universally effective, or at a minimum approaching universality. 



UNIVEXSALITY: TEE CONSTRUCT, A NEW TYPOLOGY, AND HYPOTHESES 
CON-G TEE UNIVERSALITY OF CHARISMATIC LEADERSHIP 

Introduction 

One of the most debated questions in many of the social sciences, including cross- 

culturai leadership research, is whether there are universal behaviours (Lomer, 1980). The 

concept of universality in itseIf, which may be defined as generalizable across all people, 

raises some uiüiguing questions, including "what is universaiity", and "how cm it be 

measured?" Another critical question is "how close is close enough" in judging universality 

- should we be striving for exact replication across societies, or for fùnctional equivaience 

that aIlows for minor individual and culturai variations? 

There can be no question that many aspects of "culture" are converging around the 

world. The %lue jeans generation' is ubiquitous, with similar tastes in fashion, modem 

music, and snack foods, led by global television programming and advertising. On the 

business front, academic programs in business administration are converging on the 

American model, while multilateral institutio~~~ such as the World Trade ûrganization 

encourage harrnonization of business practices and standards. At the same time, however, 

some of the cultural influences ideotified in Chapter 2, particularly societal culture, suggest 

that there are considerable barriers to complete global convergence. The crucial question 

for this study is whether a convergence of leadership styles has occuned, and ultimately 

whether charismatc leadership is now a universai phenornenon. 

The purpose of this chapter is to lay the foudation for the subsequent analysis of 
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ciiarisrnatic leadership as a universal paradip. The fïrst section traces the convergence- 

divergence debate, which generally rehforces the emic (country-specific) viewpoint. The 

next section considers how the concept of universality has been described in the social 

sciences literature, h m  which a new taxonomy of universals is developed. These degrees 

of universality are then operationalized from the perspective of conducting a statisticd 

analysis on a cross-Secfion of national samples. consistent with the crosscultural influence 

model presented in Chapter 2. Finally, there is a discussion of how many national samples 

are sufficient in an exploratory cross-cdniral leadership study. 

Appmching Univedty:  The Culkiral Convergence Debate 

The primary reason for assuming that there might be some universaiity in leadership 

styles emerges fiom the convergence theory, which may be viewed as a fonn of social 

Darwinism. Supporters of the convergence approach maintain that managers in different 

countries increasingly embrace universal attitudes and behaviours common to other 

countries (Biegandhi, 1975). The competing divergence perspective maintains that 

individuals wiU retain diverse, culturally-based values despite any economic or social 

similarities between nations (Ralston et al., 1993; Shenkar and Ronen, 1987; Tmmpenaars, 

1993). 

Convergence. which is a trend toward universaliSm, is premised on the argument 

that societies, as they become more industrialized, change their cuitural values to fit k- 

market capitalism (Pascale and Maguire, 1980; Negandhi, 1975) as an outcome of 

"common industrial logic" (Adler, h k o r  and Redding, 1986: 300). In o r g ~ o n s .  
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similar production equipment, common tecbn010gies, generally accepted accounting 

principles, and global hancial instruments and institutions all serve to harmonize 

management practices and structures (Child and Tayeb, 1983; LRvitî, 1983; Ronen, 1986; 

Yavas, 1995). Convergence is reinforced by the increasingly global business environment. 

Trading blocks and economic organizations such as the European Union (EU), North 

Amencan Free Trade Agreement (NAFTA), Asia Pacinc Economic Cooperation (APEC), 

the General Agreement on T a s  and Trade (GATT), and the World Trade Organization 

(WTO) are constantiy striving to harrnonize trade practices and product standards. 

Multuiational corporations, international joint ventures and fianchises diffuse nationally- 

ernbedded culturai values. while the quest for advanced business education - paaicularly the 

world-wide explosion of MBA programs - has led to a similarity of cunicula and training in 

business disciplines throughout the world (Werther, 1996). 

There can be no question that communications technology has served as a dramatic 

cataiyst for cultural convergence. In his article on "global youth culture", Werther (1996) 

argued that cultural values that were traditionally transmitted by the family to the child are 

now king transmitted by the new babysitter - the television - in both developing and 

developed countries. TV programs and rnovies are translaîed into numerous languages and 

rapidly dissemin;~ed through local programming, satellite dishes, and videos. The 

ubiquitous electronic media and music scene is having an equdy pervasive effect As he 

stated so poignantly, today's youth " . . . in China or Chile . . . enjoy the same movies and 

music [as those] in the US. and Europe, dress in the same blue jeans, tee shirts, and ahletic 

shoes, stop by the Citiiank ATM, and then rush off to Taco Bell, Kentucky Frkd Chicken, 
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Pizza Hut, or MacDonald's outlets" (Werther, 1996: 34). As a remlt of this convergence, 

he suggested that there are several dobal culmai adaptations which are already iduencing 

organizational management: authority is vkwed as wrong; younger employees demand 

greater participation and empowerment; they prefer instant wedth rather than sûiving for 

future rewards; and they have different aîtitudes about aitendance, loyalty, and responsibiüty 

than previous generations. 

An interesthg fkding of some of the research on convergence is the difierence 

between generations, commonly called the generation gap. Geringer (1988) and Kolb, 

Rubin, and Osland (1991) found that younger managers have often been educated to accept 

new values, and therefore to resist the cor&onnity of thek elders. As a consequence, a 

generational gap emerges in terms of values and decision-making styles, regardless of the 

social culture. This same trend was observed by Raiston, Gutafson, Cheung, and Terpstra 

(1992) in their snidy of mainiand Chinese managers 15 months before and 15 months after 

the Tienanmon Square incident. They found that older managers maintainecl their former 

beliefs, but younger managers had shified their beliefs and n o m  away h m  traditional 

communism to a more worldly acceptance of opemess and challenge. 

Despite the arguments in support of cultural convergence, the cross-culhual 

leadership literature has generally supported the divergence perspective, stresshg a strong 

comection between culture and leadership styles. One of the first cross-cultural 

management studies was conducted by Haire, GhiseIli and Porter (1966), who used a 

samp1e of over 3,600 managers in 14 countries to test the similarity of managerial thinking 

around the globe, and whether countries could be clustered according to their fesponses. 
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They concluded that there is some universality of management philosophy, but that national 

ciifferences make a consistent and substantial contribution to managers' attitudes. They also 

detennined that counüies couid be clustered into somewhat homogeneous groups based on 

measuns of Ieadership, d e  descriptions and motivation. 

The most fkyently cited source of support for divergence in leadership styles was 

provided by Hofstede (1980). As discussed in Chapter 2, he posited that leadership styles 

vary according to cultural clusters, as measured by how an individual scores on his four 

cultural dimensions. He viewed power distance as the most important determinant of 

leadership styles. Countries with a high power distance prefer autocratie leadership, 

countries with a medium-range power distance prefer participatory management with the 

initiative taken by the manager, and countries with a low power distance prefer initiatives to 

be taken by the subordinates. Hofstede also showed that leadership and decision-making 

styles are affected by a country's position on the mascuiinity index. High masculinity 

countries prefer decisions based on facts and plans, while more feminine comitnes support 

dccisions that also encompass intuition and con- for consensus. 

In a similar vein, Triandis (1994), in a comprehensive review of almost 400 studies, 

concluded that the cultural value orientations in a country WU determine the optimum 

leadership profile for that country. The greatest culaual influence on leadership which he 

noted was the dBexence between individualkt and coilectivist countnes, with English- 

speaking North Arnerïcan countries scoring the highest on individualism, and the Asian 

Tigers representing the collectivist cultures. In individtialist countries, more importance is 

placed on having W o m  and challenge in jobs, and managers raie autonomy very highly. 
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In collectivist cultures people favour security, obedience, duty, in-group harmony, and 

personalized relationships. Triandis concludeci that, while there are some universal 

attributes of management systems, each distinct culture might have a distinct management 

style that is both moderated and k t l y  uifluenced by culture. 

Erez and Earley (1993) have also argued for the impact of culture on leadership 

styles and employee behaviour. They suggested that cultural noms help shape the 

manager's and employee's psychological expefience of self-identity and help generate the 

critena which are used to assess a manager's performance. They envisioned a feedback loop 

thai constitutes the link between the macro level of cultural values and n o m ,  the meso 

level of organizational processes, and the rnim level of individual behaviour. According to 

their model, those leadership behaviours that are compatible with cultural noms tend to be 

regarded as effective, while those that are con- to the ingrained culture tend to be 

rejected. For example, in a collectivist culture, the leaders success hinges upon motivating 

employees toward group success and recognition. 

The Erez and Earley (1993) propositions were empirically tested by Gibson (1995), 

who compared two cultural clusters - the USA and Australia, and Norway and Sweden - to 

determine the effect of culture on both leadership and gender issues. Her results 

dernomtraie that both gender and country infiuence leadership behaviour, although there 

was considerably more Merence between the Amencam and the Austrahans than 

anticipated. The overarching conclusion was that nationaiity demonstrates a significant 

effect on the degree of emphasis placed on leadership behaviom and styles, which places 

her saidy in the divergence camp. 
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As indicated above, the resuits of the numerous cross-culturai management studies 

provide mixed results conceming the convergenceidivergence debate. Child (1981) 

concluded from his d y s i s  of the cross-CU1turd management literature thaî those studies 

which supported convergence focused on macro-level variables such as technology, which 

requires a rational sidministration regardles of culture, while those using micro-level 

variables, such as the values of organizational members, demonstrated greater culturai 

divergence. 

Although culturd convergence, particularly in business organizations, may 

demonstrate a trend toward universal behaviours, it cannot be used as an argument that 

universality currently exists. Convergence is a process over tirne, and therefore c m  ody 

demonstrate longitudinal movements toward a common set of beliefs or values. However, 

the universality debate is concemed with whether there are etic3 behaviours and attributes 

that transcend all societal boundarïes, not whether some of them are converging in various 

corntries. There can be little question that emic behaviours exist, but the tme challenge is 

the search for the etic. As Triandis (1994: 108) observed: "...almost every phenomenon has 

both universal and culture-specific aspects. It is the task of cross-cultural organizational 

psychology to sort out the universal h m  the culture-specifîc in the case of behaviours in 

organizatiom." 

3 As will be descl-ibed later in this chapter, bbeti~", fiom the linguistic term "phonetic", is 
used in this dissertation to mean universal. '%mic", nom 4'phonemic", means specXc to 
one culture and not replicable in any others. 



U n i v e d t y  in the Sooal Sciences 

The study of UniversaMy in the social sciences has been conducted primarily in 

anthropology, biology, linguistics, and psychology, with varying degrees of success and 

considerable debate. However, as siimman;i:ed below, there does appear to be some 

substantiaîion for the universality of some behaviow, prharily basic tesponses to the 

common challenges that face mankind in generai. As will be explained, this does not 

necessarily mean that more cornplex behaviours might not also be universai, but rather that 

the fauit may lie in the expectations, and hence the comparative techniques, used by 

researchers. 

Anthropology has a long history of examining universality in the form of panhuman 

cultural regularities. One of the earliest and most innuential academic works to support the 

concept of universality was Wntten by Murdock (1945). He posited that al l  cultures are 

constnicted according to a single fundamental plan, called the "universal culture pattern", 

which is based on "the fiindamental biological and psychologicai nature of mm and in the 

universal conditions of human existence" (Murdock, 1945: 125). AU behaviour is designed 

to mediate between situations thaî muse impulses and the need to satisw those impulses. 

The responses are based on two fundamental adaptive mechanisms - instinct and habit. 

Habits, or learned adaptive mechanisms, are particdariy cornplicated because they may not 

necessarily gratify basic dnves directiy, but they may be instrumental respo~lses which pave 

the way for other acts which eventually offer rewarding resuits. When a new situation is 

encountered, people learn on the basis of previous habits, but the number of possible 

responses is always limited by the nature of mankind and by the nature of the world in 



which it lives. 

Murdock (1945) composed a list of seventy-three "cultural universals", which 

included, for example, community organization, courtship, ethics, fimeral rites, government, 

law, personal names, property rights, and m e .  He maintained that all  of these common 

denominators of culture can be found in any society, past or present. Regrettably, the reader 

is not told on what basis he developed this list, but Lonner (1980: 150) suggested that 

Mudock's list "was derived fkom ethnographie reports, keen scholarship, and probably a 

sprinkle of guesswork" Murdock maintained that these tme universals of culture are not 

reflected in identical behaviours, but mther reprisent similarities in classification which 

"have so much in common that competent researchers feel compelled to classify them 

together" (p. 125). 

Kluckhohn (1953), another notable anthropo1ogist, posited that there are enough 

similarities across mankind to dow common behavioral dimensions. Goldschmidt (1966) 

also postulated that there are invariant characteristics thaî transeend social and culhual 

boundarïes, which he categorized as the need for association, the capacity for c l a s s ~ g  

objects, people, and ideas, and the acceptance withh every society of individual ciifferences. 

In a similar vein, Sawyer and Levine (1966) correlateci Murdock's cultural characteristics 

across 565 societies, fiom which they foimd nine behavioral factors which they described as 

"functional necessities" which are independent of shared histories or cultural borrowing. 

The biological iïterature does not offer as rich a contribution to the universal 

behaviour debaie, but nonetheless it does provide some evidence of universality with 

respect to perceptions and emotions. Barttett (1 932). who was the precufsor in developing 
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this seminal theme, proposed the concept of "schema" for wcplaining how experiences are 

recorded and explained. He hypothesized that visual stimuli are categorized and 

remembered in accordance with familia. patterns, such as gestures, facial expressions, and 

landscape patterns, which in turn suggest a cornmon human need for simplicity and 

generalization. Rosch (1975) maintained that, even as culhires evolve, there is a recurrent 

panhuman tendency to use cognitive prototypes in naming colours and basic objects, which 

are consistent across atl cultures, 

The study of linguistics has shed a different light on the existence of universality, 

and in the process coined the word "eticlYor behavioral universality. Linguists found that 

the= are sorne sounds made by h m s ,  which they caU phonetics, that are consistent 

across al l  cultures. Hence the word "etic", which is now used in some social sciences to 

describe universal traits and behaviours. They also determined that there are phonemics, 

which are sounds that are particdar to a given language, from which the term "emic" was 

deriveci to mean culture-specific. 

Researchers in the field of psychology have generally maintained that there are 

universal behavioral dimensions, such as emotions of anger, disgust, fear, happiness, 

sadness, and surprise (Elmian, 1972; Izard, 1971). Most of us are f d a r  with Maslow's 

(1954, 1966) %.ïerarchy of weds", which range fÎom "deficiency motives" (e-g. the need for 

food and secwity), to 'king motives" (eg. self-actuajization), all of which are deemed to 

be universal. Although many of psychology's basic processes, such as learning, motivation, 

perceptions, and problem-solving, have generally been presented as pancultural reguiarities, 

most psychologists believe that they are modined by culture and, as  a consequence, may be 
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exhibited differently across societies (Triandis, 1978). This concept, hown as "cultural 

relativism", has had consistent support among ali of the social sciences that study cross- 

national phenornena (Lomer, 1980). 

Tuming briefly to the management literature, it quickly becornes evident thai there 

are numemus reasons why one should not expect universality to exist. As discussed in 

Chapter 2, influence systems such as societal culture, the political-economic environment, 

industry n o m ,  and powerful organizationd cultures al1 act as contingent forces to mate 

different responses to any situation, includkg the style of leadership which might be most 

efféctive within a given organization. The various leadership theories generally reinforce 

this perspective, arguing in the main that any act of leadership, and how it is interpreted by 

the followers, is contingent upon numerous personal and situational variables. 

However, as mentioned in Chapter 1, a few scholars have suggested that universality 

in leadership styles might exist. Bass (1997) was the most forthright. arguing that 

ernpirical evidence fiom several countries demonstrates that transformational leadership is a 

universal phenornenon. He also cautioned that this conclusion depended on the definîtion 

of universality king used. Houe and Aditya (1997) were Iess sanguine, staîing that '?he 

effects of chaismatic leadership behaviors are rather widely generalizable in the United 

States and that they may well generalize across cultures" (House and Aditya, 1997: 400). 

While these two observations indicate a cautious acceptance of the concept, imiversaüty has 

generaily not enjoyed popular support in the management literature. 



A Basic Typology of Universals 

The preceding discussion of universahty makes it evident that the concept may be 

defineci in several ways, depending upon how specific the cross-societal cornparisons are 

expected to be. Iaynes and BressIer (1971), two biologists who compareci behaviours 

across and within species, h e d  the various approaches in a typology of universals, which 

consisted of the following four categories: 

1. Simple Behaeioral Univemis. These universals consist of simple, single biological 

actions that are recognizable across the species. in our case mankind Biologicai examples 

include facial expressions, fighting, and courtship behaviours. These behavioun are 

invariant across all cultural or group boundaries. According to Jaynes and Bressler. these 

universals are the most basic responses and they generaily elicit the most identical responses 

across ail of mankinâ, regardlas of cultural idluences. 

2. Variform Universab. These are overt behaviours that have the same functional 

signifieance and which share common elements, but which are moderated according to the 

contingencies of the direct environment. An example is aggression, which is common 

across mankinâ, but which may Vary in how it is expressed and interpreted both across 

cultures and within groups. The essence of this category is that ail  of mankind responds to 

these behaviom in the same manner, although the responses may be conditioned by what is 

appropriate in a given society or dture. For example, how we express confusion or anger 

may vary somewhaî, but the responses are generally consistent across societies. 

3. Functional Universals. These are more complex behaviours than v d o r m  universais in 

that they represent behavioral configurations that have similar social consequences, such as  
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creating group cohesion. The same pattern of relationships are consistent when cornparexi 

against other cultures. Examples include the need for and understanding of the relationships 

inherent in team sports, ceremonies of allegiance, and rites of passage. The emphasis in tbis 

category of universals is the collective interpretation of behaviows in estabhshing or 

modifjhg a group's values or nom.  Functional universals are therefore the most complex 

category in that we consider their ultimate function rather than simply how they are 

perceived. 

4. Diachmnic Univemis. These are behavioral universals that change over time as 

societies evolve, such as socialization, the laws of learning, and culturai diffusion. Within 

the convergence-divergence paradigm, diachronic universals would be the convergence 

behaviours that change as cultures interact. From their brief description of diachronic 

universais, it is nifficuit to determine exactly what Jaynes and Bressler meant to incorporate 

in this category. They signify either that some behaviours are modified in the same manner 

by al l  people over time, or that some behaviom that do change still maintain their basic 

patterns. Regardles of this confusion, the essence of their argument is that some 

supposedly universai behaviours may be modified as groups interact or are exposed to 

universal situations, and that the changes are consistent across mankind, 

Lonner (1980) hypothesized that the same typology could be used in the field of 

psychology. According to Lonner, simple univers& could be used to categorize such facts 

as human s e d t y ,  aggression, and communication. Varifonn universals would consist of 

those constmcts that are subject to cultural modifications. Within this category, 

psychologists would be concernecl with how behaviours are displayed and interpreted in 
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various societies, such as emotional expressions. Fmctional universalism would explain 

interrelated behaviom thai have "identical indicaiors", such as those used in establishing 

functional quivalence in language translations. An example would be Mcclelland's (1961) 

theory of need achievement, which has been used to assess entrepreneurid spirit m s s  

cultures. Fially, diachronic universals could be used to explain the universaiity of the 

bdamental Iaws of society which undergo transformations over tirne, but which basicaily 

maintain the same components, regardless of slight modifications. 

Jaynes and Bressler's (1971) typology has recently been applied in the field of cross- 

cultural leadership. Bass (1997: 13 1-132) provided examples of the various universal 

typologies in leadership terms, and subsequently added a fïfth category - variform functional 

universai. According to Bass, a simple universal about leadership is thaî whenever humans 

form a group, there is a need for a leader. An exarnple of a variform universai is the 

practice in most orgaaizations of having one person (the CE0 or General Manager) 

responsible for the organization, but in some cultures, such as Germany, a technical and a 

commercial director may share responsibilities and authority with the CEO. He defineci a 

hctional universai as "a relation that is universal between variabtes. Such a functional 

universal is the correlation between laissez-faire leadership and perceived ineffectiveness. 

Everywhere, the assigned leader who frequentiy avoids responsibilities and shirks duties is 

perceiveci as ineffective and dissaîisfylng by followers (Bass, 1997: 131). Bass evidently 

had problems with diachronic universaki, which he did not mention, The classidication 

which he added - varifonn functional universal - was used to express the potential for both 

positive and negative variations between variables. The example thaî Bass used to 
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demonstrate this concept was the effectiveness of charismatic leadership: generally 

charisma is expected to have a positive effect on subordinates, but there are cases where 

subordinates have feacted negatively to charismatic behaviours (Avolio, Bass, and Jung, 

1996). 

Bass's apparent difficulty in applying Jaynes and Bressler's categories of 

universality is understandable. Their typology was designed to reflect an ascendhg order of 

complexity of behaviours rather han a typology for complex behaviours, such as responses 

to leadership styles. According to their conception, simple univetsals are basic human 

behaviours that are recognized across societies, variform universals are more complex 

behavioural responses thaî are recognized universally but which may be interpreted 

somewhat differently, and functional universals are behaviours that alter a group's respoose. 

In su~~l~~liiry, while there have been some efforts in the social sciences to 

demonstrate universal behaviours, most fields of study have determined that most 

"universal" behaviours will be modified somewhat by culture, and thus may be exhibited in 

slightly different ways across societies (Bass, 1997; Jaynes and Bressler, 1971; b e r ,  

1980). What is lacking in the literature, however, is a taxonomy that provides graduated 

categories for determinhg the universality of complex behaviours, such as a consistent 

reaction to leadership styles. The fundamental question is how precisely do behaviom, and 

responses to those behaviom, have to rephcaie across cultures to allow a detemination of 

universality? Do the behaviom have to be exactly the same, or may they Vary somewhat to 

refiect cultural relativism? UItimately, how close is dose enough for accepting a 

determination of imiversality? This crucial question, which has iimited researchers h m  
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tackling the perplexing issue of universaiity, provides the motivation for the following 

taxonomy of univers& for complex behaviours. 

A New Typology of Universals and Related Hypotheses 

Although Jaynes and Bressler's (197 1) typology does not satisfy the requirements 

for comparing degrees of universaMy for complex behaviours, it does nonetheless provide 

insights into how such a taxonomy could be conceptuaiized. The following section will 

build upon and modify their taxonomy to satisfy the requbements for undertaking a cross- 

cultural leadership study. It is intended that this typology might dso be applicable in other 

behavioural studies in the social sciences. The new categories that will be developed are 

comprised of uniform, varifonn, and functionai universals. 

Uniform Universais. As the name suggests, unifonn universality means that a consmct is 

exactly the same across aU cultures. This is the most rigorous dehition of universality. 

Unifom universals require thai aIl cognitive processes associated with a construct are 

identical across all societies. 

For statistical purposes, morm universals cm be operationalized (in LISREL 

notation) by speafying that the covariance or correlation matrices of the observed variables 

for each country data set are identical. Explicitly, the correlation among exogenous 

constructs for each data set must be quai for all coutries, i.e., phi =phi =phi ,etc., and that 

the matrix of prediction ermrs for indicators of exogenous consûucts (theta delta) equals 

zero for ail groups. 
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At face value, this is the definition of universaüty that sorne people embrace. In his 

papex entitled "Measurement Issues In Cross-National Research", Singh (1995) set very 

strhgent statistical requirernents for inferring constmct equivalence across national 

samples. Basically, he maintahed that complete and exact equivalency must be assured 

across both (or ail) of the national samples before constmct equivalence cm be 

demonstrated. 

According to Singh, the issue of consmict equivalence involves three aspects. The 

tint concems hctional or conceptual equivalence, which examines whether a given 

consmict is expressed simüarly, and whether it represents the same function in terms of 

attitudes a d o r  behaviours in different national settings. The second aspect is whether the 

instructions and questionnaire items are interpreted the same way across the national 

samples, which is termed instrument equivalence. The third aspect is measurement 

equivalence, which assesses whether each scale item measures the same sale item 

equivalently. Singh was concemed that any or all of these issues rnight be oeglected in 

cross-national research, thereby leading to false conclusions relative to his dennition of 

universaliîy. 

In both theoretical and practical terms, this category of univefsality may be 

impossible to achieve. The reaiïty in the social sciences is that researchers are working with 

highly unpredictable human subjects. Any attempt to match cross-national samples 

perfectly defies the ciifferences which individuals display within any national, ethnic, or 

organizational setting (Kim and Ofori-Dankwa, 1995; Specter and Solomon, 1990; 

Teagarden et al., 1995). A good example of the inherent differences between group and 
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individual measurements was provided by Douglas's (1982) model of "grid and "group". 

The grid dimension assesses the degree to which a culture imposes its values upon its 

citizens, which detexpuIles behavioral appropriatenets, and the group dimension considers 

the degree to which an individual is c o d t t e d  to the reference group, such as family or 

organization. This model was extended by other researchers (Thomas, Ellis, and 

Wildavsky, 1990; Kim and Ofori-Dankwa, 1995) to demonstrate the existence of five types 

of individuals in society: hierarchists, individualists, fatalists, egalitarians, and hermits. 

They stressed that all of these types may exist in any society, albeit in different proportions. 

Their funciarnental conclusion was that we cannot assume commonality among members of 

a specific culture or sub-culture, but rather that individuais can be expected to Vary 

considerably in their relationships with othets. 

The research process also mates numerous confounds which argue against precise 

cornparisons across staîistical data. Many of these issues stem fiom the preparation and 

administration of questionnaires (Adler, 1984; Nasif et al. 199 1; Teagarden et al. 1995). 

These methodological concerns inchde whether the topic is conceptually equivalent across 

cultures, whether it is equally important, and whether it is equally appropriate with respect 

to political and religious sensitivities in each culture (Adler, 1984). For example, 

respondents in some cultures may not be cornfortable with discussing personal relations 

with th& managers, nor with expressing a personal judgement concerning what d e s  thaî 

person effective or inef f ive  (T'rompenaars, 1993). With respect to translation, trying to 

find equivalent words and expressions can mate niffidties if the concept is not f d a r  or 

existent in the language. It is also seldom possible to administer the questionnaire in similar 
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settings, which may result in diBering responses to both the researcher and the physicai 

environment, thereby producing different levels of anxiety among the respondents (Adler, 

1984). 

In addition to the ubiquitous measurement errors that plague ai l  empincal studies, 

cross-national research suffers fiom a higher degree of response bias. Response-style effect 

is a series of systematic responses that reflect a consistent pattern, such as always 

responding that something is important across all attributes (Hair et al., 1995, p. 422). This 

may occur as a result of the respondents' desire to please a foreign researcher or a person 

deemed to be in a position of authority (Adler, 19&4), or it may be the collective result of a 

culturally-embeùded predisposition to be positive @orhan and Howell, 1988). To rectify 

this problem, Nasif et al. (1995: 85) recommended that "equivalent scales should be 

developed individually in each culture", but the difficulties of accomplishing this feat for a 

large comparative snidy are legion. As will be explained in Chapter 4, the GLOBE research 

project has corne close to satisfying this requkement by incorporating the input of numerous 

social scientists fiom numerous countrks in the development of the questionnaire items 

(GLOBE working papa), but the fact mains  that country and individual measurement 

biases will always be present in cross-national sarnples. 

The combination of the many confomding factors in cross-national studies has led 

to the "Malinovsky dilemma", named after mtbropo10gist Bronislav Malùiovsky (1944), 

which maintains that functional equivalence across two or more cultures is unprovable, and 

therefore essentidy a false enterprise. Oberg (1963), as cited in Adler, (1984: 41), for 

example, suggested that "the rules and requirements for managerial success andor 
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effectiveness m e r  so signincaatly across cultural boundaries as to make any attempt to 

generalize certain universal principles for management a meaningless task." At a minimum, 

the traditionai probability parameters (e.g. ~ 0 5 )  are probably much too stringent for 

comparative studies across national cultures, politicaleconomic systems, and organizations. 

If d o m  universals were indeed to be found, they would most likely be more basic 

conceptions than those involved in organizational leadership. 

Based on the rationale in the preceding passage, it is hypothesized that: 

Hypothesis 1: Uniform universals will not be found in crossmlhiral  studies of 

charismatic leadership. 

Fundional Universais. Aside fiom givhg up on ever finding any leadership universals, 

as suggested by the Malinovsky dilemma, a raiional response wodd be to formulate a less 

rigorous dennition of universality, which would nanually lead to less demaoding statistical 

requirements (Bass, 1997). This graduated approach for desc~liing universaüty was the 

basis of Jaynes and Bressler's (1971) taxonorny of Imiversals. Their category of functional 

universals s p ~ g s  intuitively from this logic. 

According to Jaynes and Bressler's conception, functional univeds share 

behavioural configurations thai have similar social consequences. Extending their 

definition margindy, fhctional universals are concepts that are perceived in similar ways 

and their interreiaîiomhips with other concepts are similar across dl cultures. However, 

fiom an empirical perspective, the data sets do not othemise have to be absolutely the same 



in all respects. 

In t e m  of operationalizing this category statistically, a confirmatory factor analysis 

would have to demonstrate that the factor patterns across dl societies were the same, within 

acceptable parawters. Concurrently, the factor loadhgs would also have to be similar for 

each of the constnicts. 

This category, aithough statistically less ngorous than uniform universals, is 

substantively similar in its demands because of the many influences that can motivate 

leaders and their foilowers. To have simiiar factor pattems aud similar factor loadings 

m s s  ethnic, industry, and corporate cultures is indeed onerous. Aside fiom the theoretical 

difnculties of even attempting to compare across cultures, rnany of the methodological 

problems discussed for uniform universals are stili present. Javidan and Car1 (1997a). for 

example, after a second order factor analysis, were able to achieve only a paltry goodness- 

of-nt index of 0.38 when comparing charismatic factors between two national samples - 

Canadian and Taiwanese executives. (It should be >.9û for conhnation.) 

Based on the theoretical and experiential unlikelihood of overcoming the 

methodological obstacles of cross-culturai confirmatory factor analysis, it is postulated that: 

Hypothesis 2: Functional universais wi l l  not be found in cross-culîurai studies of 

chrismatic leadership. 

V ~ o r m  Universais. Variform universals comprise the most relaxed category that could 

still be considerd as demonstrating imiversalîty. According to Jaynes and Bressler, this 
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category consists of behaviours that have the same functional significance and which share 

common elements, but which are moderated accordhg to the contingencies of the direct 

environment This category would appear to be the most appropriate definition for cross- 

cultural leadership shidies. It dows for cultural modifications of the behaviours, but it stiU 

demands that they have the same functional significance. 

This category can be operationalized by searching for the same factor patterns, 

which would indicate similar functions or constnicts across the cultures. While the same 

variables would have to load on the same factors, the variables wouîd not need to have the 

same loadings in each country, which dows for the effects of cultural and individual 

îduences. 

Because this category of universals is the most sensitive to cultural ciifferences, it is 

hypothesized that: 

Hypothesis 3: Variform universals wii i  be found in cross-cultural studies of 

How Many National $amples Are Sufficient for a Detemination of Universality? 

UnfortunateIy, there are no published guidelines on how m.any counaies it would 

require as a minimum sample to allow a preliminary determination of universalit.. Adler 

(19û4) msintained that any fewer than three would constitute a pilot shidy, which is the 

clearest direction that 1 cm find in the literaiure. Hofstede (1980) initially used 40 countrïes 

to suggest that his cultural dimensions were universal, and Bass (1997) employed the results 
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from eight national studies (Austria, Canada, Germany, India, Japan, Singapore, Spain, and 

the USA) to support his contention that transformationai and transactionai leadership styles 

are universal. A fact of Me in cross-cultural studies is that, regardles of the number of 

national samples that are used, it can always be argued that only by sampling ail countnes or 

cultures could a researcher auly claim that the findings represent a universal measurement. 

It is also evident that such a restriction is impractical for many reasons, including time, cost, 

and the ne& for collaborative couriterparts in ail of the host countries. 

An alternative approach, which is used in this exploratory snidy, is to restnct the 

number of country samples to a manageable number, while ensuring that the potential 

Merences among the samples were as large as possible. Using the crossîultural influence 

mode1 developed in Chapter 2, the national samples could be chosen to maximize the 

Merences in ethnic cultures, using Hofstede's (1980) culcural dimensions as a guide. 

Similariy, political-economic ciifferences could be dichotomized by selecting counuies that 

represent the extrernes of the political and economic divîdes, such as socialist versus 

capitalist systems, and developing versus developed countries. DifEerent industries should 

also be included in the national samples to allow a range of industry cultures, and 

organizational dBerences could be maximized by including a wide breadth of companies 

w i t h  each of the industries. As will be explained in Chapter 4, The GLOBE M a s e  

provides access to national data that would satisfy each of these critena to maximize the 

differences in the samples, with the hope that the selection of national samples would be 

representative of the range of influences on organizational leadership styles. 



Conchrsion 

A few prominent scholars have suggested that transformatonal and charismatic 

leadership, or their effects, may be universal. To date, they remah cautious because of the 

lack of empirical support across a pre-selected range of countries. Ehch of the countries that 

was included in their analyses has been a sample of convenience, conducted by disparate 

researchers in those countries, or with limiteci data sets for other countries. Tbere have also 

been questions concerning the definition of universality that should be used to guide their 

assessments of universal behaviour. 

Alihough the theory of cultural convergence suggests that many societies may be 

approaching a global standard in some aspects of their cultures, there has yet to be any 

significant determination of universality across national cultures. Aside firom a 

predisposition among cultural researchers to avoid the subject completely, it is the 

contention in this dissertation that the major stumbhg block has been the lack of focus on 

appropriate gradations for testing the existence of universal behaviours. In response to this 

challenge, Iaynes and Bressler's taxonomy of behaviod universais has been used in this 

study to provide the categories of universals that are appropriate for crosscultural research. 

The first category, Miforni universais, is the most stringent, demanding exact correIations 

of al l  the data across all of the national samples. The middle category, functional 

universals, allows minimai variations among the comparative data sets but, in operational 

terms, this category still has the onerous requirement that the factor pattern and the factor 

lostlings be the same. The third category, varifonn universats, dows for moderate 

variations to accornmodate cultural and individual influences. It is operationalized by 
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seeking equivalence amss the factor pattellls, while allowing the factor loadings to vary in 

each of the national data sets. 

It is proposed that an exploratory investigation of the unive~aiity of charismatic 

leadership wodd require data sets h m  several countries that cover the range of Wuences 

that potentidy affixt leaders and their foilowers. The selection criteria would include 

substantial differences on Hofstede's culturai dimensions, different political and economic 

systems, several of the same industries in each of the country samples, and numerous 

compaaies. Using these diverse data, it should then be appropriate to argue that the data 

sets represent a sufficient range of cultural variables for a preiiminary determination of 

universality, shotdd it be found. 

Based on a theoretical and pracficd assessrnent of the three categories of universals 

chosen for this study, and afler satisfjkg all of the conditions for the selection of the 

national data sets, it is hypothesized that neither d o r m  nor functional universais wilI be 

found. However, it is hypothesized that variform universals will be found in this cross- 

cultural study of charismatic leadership. 



C-4 

RESEARCH METHODOLOGY AND RlESULTS 

Introduction 

This chapter presents the research methods and procedures used in this saidy. The major 

topics include selection of the countries for the database, a description of the GLOBE 

survey data, development 3f a pancultural charismatic leadership model using exploratory 

principal components analysis, confirmation of the universality of the leadership mode1 

using multi-group c o ~ a t o r y  factor analysis, and finaily validation of the results using a 

second data set. As a result of the positive results of the test for variform universality of the 

chmismatic leadership model, an analysis of the universal effectiveness of the model is 

conducted for the charismatic attniutes and behaviours using group means from the 

GLOBE data for the eight countries. 

Selection of Countries 

The cross-cuItural literanire, with the possible exception of Schein (1985). 

consistently stresses that societal culture is the primary influence on leadership styles. In 

keeping with this approach, the other innuences examined in Chapter 2 - poiitical-economic 

systems, indusûy cultures, and organizational cultures - play a secondary d e .  As presented 

in the cultural infiuences model in Chapter 2, it is neither certain nor necessary that societal 

culhue have the stmngest influence, but the common conception is that its potential 

influence is undeniable. Therefore, to select the countnes that might be used to explore the 
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potential universality of leadership behaviours and attributes, societd culture was used as 

the initiai filter. 

Because of the wide acceptance and large number of countxies in Hofstede's (1980) 

work, the potential target countries for this study were select& on the basis of his 

dimensions and his reported resuits. The "actual" scores for the 40 countries in his 

HERMES study were used to measure Merences in societai culture among the various 

coun tries. 

Two anaiytical approaches were considered. The nrst approach was to sample the 

centrai cluster of corntries in Hofstede's four dimensions, Le., those countries in the rniddle 

range (with an approximate score of 50). This group might be expected to provide or verm 

a universally representative model (Varadarajan, 1985) because, by definition, they are the 

least extreme relative to the other countries. However, Moroni (1993) suggested that it 

might be more rewarding in some cases to consider the unique cases - the statistical outliers 

- rather than search for central tendencies among a population. 

To incorporate both analyticd philosophies in ihis study, it was decided that two 

groups would be selected, one for each cornpethg premise. The k t  group of countries, 

with the exception of Hmgary, was selected fiom the central cluster. This group would be 

used for the initial tests of potentially universal constructs. The second group would 

represent the extrema as measured by Hofstede's cultural dimensions. This group would 

be used to validate the initial results. 

It was decided that the groups wouid be comprised of four countries each. The 

ovemdmg consideration was the statistical limitations imposed by multi-group 
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confinnatory factor analysis. Because it was the intention to use the LISREL program, 

which has subprograms to maure  the various categories of universals presented in Chapter 

3, the use of four corntries was approaching the upper Limit. The LISREL subprograms 

provide only one set of fit indicators for the complete group, so thai more than four 

countries would undoubtedly produce unsatisfactory results due to the sheer number of 

samples behg compared. In addition, LISREL itself is very demmding in terms of well 

formed latent mode1 stnicturing, with extreme sensitivity to the s u e s t  inconsistencies in 

the model's paths, correlations among items and variables, and the e m r  tem.  Because the 

theoretical underpinnings of the initial GLOBE leadership mode1 had not been validated 

independently, it was decided not to render the results meaningless by including too many 

countries in the groups. 

Seleetion of Group 1 Countries 

Three of the four countRes for Group 1 were selected from the rniddle range of 

actual scores on Hofstede's dimensions. The thne countrîes thus chosen were Canada, 

India, and Turkey. Their scores on Hofstede's indices of power distance (PDI), uncertainty 

avoidance (VAI), individualism, and mascdinity are shown in Table 4-1. 

At the same tirne, it was the intention fiom the outset to provide the W e s t  

possible range for various cultural variables, such as diverse languages, geographic areas, 

religions, and politicai systems (GLOBE, 1996). On the basis of these aiteria, it became 

evident thai one of the Iimitations of Hofstede's sampie set is that it does not contain any 

data for communist countries. As discussed in Chapter 2, a concIusion fiom Tayeb's (1988) 



128 

research on the ifluence of political systems was that nations with statedominated cultures 

wouid have considerably different leadership profiles h m  those in less regdated nations. It 

was therefore decided to include a formerly communist country in this study, preferably one 

fiom which data would be available. Hungary was selected to represent this group of 

countries. The selection of Hungary was somewhat opportmistic in that I had met the 

Hungarian country CO-investigator for the Global Leadership and Organizational 

Effectiveness (GLOBE) study at a conference and he had agreed to let me use his leadership 

data (The GLOBE project will be discussed in a following section.) 

Table 4- 1: Actual Scores for Group 1 Countries on Hofstede's Dimensions 

Dimension 

PD1 

UA1 

Individuahsm 

Masculinity 

AIthough three of the four countrks were selected from the central cluster on 

Hofstede's dimensions and Hungary was selected to represent the communist political 

Canada 

39 

48 

80 

52 

system, together they provide a broad spectnun of cultural variables. Canada is a bilingual, 

muiti-ethnic country, with Christianity as the main religion. As a member of the Group of 

Hungary 
- 
- 
- 
- 

Seven most industnalized couniries, its market system is decidedly fke enterprise. Iî has a 

British colonial heritage and it is economy and business practices are linked closely with 

India 

77 

40 

48 

56 

Turke y 

66 

85 

37 

45 



those of the USA. Hungary is an East European country that was 

during wbich the no formal religion was allowed Its economy is 

India is one of the poorest countnes in the world on a GDP per capita basis. Most of its 

larger businesses are state-controlled, and the predominant religion is Hinduism. At the 

cromads between Asia and Europe, Turkey has a blend of historical cultures. The country 

is relatively non-industrialized, and the predominant religion is Islam. 

Selection of Group 2 Countries 

The seleetion criteria for the second group was based on choosuig corntries that best 

represent the extremes on Hofstede's four dimensions. The fmt step was to select countries 

with actual scores arnong the top five and the bottom five on each of his indices. As a 

second step, countrîes that appeared only once were excluded, resulting in the iist presented 

in Table 4-2. Fially, the countires were assessed in terms of maximizing the economic, 

geographic, and politicai divenity within this group and group 1. As demonstrated in Table 

4-2, the four countries that were select& were Austria, Singapore, Sweden, and Venezuela 



1 Dimension 

Power Distance Index 

Individualism Index 

Masculuiity Index 

Among Top 5 1 Among Bottom 5 

Venezuela kland 

Singapore New Zealand 

Denmark 

Austria* 

Japan 

Peru 

I Ireland 

Sweden 

Denmark 

Singapore* 

Netherlands Peru 

New Zedand Venezuela* 

Japan Denmark 

Austria Netherlands 

Venezuela Sweden* 

Table 4-2: Countries in Group 2 Remaining Among the Top and Bottom Five on Each 
Dimension (after deleting those which appeared only once) 

* denotes the lowest score among the 40 countries 

An inspection of Table 4-2 revealed that the four counüies provided an 

acceptable, but not perfect, representation of the e x m e s  of two of the four dimensions. 

However, when the actud values for al l  four counnies on each dimension were assessed, 

it became apparent that each dimension was represented by a wide range in values, as 

presented in Table 4-3. Therefore, it was decided that Austria, Singapore. Sweden, and 

Veneniela provided a sample set which would maximize the cultural differences. 



Table 4-3: Actual Scores for Group 2 Countnes on Hofstede's Culturai Dimensions 

In support of the intention to maximize the differences in societal cultures across 

the group, it was reassuring to note that these four countries appeared in different cultural 

clusters when Hofstede divided the 40 countries into 11 clusters on the basis of common 

historical backgrounds and geography (Hofstede, 1980: pp 228-229). The four countries 

that have been selected for comparative analysis also provide a wide range of poliricd 

and economic variables. In the political sphere, although al1 of the coumies are formally 

democracies, Sweden is highly social democratic, while Singapore's political regime is 

generally viewed as autocratic (Jung, 1994). On the economic dimension, Ausma and 

Sweden have developed economies, Singapore is a newly developed economy. and 

Venezuela is a less-developed economy. 

After extensive deIiberation among 84 social scientists representing 56 countries, 

the GLOBE group conchded that "the rnost parsimonious operationakations of culture 

consist of commonly experienced language, ideological belief systems (including religion 

and political belief systems), and history (GLOBE working paper, 1996: 5). Cornbining 

the religion and language variables with the national economic pronles and the corntries' 

M . .  

11 

Venezuela 

81 

Sweden 

31 

Max. 

94 

Singapore 

74 

Dimension 

PD1 

Austria 

11 
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geographical regions, which might serve as a proxy for a shared history, the analysis 

presented in Table 4-4 was developed. It succinctly demonstrates the wide range of 

cultural variables that are represented by the eight countries selected for analysis in this 

study. 

Austria 

Canada 

India 1 327 1 Hindu 1 Hindi 1 South Asia 
I I 

GDPKapita 

$25.827 

Hungary 

19,26 261 

Sweden 1 24.900 1 Christian 1 Swedish 1 Northern Eurom 

Religion 

Christian 

4,003 

Singapore 

Christian 

Table 4-4: Cornparison of the Eight Countnes by Selected Cultural Muences 

(GDPfcapita figures are an average fiorn OECD figures from 1992-1996) 

Language(s) 

German 

Agnostic 

24.1 15 

Turkey 

Venezuela 

Country Data from the GLOBE Database 

It was now necessary to find appropriate data from these countries to assess the 

universality of charismatic leadership styles. The Global Leadership and Organizationd 

Behavior Effectveness (GLOBE) database appeared to be the best source of comparative 

data. 

Region 

Central Euroae 

EngJFrench 

The GLOBE research project was estabfished in 1994 to a o w  the long-term 

North Amerka 

Hungarian 

Buddhist 

2,643 

2,896 

Eastern Europe 

Chinese 

Modem 

Christian 

Southeast Asia 

Turkish 

Spanish 

Middle East 

South America 
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development of systematic knowledge concerning how societai and organizational 

cultures and subcultures affect leadership and organizatiooal practices. Both cultural and 

leadership questionnaires were developed and administered through a multi-phase 

project. Phase 1 focused on the development and validation of scales to measure societal 

culture, organizational culture, and leadership attributes and behaviours. Phases 2-4 have 

yet to be undertaken, but generally they will address some of the interrelationships ammg 

societal and organizational beliefs and values, and effective leadership styles. 

The leadership items that were developed for the GLOBE questionnaire consisted 

of both behavioral and trait descriptos. The items were rated on a seven-point Likert- 

type scale that ranged fkom a low of "This behaviour or characteristic greatly inhibits a 

person fiom king  an outstanding leader", to a high of "This atuibute or behaviour 

contributes greatly to a person's being an outstanding leader." The appeai of this 

approach cannot be overstated. Rather than imposing a definition of effectiveness, the 

researchers allowed each respmdent to apply his or her own culturally-conditioned 

assessrnent of bboutstanding". Consequently, the items were generated with the întent of 

developing a comprehensive list of cross-cultural descriptors rather than only those which 

might appear priori to enhance leadership effectiveness. 

Bcfore sending the survey to actual respndents, who were middle and upper level 

managers, the items were reviewed extensively. First, they were sorted by Amencan 

upper-level psychology students to ver@ whether the items fitted the original dimensions 

for which they were designed They were then sorted again by 36 GLOBE members 

representing 23 languages, with a criteria of 7046 agreement amongst countries to keep an 



134 

item. Mer translating the items fiom English into another language and providing 

independent back-translation, the surveys were r emed  to the GLOBE Coordinathg 

Team, which analyzed the back-translations to ensure that the concepts rernained 

accurate. 

The surveys were then formally tested on a sample of 877 middle managers in 28 

different counûies. The survey was split into two parallel versions, with each version 

containing half of the leadership items and half of the cultural items. The nurnber of 

respondents by country averaged 15.46 for version A and 17.08 for version B. The results 

were then anayzed using several different statisticai techniques to test the construct 

vaüdity of the scales. These test included a senes of exploratory factor analyses using the 

average country responses for each scaie, and one-way analysis of variance and the 

James, Demaree, and Wolf (1984) r(wg) procedure for multi-item scales to provide 

estimates of the intra-class correlation coefficient (GLOBE, 1996: 16- 17). 

Upon completion of the preliminary series of analyses, the questionnaire was re- 

tested in different countries than those origindy surveyed. The complete swey  was 

broken into three parts (organizational culture, societal culture, and leadership), with 346 

respondents fiom 12 countries completing the leadership version. Similar statistical 

procedures as those used during the initial analysis were then perfonned on the re-test 

samples to validate the initial reSU1t.s. 

Administration of the final questionnaire was undertaken by 154 social 

scientists and academics from around the world, who served as Country Co-Investigators 

in gathering the data for a country in which they spoke the language and had particular 
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expertise. In most cases, they were resident in the country for which they shared joint 

responsibility. In total, questionnaires were administered in 58 countries, although the 

data for a few countries has still to be processed. 

There are several important features of the GLOBE database that made it 

particularly attractive for the purposes of this study: 

1. questionnaire scales have been vaüdated across national boudaries; 

2. the items were back-translated for equivalency of meaniag; 

3. data were gathered by 154 social scientists who were ai l  experts in theu country of 

responsibility ; 

4. the database is very large and diverse, with 58 counüies represented; 

5. data were gathered in ail countnes for the same three industries: fuiancial, food 

processing, and telecommunications, which provides for differences in industrial 

cultures; 

6. generally, data were gathered for several companies in each industry, which provides 

for the influence of different organizationai cultures within each industry; 

6. the database for each country is large, with an average sample size of approximately 

200; and 

7. there are data for each of the eight corntries selected for this study. 

To have undertaken the collection of data specificaIly for this dissertation would 

have been impossible given the time and resource constraints. Because of the many 

positive aspects of the GLOBE database, it was decided to use the GLOBE data for the 

eight target countries selected for this study. Approval was sought fkom the Country Co- 
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Investigators fkom each of the target countnes, and all of them were pleased to share their 

leadershiprelated data for specific variables. 

The number of cases in the GLOBE database for each of the eight countnes is 

presented in Table 4-5. 

Group 

Canada 

Hungary 

India 

Turkey 

Total Group 1 

Austria 

Banking 

119 

Singapore 

Venezuela I 44 I 33 I - I 77 

56 

113 

169 

82 

Sweden 

Total gr ou^ 2 1 

AM-food 

18 

133 

Table 4-5: Cases in the GLOBE Database for Each Country 

132 

118 

153 

87 

374 

A Charismatic Leadership Mode1 from GLOBE 

GLOBE analysts performed principal component analysis with varimax rotation 

on the 166 leadership items that remained. As a result, 16 leadership scaies (factors) 

emerged. They were labelle& in alphabetical order, autocratie, bureaucratie, collective, 

decisive, diplornatic, equanimity, face saving, humane orientation, individualism, 

inspirational, uitegrity, performance orientation, procedural, self'entred, statu- 

Telecom 

120 

91 

Total 

257 

- 
- 
- 

- 

301 

186 

23 1 

322 

996 

169 

- 224 

22 1 896 
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conscious, and visionary. The items that loaded on each of the factors, with loadings 

greater than 0.40 and no significant cross-loadings, are presented in Appendix 1. 

Based on the theory and descriptions of charismatic leadership traits and 

behaviours presented in Chapter 1, four of the GLOBE factors were selected to serve as 

the initia! charismatic leadership mode1 for this study. They were "decisive", 

"inspirationai", "performance oriented", and 'tisionary". Their items are listed in Table 

4-6. 

Decisive 

- wilful 

- decisive 

- logical 

- intuitive 

Inspirational 

- enthusiastic 

- positive 

- encouraging 

- morale booster 

- motive arouser 

- confidence builder 

- dynamic 

- motivational 

Performance Orientation 

- improvement oriented 

- excellence oriented 

- performance oriented 

Visionary 

- foresight 

- intellectually stirnulating 

- fiiture oriented 

- prepared 

- anticipatory 

- plans ahead 

- inspirational 

-visionarv 

Tabb 4-6: The GLOBE Charismatic Leadership Model Factors and Items 

"Humane orientationT' was another possible scale that might have been included in 
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the charismatic leadership model. However, it was excluded because it contained only 

two items and, consequently, this factor wodd not be suitable for confjmatory fztor 

analysis. 

It is evident that the four factors and their items do not represent the complete 

range of charismatic leadership irajts and behaviours. Indeed, there were many other 

items in the questionnaire that have been included in various descriptions of charismatic 

and transformational leadership styles. However, the four factors selected were the purest 

and most consistent from a theoretical perspective. The intent of this study is not to 

determine whether aU charismatic traits and behaviours might be universal, but rather to 

explore whether some of them might demonstrate univenality, thereby providing the 

basis for further study. 

Testing the GLOBE Leadership Model for UniversaMy 

LISREL 8, a statistical software package, provides the capability to conduct multi- 

sample corfimatory analysis. Multi-sample analysis is particuiarly useful because each 

group (or country data set in this case) is analyzed separately for fit with the theoretical 

model, thereby eliminating concems about the equivaience of sample sizes. This was a 

necessary consideration because the sample size of each of the eight countries was 

different. In group 1, which was used for the initial analyses, Canada had a sampie size of 

257, Hungary had 186, India had 23 1, and Turkey had 322 cases. 

Through a series of analyses based on a cornparison of the covariance matrices of 

the samples, the LISREL multi-sample program provides a range of five sub-programs to 
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measure various levels of equivalence (Joreskog and Sorborn, 1986: 255-259). To defme 

which equality constraints are to be set, one specines the constrained elements while 

leaving the others free. The sub-programs in LISREL are comprised oE 

Sub-program A: This is the most rigorous test. The covariance matrices of al1 samples 

must be identical, i.e. it tests the hypothesis H: 2" ' = z(2) =. . . = z(? This procedure does 

not compare the data sets with a theoreticai mode4 to be confhed, but rather compares 

the covariance matrices against themselves. Because this is not a confirmatory analysis, 

this sub-program has not ken used for this study. 

Sub-program B: This sub-program tests the hypothesis that that there are correlated 

common factors in dl samples with the same factor patterns, Le., in the fom: 

Sub-program B is used in this study to test for variforrn universals. 

Sub-program C: Assuming B, this sub-program tests the hypothesis that the items 

specifïed in the theoretical mode1 have similar loadings on the specined factors. In 

LISREL temiinology, it tests the hypothesis HA : A(1) = =. . .= A'? Sub-program C 

is used in this study to test for functional universals. 
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Sub-program D: Assuming C, this sub-program provides a more rigorous test that the 

factor patterns and the factor loadings are identical relative to the theoretical model. This 

sub-program is not used in this study. 

Sub-program E: Assuming A, B, C, and D, this sub-program measures whether al1 

samples are invariant in the structure specified in the theoretical model, i.e., all parameter 

matrices have the same pattern of h e d  and free elements and al l  paths are the same. In 

LISREL terminology, it tests the hypothesis H, : a') = * )  = .  . Tnis is the 

most rigorous confirmatory analysis, and it is used in this study to test for the existence of 

unifonn universals. 

In summary, sub-program B compares the factor pattems of each country with the 

theoretical model, which is used in this study to test for vaRform universals. Sub- 

program C meamres whether both the factor patterns and the factor loadings are similar, 

again relative to the specifed the model, and it is used to test for hctional universals. 

Sub-program E analyzes whether ail statistical relationships are equal across ail samples, 

and it is used in this study to test for uniforni universals. 

There are t h e  basic measures of absolute fit used to test overall model fit (Hair, 

Anderson, Tatham, and Black, 1995). They are the likelihood ratio Chi-square (X2),  the 

goodness-of-fit index (GFI), and the root mean square residual (RMR). Because of the 

sensitivity of X2 in sample sizes over 100, it has not been use as a test of model fit in this 

analysis. This was particularly necessary for the LISREL multi-sample analysis because 
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each of the sub-programs gives only one $ value for ail of the samples combined. In 

effect, the sampfe size for group 1 was 996. Joreskog (1969) developed the Xz/df to 

decide whether the factor mode1 provides a reasonable estimation of the population (or 

theoretical) model, using the decision d e  X2/df should be 5 or below. However, with 

such a large data set, it was decided to also exclude this measure of model fit. 

The GFI measures the degree to which the actual input matrices are predicted by 

the estimated (theoretical) model. The GFI should be 0.90 or greater to indicate good 

model fit (Hair et. al., 1995). The RMR is the square root of the mean of the squared 

residuals, which are an average of the residuals between observed and estimated input 

matrices. Although no definitive threshold level for acceptability has k e n  established, 

Browne and Cudeck (1993) suggested that RMR values of 0.05 or less are indicative of 

good model fit, while Osman, Barrios, Osman, and Markway (1993) recommeaded a 

threshold of 0.10 or less for an acceptable RMR. In this study, the RMR hurdle rate of 

0.10 WU be used to mesure absolute model fit. 

It should be noted that the LISREL multi-sample sub-programs provide only one 

c d a t i v e  GFI and RMR, after al l  of the samples have k e n  analyzed. Although this 

does not allow the researcher to pinpoint which sample or samples rnay be the source of 

the f'inal measurements of fit given in the cornputer print-outs, this was not a concem in a 

search for universality. What one final statistic does provide is the basis for arguing that 

the final results across a l l  of the country samples are very rigorous. 

The group 1 data were analyzed using the LISREL rnulti-sample subprograms, 

which cornpared the country data with the four factor and 23 variable structure specified 
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from the GLOBE charismatic leadership model. The results are provided in Table 4-7. 

Sub-Program 

I C 1 Functiond ! 0.70 ! O. 14 ! Rejected 
t I 

B 

Universal 

Table 4-7: Testing the Universality of the GLOBE Charismatic Leadership Mode1 

Varlfonn 

E 1 Unifonn 

As indicated in Table 4-7, each of the hypotheses concedg  universality of the 

GLOBE charismatic leadership model was rejected. The GFI and RMR values for all  

three sub-programs were not near the range for acceptance of the theoreticd model. 

The next step was to de t e rde  whether the theoretical model could be improved 

by examining signifcant problems in the data sets. This approach is consistent with the 

concept of "holistic consmial", first advanced by Bagozzi (1984) for creating marketing 

models, and later supported by Fomell and Yi (1991) for Iatent variable modeihg. They 

maintained that theory formulation and reformulation requires an interplay between the 

theoreticd and the practical. Accordhg to their argument, hard data should be used to 

refine tbeoretically-generated models. There is no suggestion of "data dredghg", but 

rather that a theory should be subject to empincal verincation. If the data should suggest 

modifications that are holistically in keeping with the theory, then the theory or model 

should be reconstrued accordin& 

Fit, the standardized residuals nom the multi-sample analyses were examined. 

GFI 

0.66 1 0.30 1 Rejected 

0.7 1 

I 

RMR Decision 

O. 13 Rejec ted 



143 

The decision d e  to include an item was if it had standardized residuals greater than 5.0 

in more than two counhies. The general threshold is 3.0 for determinhg problematic 

variables but, in this case, there were so many standardized residuals greater than 3.0 that 

the hurdle rate was increased to 5.0. This analysis detennined that one item in each of the 

factors was highly problematic. These items, with their factor labels, were bbdecisive"- 

intuitive, "inspirational"dyaamic, "perfomance oriented"-performance onented, and 

"visionary"-future oriented. At this juncture, it was difficult to assess which variable or 

variables might be considered for elimination in the mode1 because it is neither fair nor 

justifiable for anyone in a crosscultural study to assume how peoples in various countrîes 

might conceptuaiize the four constructs. 

Consequently, the next step was to determine whether the factor loadings for the 

four variables also exhibited difficulties. For this purpose, separate corfiinnatory factor 

analyses were nui for each country because the LISREL multi-sample program does not 

provide factor loadings. As a result of these analyses, the factor loadings for the probiem 

items identined previously resulted in the values presented in Table 4-8. 

Table 4-8: Factor Loadings of Problem Variables Based on Standardized Residuals 

. 

Canada 

Hungary 

India 

Turkev 

Intuitive 

.53 

.63 

Dynamic 

.57 

-66 

Performance 
Oriented 

.43 

-45 

.64 

-70 

Future 
Orien ted 

.47 

.58 

.50 

-48 

.55 

.79 

-3 6 

.86 
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AU of the variables in Table 4-8 had displayed significant problems in their 

standardized residuals, and two of them had two or more factor loadings of less than 0.50. 

It was therefore decided to e b a t e  the pedotmance oriented and future oriented 

variables h m  the model based on what the respondents in the four countries had 

reported. In addition, in reviewing the factor loadings for each of the countries, it was 

immediately apparent that the item b'wwilful" displayed considerable difficulties in the 

"decisive" fxtor. it had loadings of 0.19 for Canada, 0.24 for Hungary, and 0.36 for 

hdia. Conceptudy, it was easy to make the judgement cali to eliminate this variable 

because ''wilful" has no intuitive link with the construct of "decisive". As a result of 

these deliberations, three items were removed from the original mode1 to explore whether 

any improvements in model fit would be achieved. The refined model had four factors 

and 20 variables. 

When the refined model with 20 variables was tested with the Group 1 data using 

the LlSREL multi-sample program, the results improved only marginally. For example, 

the GFI for variform univemals improved from 0.71 to 0.73, while the RMR improved 

from 0.13 to 0.12. The results for ail three categones of universah are presented in Table 

4-9. 

Table 4-9: Fit Results fiom the Refined GLOBE Mode1 

s u b - R o g ~ ~ ~ ~  

B 

C 

E 

Universal 

VarSom 

Func tional 

Unifom 

GFI 

0.73 

0.73 

0.70 

RMR 

O. 12 

O. 14 

0.28 

Decision 

Rejec ted 

Rejec ted 

Reiected 
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Evidently, while a slight improvement had been achieved through the 

modifications, the model was still unacceptable as a universal model. This was not 

surprishg because the original model was actually king used out of the statistical context 

in which it had been created, despite the theoretical consistency. The GLOBE model was 

the result of principal components exploratory analysis using 166 variables, fiom which 

16 factors were identified. When the number of variables is altered, in this case from 166 

to 23 and then 20, the resulting factors will generally be somewhat different. The tests of 

the original and refmed GLOBE model appeared to vaiidate this assumption. 

A New Charismatic Leadership Model 

The next step was to explore whether a new model, using only the 23 variables, 

would be more appropriate. To develop this model, the data h m  all eight countrîes in 

Groups 1 and 2 were combined to create an approximation of the world population, a 

process known as a pan-culturai analysis (Adler, 1984; Hofstede, Bond, and Luk ( 1993); 

House, Wright, and Aditya, 1997). The total number of cases was 2,362. It would have 

been preferable to use aii of the GLOBE countries, but approval to use GLOBE data had 

k en  solicited and received fioom only the eight Country Co-investigaton from the eight 

target countries. However, because of the wide culhilal divergence among the eight 

corntries, it was felt that this cornbined data set would suffice for a pan-culturai 

exploratory model. Because many countries and many industries were not included in 

this mini-world data set, it was deemed acceptable that the country data sets were not 

matched in te- of size, nor did aU of the national databases include aU three industries. 
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Using the combined data set, principal components factor anaiysis using 

OBLIMIN rotation was performed. The decision d e s  were to consider eigenvdues 

greater than 1.0, to accept loadings greater than 0.50, and to eliminate items with multiple 

loadings greater than 0.45. Although four factors were generated, a scree test indicated 

that only the fîrst three faftors should be retained, on the bais of each factor providing a 

portion of unique variance substantially different from the previous factor (Hair et. al., 

1995: 378). 

The result was three factors with 12 significant items, accounting for 45.39% of 

the variance. Consistent with the charismatic leadership theory and the range of concepts 

w i t b  each factor, the factors were labeUed ''rnotivational", "strong vision", and 

"planning". The factors and items are presented in Table 4-1 0. 



Factors 

Confidence buder 

Motive Arouser 

lnteilectudly S timulating 

"S trong Vision" 

Visionary 

wilfill 

Performance Oriented 

Tlanning" 

Foresight 

PIans Ahead 

Logical 

Inîuitive 

Table 4-10: Factors in the New Charismatic Leadership Mode1 

There was one item that was potentially problematic. The fmt item, 

"encouraging", had the highest loading on the motivational factor and it fit conceptudy 

with the constmct of motivation. However. this item loaded above 0.45 on the fourth 

factor, which had been eliminated, but which nevertheless might be a potential source of 

concem in confirmatory factor analysis. However, based on its theoretical appeal. this 

item was retaiBed. 



148 

This new model, derived fiom the original 23 GLOBE variables that appeared in 

the four charismatic leadership factors, became the basis for assessing whether any degree 

of universality for the charismatic leadership p d g r n  could be vaiidated by the data 

In latent modehg techniques, such as  confumatory factor analysis, an identified 

model must be created to ensure that a unique solution for the parameters in the model 

c m  be estimated. An identified model is detexmined by the number of degrees of freedorn 

in the model to be estimated, which preferably should be 1.0 or pater .  

The number of degrees of freedom (df) for a proposed mode1 is calculated as 

= W(P+q)(p+q+l)l - t 
where p = the number of endogenous indicators (Le., O), q = the number of exogenous 

indicators (i.e., 12), and t = the number of estimated coefficients in the proposed model 

(Le., 27). Hence, the number of degrees of fieedorn for this model is 5 1. Consequently, 

the model is fully identified with a large number of degrees of freedom. 

The scale of the latent variables was established by setting the loading of one item 

pet constnict equal to 1.0. For motivation, item "confidence buildei' was anchored to 

1.0; for strong vision, ''visionary" was anchored to 1 .O; and for planning, 'Toresight" was 

anchored to 1 .O. 

Elimination of the Venezuelan Data Set 

For maximum likelihood esrimation, it is recommended that there be between 100 

and 200 cases (Bollen, 1989), which is consistent with the factor andysis d e  of thumb of 

at lest  five observations for each estimated parameter (Hair et al., 1995). In the 
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charismatic leadership model king estimated, there are 27 parameters. Therefore, 135 

cases were required for the model to hold its integrity. 

The Venenielan data set had only 77 cases that were usable. (Another group of 65 

cases was available £iom another version of the GLOBE questionnaire, but it did not 

include aIi of the variables being tested.) Because the Venezuelan data set did not satisfy 

the minimum requirement for 135 observations, it was concluded that Venezuela would 

have to be excluded from the analysis of the universality of the charismatic leadership 

rnodel. However, the Venezuelan data were lefi in the database king used to create the 

leadership model to make the model as universally representative as possible. 

Testing the Universality of the Charismatic Leadership Model 

The charismatic leadership model was analyzed using the LISREL sub-programs 

B, C, and E to determine its fit with the data fiom the countries in Group 1. The results 

of the multi-group tests, reported in Table 4- 1 1, were encouraging. 

Sub-Pro- Universal GFI RMR Decision 

I Varifom 0.92 0.09 Accepted l 
I Functional 0.92 O. 13 Rejected I 
1 E Unifonn 0.83 0.35 Rejected 1 

Table 4-1 1: Analysis of the New Model for Group 1 Countries 

As evidenced by the results in Table 4-1 1, both the GFI and RMR absolute fit 
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measures for varifonn universals were acceptable. For bctional universals, the GFI was 

acceptable but the RMR was above the 0.10 limit for acceptability. Consequently, the 

existence of functional universals was rejected using this model. Finally, the existence of 

uniform universals was not demonstrated using this model. 

Based on the positive results for variform universals using the Group 1 data, and 

encouraged by the tentative results for functional universals, it was decided to validate the 

model using Group 2 data. As discussed previously, this group now consisted of Austria, 

Singapore, and Sweden; Venezuela had been eliminated. 

The results from the mdti-sample confimatory andysis on the three remaining 

countnes in Group 2 were astonishiag at fmt glance. This will be discussed in the 

following chapter. The results are reported in Table 4- 12. 

s u b - P r o g ~ ~ ~ ~  Universal GFI RMR Decision 

B Variform 0.97 0.036 Accepted 

C Functional 0.96 0.036 Accepted 

E Uniform 0.93 0.077 Accepted 

Table 4-12: Analysis of the New Mode1 for Group 2 Countries 

The charismatic leadership model had now been tested on the basis of the 

taxonomy of universais presented in Chapter 3, and the results had been validated using 

the data fiom the three countries remaining in Group 2. The combined results are 

presented in Table 4-13. 



Universal 

Varifonn 

- Group 1 

- Group 2 

Functional 

- Group 1 

- Group 2 

Uniform 

- Group 1 

- gr ou^ 2 

GFI 
-- 

RMR Decision 

Accepted 

Rejected 

Rejec ted 

Table 4-1 3: Combined Results of the tests for universality 

Although goodnesssf-fit measures have become the mantra of the 1990s for 

structural equation modehg studies, Chin (1998) maintained that it is aiso necessary to 

consider other measures of mode1 fit, notably statistical significance and factor loadings. 

Because ody varifonn universality was demonstrated by the goodness-of-fit indices for 

both groups of countries, the results of the LISREL multi-group subprograrn B will be 

presented. 

The 'Y' values for al l  of the paths in the seven countries exceeded the criticai 

value of 2.576 for the .O1 simcance level. Therefore, al l  variables are signincantly 

related to their specified constructs, v e m g  the posited relationships among indicators 
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and constmcts (Hair et al., 1995). For Group 1 countries, the chi-square was 550.67 with 

204 degrees of freedom, the comparative fit index (CFI) was .91, and the incremental fit 

index (FI) was .91. For Group 2, the chi-square was 425.92 with 153 degrees of 

&dom, the CFI was .93, and the IFI was -93. For ease of replicating this analysis, the 

covariance matrices for all seven countries are attached as Appendix 2. 

The final test is whether the loadings within each counw are of substantid 

strength. Most of the loadings shouid be at least .60, and ideally .70 or above to indicate 

that each mesure is accounting for 50 percent or more of the variance. The factor 

loadings for subprogram B for each country are presented with their structural models in 

Appendix 3. The results reported are the within group completely standardized solutions; 

the common metric solutions are not applicable for the stacked muiti-groups king used 

here because of the averaging of the standard deviations of all groups (Hayduk, 1987: 

183-184). 

On average, the seven countries achieved the hurdle rate of .60 for acceptable 

factor loadings. However, the construct of 'strong vision" was less conceptually 

consistent among the Westem countries, particularly the second item, "wilfûi". Generally, 

it wouid appear that Westernen do not place a strong association between the leader's 

vision and king wilful, as indicated by the loadings of around -4 or less for the Westem 

countries. This potential problem and a possible rationale for it will be discussed in the 

following chapter. 

On the basis of the blended results of the goodness-of-fit indices (RMR, GF& CFI, 

and FI), the strong sîgnificance for al l  paths in the two-tailed 'Y' tests, and an 
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examination of the factor loadings by country, it was concluded that the charismatic 

pronle presented in the model was viewed consistently across countries, and that it 

qusüfied for the designation of variform universal. 

Measuring the Effdveness of the Charismatic Leadership Mdel  

Having d e t e h e d ,  on an exploratory basis, that the charismatic leadership model 

satisfied the statistical requirements for variform universality, the final step was to 

measure the effectiveness of the motivational, strong vision, and planning constmcts. 

It will be recalled that the questions used in the GLOBE leadership questionnaire 

were phrased to measure the effectiveness of the attributes and behaviours king 

surveyed. The questions ranged fiom a low of "This behaviour or characteristic greatly 

inhibits a person from king an outstanding leader" to a high of ''This behaviour or 

characteristic contributes greatly to a person's king an outstanding leader." Because the 

questions allowed each respondent to use his or her own cultural reference for assessing 

the effectiveness which the behaviours or attributes wodd have, the data fiom the 

GLOBE databases were excellent for measuring the charismatic leadership constructs. 

Simple means across all of the eight countries were used to measure the 

effectiveness of the constructs. (Tt was decided to include theVenezue1an data because it 

allowed an additional source of country data, despite the fact that Venezuela had not been 

used to confirm the universality of the constructs.) As discussed previously, the 

motivational consmict consisted of five variables: encouraging, confidence builder, 

enthmiastic, motive arouser, and intellechially s timulating ; the strong vision constmct 
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consisted of three variables: visionary, wilful, and performance orientation; and the 

planning construct consisted of four variables: foresight, plans ahead, logical, and 

intuitive. The results of this analysis are presented in Table 4-14. 

Table 4-14: Effectiveness of the Charismatic Leadership Constructs 

With 1 as the minimum and 7 as the maximum score on the questionnaire items, the 

charismatic leadership constnicts all scored very highly across the eight counmes. But 

how do these charismatic leadership constnicts compare with other styles of leadership? 

In partîcular, leadership styles that are not part of the neo-charismatic leadership profile 

wodd provide the best cornparison. 

The non-charismatic leadership styles that were selected for cornparison were 

autocratie and bureaucratic. In keeping with the GLOBE (1996) exploratory analysis of 

their preliminary data, the autocratic consmict consisted of six variables: autocratic, 

bossy, dictatorial, domineering, elitist, and d e ~  the bureaucratic construct consisted of 

five variables: cautious, formal, habitud, procedural, and ritualistic. 

The logicd assumption from a Canadian perspective is thaî these styles of 

Std. Dev. 

0.698 

0,927 

0.72 1 

Mean 

L 6.14 

Max. Constmct Min. 

Strong Vision 

Planning 

Motivational 

1 .O 

1 .O 

1 .O 7.0 

7.0 

7.0 

5.67 

6.05 
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leadership would be perceived as less effective. However, another national culhue might 

view these leadership styles differently. India, for example, is generally perceived as 

being highly bureaucratic because of the dominance of state enterprises, while Singapore 

scored highly on Hofstede's power distance index (an amal score of 74). It should also 

be noted that all  of the country data sets used in this study included both private and 

government owned organizations, which would strengthen the argument that bureaucratic 

and procedural styles of leadership might indeed be viewed as producing an outstanding 

leader in some organizations. 

Regrettably, 1 was not in a position to provide comparative statistics for ail of the 

eight counhies because, as explained previously, several of the GLOBE Country Co- 

Tnvestigators had agreed only to provide specific variables. Most of them have yet to 

conduct their own research using their data, and some of them were understandably 

reluctant to let me use their complete leadership data sets. However, 1 did have access to 

the complete leadership data for Canada, India, and Singapore. Their mems for the 

autocratic and bureaucratic leadership styles are presented in Table 4-15. 

Country 

1 Singapore 2.73 3.8 i 1 

Canada 

Table 4- 15: Effec tiveness of Alternative Leadership Styles 

Autocratie Bureaucratie 

1.89 3.45 
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As demonstrated in Table 4-15, the autocratie and bureaucratie leadership 

constructs are considerably less effective than the constructs that form the charismatic 

leadership profîle in the mode1 developed in ihis study. While the means from the three 

countries are not conclusive proof that charismatic leadership is the most effective 

leadership style, they do provide strong support that, on a relative basis, at least some of 

the attributes and behaviours associated with charismatic leadership are very effective 

universally. 



CHAPTER 5 

EVALUATltON AND DISCUSSION OF RESULTS 

Introduction 

The trend toward cross-border alliances and acquisitions, with the resultant mix of 

nationalities in many business orgdations, has created an urgent requirernent for 

executives who cm lead effectively d u ~ g  these times of global transition. In response, 

some academic researchers have posed the question of whether a particular style of 

leadership might be universally acceptable and globally effective. From a North 

American perspective, we are perhaps more inclined to believe that charismatic 

leadership, in its current conception, might be the most appropriate leadership style based 

on a collection of empirical studies of transformational (Bass, 1997) and charismatic 

leadership (House and Aditya, 1997). Most of the countries included in these studies 

were from North Amenca and Northwestem Europe; according to Triandis (1994). 90 

percent of the data used in studies of industriai and organizational psychology corne fiom 

these two regions. However, as more nationalities from ail parts of the globe are forced 

to interact in organizational settings, more comprehensive studies of the chaismatic 

leadership paradigm are critical. 

Not ail people wodd agree that finding a cornmon leadership profile should be a 

goal of organizational research. Despite the obvious trend toward convergence in 

managerial behaviours, they would argue that such a hding wodd diminish the 

perceived requirement for cultural sensitivity in the workplace. Their position is 

supported by the contingency theories of leadership, which postdate that a leader's 
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effectiveness depends on the relationships between the leader and individual 

subordinates, the leader and groups of subordinates, and the leader and his or her pers 

and superion. AU of the players in the leadership equation will undoubtedly have their 

own conceptions of effecfve leadership, based on their own cultuml sensitivities and 

experiences. 

The intent of this study, or of any study that investigates a particular leadership 

style in cross-cultural setthgs, is not to suggest that one particular set of attributes and 

behaviours wouid be universaily effective in isolation. Instead, we are searching for a 

subset from many leadership profiles that might provide the foundation for a universdy 

effective leadership style. Should such a foundational profile be developed, it would 

provide a bais for selecting and training executives for multinational positions, after 

which they would be exposed to a varîety of culnual sensitivity programs, hopefully 

including lauguage training (Walker, 1992). The "universal leadership profde" would be 

the starting point, rather than the h a 1  solution. 

The intention of this study was to challenge our current understanding of what 

might potentidy predispose a leader to be effective in a mdti-cultural environment, and 

to establish comprehensive guidelines on how such a study should be undertaken. 

Ultimately, the challenge was to provide a partial charismatic leadership profile that is 

both universaily recognized and universally effective. What has emerged fiom this study 

is that some of the neo-charîsmatic leadership constructs are indeed universally 

consistent, as measured by the operational dennition of varifom universals. Moreover, 

they appear to be universally effective based on the country samples used for this 
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analysis. The implicit conclusion is that the charismatic leadership paradigm is robust 

universally. 

The approach in this study of charismatic leadership was to establish a general 

chansmatic leadership profile (Chapter 1), to establish the parameters required for a 

comprehensive cross-national snidy (Chapter 2), to develop and opcrationalize a 

taxonomy of univends for empincal studies in the social sciences (Chapter 3), and to 

develop and analyze a partial charismatic leadership model in ternis of the universality of 

the constructs and their universal effectiveness (Chapter 4). This chapter will evaluate 

the results presented in Chapter 4, discuss the limitations of the methodology, explain the 

contributions of this dissertation, and conclude by suggesting hiture research that flows 

fiom this exploratory study. 

Evaluation of the Resuits 

The charismatic leadership model. The charismatic leadership model presented in 

Table 4-10 was developed ftom the 2, 362 cases included in al1 eight countrïes selected 

for this study. The three factors that were found - ''motivational", "strong vision", and 

'plans ahead" - and the attributes and behaviours associated with them, are all consistent 

with the general charismatic leadership profile assembled fkom the literature. Both 

"motivation" and a "strong vision" provide the major rmderpinnings for all charismatic 

leadership theories, and particularly in business settings, which is the focus of this study. 

Motivation is the fundamental principle in Bass's (1985, 1997) tramformational theory of 
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charïsmatic leadership, while Sashkin (1988) labelied his version of charismatic 

leadership 'tisionary". 

The planning construct in the leadership model includes the attributes of 

'Yoresight", "logical", and "intuitive", in addition to the behaviour of "plans ahead". 

Although the planning constnict has received less attention in the leadership literature, it 

is both implicitiy and explicitly recognized in all of the charismatic and transfomational 

literature. This constnict plays a critical role in allowing the chansmatic leader to 

implement his or her vision. While a charismatic leader may be identified by the frequent 

use of motivational and visionary techniques, success in implementing the vision will 

ultimately depend upon well-honed planning skills. 

The charismatic leadership model developed in this study was not intended to 

include the complete charismatic profile. Indeed, it is doubduI at this juncture whether 

such a profile would actually be meaningfbi in ail crossculhu;il contexts. This 

assumption is based on the contingency theories of management and leadership that, 

despite the secondary role that they have been given in this dissertation, are undoubtedly 

relevant in any leadership shidy. This caveat raises the bar even higher in attempting to 

validate the universality of a leadership style because each respondent to a questionnaire 

would consider the contingent factors in his or her own environment. 

The charismatic leadership model that was analyzed was developed from only 23 

variables that Ioaded on four charismatic factors in the initial GLOBE study (GLOBE, 

1996). It was evident fiom the outset that any profile which emerged from an exploratory 

factor analysis of these variables wouid therefore not include aII aspects of charismatic 
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leadership. This was not the intent. The goal was to develop a partial charismatic 

leadership profile that was both consistent with the theory and that could survive the 

ngours of quantitative validation. The charismatic leadership model developed for this 

study has satisfied both of these requirements. 

1s the mode1 huly universal? As discussed in detail in Chapter 4, methodological 

restrictions combined with time and fmancial constraints meani that only selected 

countries would play a role in this exploratory study. As evidenced by Table 4-4, the 

eight countries that provided the data for the model maximue the potential societal and 

political-economic differences around the globe. Three of the countries in Group 1 - 
Canada, India, and Turkey - were selected on the basis of their central tendencies, as 

measured by Hostede's (1980) results, while the addition of Hungary to this group 

allowed for the role of a centralized communist govermnent. The countries in Group 2 - 

Austria, Singapore, Sweden, and Venezuela - were selected to represent the extremes on 

Hofstede's dimensions. Taken together, it was the intention to represent the most diverse 

set of eight counûies for challenging the concept of universality. Despite the limited 

number of countries in this study, the concept of maxirnizing their potential societal and 

political-economic differences has been satisfied. 

The Globe data used in this study also provide the scope for incorporating 

potential differences in leadership techniques created by industrial and corporate cultures, 

which were the final two influence parameters identified in the cross-cultural research 

mode1 presented in Figure 2-1. The industries included in the GLOBE database were 

banking, agri-food, and telecommunications, with several companies for each indusq. 
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The inclusion of these disparate industries and various enterprises within each of them 

allows for cornpeting cultural influences across the cases. Admittedly, not aU of the 

industries were represented in each country data set, with telecommunications king the 

least represented. However, the complete eight county database does provide some 

representation for ail industries and enterprises within each of them. 

A brief nference to Table 4-5 will indicate that the data sets for ail eight countries 

do not have equal weighting in the overail database from which the charismatic 

leadership mode1 was created. This is undoubtedly a potentiai problem. In particular, 

Sweden was the largest contributor of data, representing 37.996 of the cases, while 

Venezuela accounted for only 3.3% of the cases. From a puist's perspective, this is 

grossly unfair and not representative of the different culnual systems which might affect 

an appraisal of leadership effectiveness. While this is evidentiy m e ,  the intent was to 

create a charismatic leadership mode1 that was potentially universal, based on the data 

available for this study. Shoa of using data fkom all countries and a l l  industries, a 

decision had to be made concerning how much global data was necessary to formulate a 

test model. M e r  considerable reflection, it was decided that many societal cultures, 

political-economic systems, industrial cultures, and corporate cultures could not be 

included in the database. The best smga te  available was the potential diverse data 

available tiom the eight countries, regardless of their relative weightings. In defence of 

this approach, the empirically generated charismatic leadership model did withstand the 

rigours of the subsequent tests for the universality of the constructs and their global 

effectiveness. 
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Univemdity of the charismatic leadership constructs. Despite the highly sensitive 

requiremenîs of the LISREL subprogram, the data from the Group 1 and 2 corntries 

satisfied the goodness-of-fit hurde rates for variform universds for the charismatic 

leadership model. This result was consistent with the hypotheses presented in Chapter 3: 

that both uniform and functional universals wouid not be codhmed, but that uniform 

universaiity would be confirmed. 

As evidenced by the country factor loadings presented in Appendix 3, the 

motivation and planning constructs held together weil across the countries. While the 

strong vision construct is generally consistent and acceptable across the Asian counaies, 

it is not concepnially consistent across Western countries. The greatest problem is with 

the second item, "wilful", which consistently displayed the lowest loadings across the 

Western countries. My conclusion is that Westerners generally do not associate 

wilfulness with the vision constnict. 

From a theoretical perspective, enforcing one's vision has k e n  a peripheral part 

of the charismatic leadership paradigm, particularly for censuring employees who do not 

accept the leader's vision (House, 1977). However, this aspect of chaismatic leadership 

has not been mentioned by several prominent researchers. As a Western researcher, my 

explmation is thai king wilful may suggest an autocratie leadership style. As discussed 

in Chapter 1, king wilfül most probably has negative power overtones that detract from 

the positive aspects of a leader's vision. My hypothesis conceming rhis attnbute is thaî 

Westerners in particular are hîghly sensitive to any potentially negative aspects of the 

charîsmatic leadership theory. 
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Despite the poor loadings of the strong vision factor among the Western 

countries, 1 decided to maintain the model's overall integrity for several reasons. First, 

the other statisticai indicators of model fit were very strong; both the goodness-of-fit 

indices and the two-taiied 'Y' tests indicated good model fit. There was also concern 

about over-fittîng the mode1 to the data. Sûucniral equation modeling requires an 

interplay of the data with the theory, with the data used to rn- weak theory (BagoW, 

1984; Fornell and Yi, 1991). Neither the quantitative nor the theoretical considerations 

should be considered in isolation. In this case, the extant charismatic leadership theory 

justifid retaining all of the items within the strong vision constnict despite the poor 

factor loadings in some countries. 

What the individual country factor loadings demonstrate is that there might be an 

East-West divide concerning the construct of the leader's visioning process. Although 

both the theory and the data confirm that the vision construct is an integral part of the 

charismatic leadership paradigm, what constitutes a strong vision is viewed differently 

among national cultures. When one includes the concept of wilfulness by the leader, 

presumably ùi enforcing the vision, the vision construct displays substantive variations. 

It is evident fiom the factor loadings presented in this study that the wilfid amibute 

requires M e r  anaiysis, particuiarly as it relates to the vision construct. Future snidies 

may weil determine that the wilful attribute of business leaders rnight be more strongly 

associated with particular countries or regions, and that the conceptualization of this item 

might in itself not be univenally consistent. 
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The universal eEectiveness of the charismatic leadership constructs. Having 

accepted the cognitive integrity of the charismatic leadership model, the final step was to 

question the universal effectiveness of the constnicts. From the phraseology used in the 

GLOBE questionnaire, are these constnicts universally effective in creating an 

outstanding leader? Both Bass (1997) and House and Aditya (1997) have suggested that 

this form of leadership might be universally effective, but there was insufkient ernpirical 

evidence to veriQ their contention. The conclusion that emerges fiom this study is that at 

least some aspects of charismatic leadership, notably the concepts of motivation, strong 

vision, and planning, are universally endorsed as effective leadership styles. Out of a 

possible maximum score of 7.0, "motivational" had a mean across all eight countries of 

6.14, "smng vision" had a meaa of 5.67, and "pla~ing '~ had a mean of 6.05. These 

values are highly indicative of the effectiveness of the three constmcts and the behaviours 

and attributes that form the charismatic leadership model. When compared with the 

autocratic and bureaucratie leadership constnicts using data fiom Canada, India, and 

Singapore (Table 4-15), the relative effectiveness of the three charismatic leadership 

constructs is reinforced. 

We cannot extrapolate Som these results that all attributes and behaviours that 

have been associated with the charismatic leadership paradigm are universally effective. 

Only three specific constmcts and 12 questionnaire items were assessed in this study, 

which will be discussed in the following section conceming limitations of the study. 

There may well be other charismatic leadership constructs that are not universally 

consistent from a cognitive perspective, nor in terms of their perceived effectiveness 
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across al l  cultures. However, based on the scope of this study and the results, there is 

increased support for the contention that a broader charismatic leadership mode1 might 

also prove to be a robust universal paradigm. 

Limitations of the Study 

Use of the same data. The biggest limitation of this study is the use of the same data to 

fkom the leadership model and then to test it for universality. The results nsk king 

tautological. It would have k e n  preferable to use separate country data for the two 

analyses, but that was not possible within the tirneframe for this dissertation. It took a 

complete year to secure permission and to receive the data fkom the eight Country Co- 

Investigators (CCIs) who contributed to thk study. To have approached additional CC& 

for their cooperation would have extended the timeline considerably. 

Given this restriction, there were two possible alternatives. The fmt was to use 

the data from one group to f o d a t e  the model and the second group's data to test the 

hypotheses. There were several factors that argued against this option. Fit, there was no 

theoretical basis for selecting which countries should be used to formulate the model. 

The countries in both groups were chosen to represent as diverse a group as possible in 

terms of Hofstede's (1980) dimensions, different languages, religions, and histories, and 

the range of political-economic systems. Therefore, to impose the leadership model fkom 

one set of countries onto another group wodd violate the theoreticai justification used to 

develop the cross-culturd research mode1 presented in Chapter 2. 
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Secondly, it was preferable to use the largest number of cases possible in 

generating the charismatic leadership model. As a potentially universai model, it would 

have limited its theoretical appeal if fewer countries and cases had been included in the 

exploratory principal components andysis. 

Finally, it was pianned from the outset to replicate the tests for universality to 

provide iacreased support for the conclusions. Because ali of the counuies represented 

diverse culturai backgrounds, it was deemed necessary to test al1 of them for the 

universality of the leadership constructs. Ultimately, Venezuela had to be cxcluded 

because of under-identification. but the results would have suffered a credibility gap if 

another three countries had k e n  excluded from the tests of the universal categories. 

The second alternative was to split the country samples in half, and to use a 

procedure such as Monte Carlo simulation to produce the requisite number of case. 

While this would have been acceptable for the exploratory analysis because all of the 

cases were combined, it would not have been acceptable for the multi-sample analyses. 

As discussed in Chapter 4, and assuming that a mode1 with the same number of factors 

and items would emerge, a minimum of 159 cases for each country would be necessary to 

fully idenw the model. The Austrian data set had only 169 cases, which would require 

almost half of the case to be simulated. Similady, the Hungarian data set has 186 cases, 

which would require 42% of the cases to be simulated. Such large relative numbers 

would go well beyond the suggested use of Monte Carlo simulations (Haïr et al., 1995), 

and the results would most dennitely be suspect 
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As a consequence of the unacceptability of either of these options, it was decided 

that the methodoIogical procedures thaî were employed in this study represented the best 

alternative, but they definitely impose a limitation on the final results. 

Limitecl number of charismatic variables. Only 23 variables were used to formulate 

the charismatic leadership model in this study. While these variables were part of the 

charismatic leadership factors determined in the initial GLOBE analysis (GLOBE, 1996), 

they are not representative of ail of the charismatic attributes and behaviours identified in 

the management literature. Had a wider range of variables been used, the model might 

have had more factors or different items associated with the factors included in the 

model. 

For the purposes of this exploratory study, it was decided that the 23 variables 

provided an adequate cross-section of the charismatic leadership paradigm. It was 

intended that, should any of the constructs of charismatic leadership prove to be 

universally robust, an empincal foundation would then be in place to motivate M e r  

investigation of this leadership style. In addition, the number of variables chosen proved 

to be sufncient to apply the operational tests for the taxonomy of universals that were 

developed concepnially in Chapter 3. Although the number of chaiismatic variables was 

a limitation in terms of the complete paradigm, it was not overly restrictive for an 

expioratory study. 
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Managerial level of the respondents. A study by Muandar (1990) of Indonesian 

executives determined that there were three distinct cultural levels generally equated with 

an executive's organizational level. An ethnic-regional culture predominated among 

lower level managers, a regionai-national culture was demonstrated by middle level 

managers, and a national-international culture was demonstrated by the most senior 

executives, who displayed the same characteristics as successfbi senior managers in other 

countries. 

The data for the GLOBE study was generally gatheïed from middle level 

mangers. On the basis of Muandar's observations, this might suggest that the 

respondents at this level may have more international attitudes than lower level managers 

and their subordinates. It could, therefore, be argued that the results of this study are not 

tnily representative of all people within an organization, but rather are indicative that 

cultural convergence exists at higher organizational levels. This logic would be 

consistent with some of the managerial literature on convergence. 

House, Wright, and Aditya (1997) have suggested a competing premise for this 

argument They pointed out that lower level employees might be inappropriate sources 

of data on a range of leadership attributes and behaviours as a result of their experience 

with only one or two types of leadership styles. By asking these employees to respond to 

questions about unfamiliar attributes and behaviours might yield answers that would have 

no direct correlation with how they might actudy respond to the given leadership 

activity. Hence, it might make more sense to query executives who have experienced a 

wide range of leadership styles. 
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Relaîed to this question is the fact that 1 have not specifically surveyed ail of the 

leader's judges included in the interactive leadership model in Figure 2-1. The people 

included in the model are comprised of the leader, subordinaies, peers, and superiors. 

Although I do not have sufficient proof from the Country Co-investigaton who provided 

the GLOBE data, I believe that all of the four categories have been tapped randomly, if 

not systematically. Because leadership may occur at various manageriai levels, from 

shop floor supervisors to the Chief Executive Offcer, at least some of the executives 

surveyed will have been in all four roies during their careers. Consequently, I do not 

believe that the use of survey data fiom only lower and middle level executives is a 

serious limitation relative to the reqWrements stipulated in my cross-cultural leadership 

model. 

Contributions of the Dissertation 

Theoretical contributions. From a theoretical perspective, this dissertation has 

contnbuted two essentid elements to the future development of crosscultural studies. 

The f h t  contribution is the development of an interactive crossculhual research model. 

Based on a review of the major research themes in the cross-cultural leadership literature, 

this model synthesizes the pre-eminent cultural and political-economic iduences that 

shape and potentially alter a person's perception of a leader's effectiveness. Exclusive of 

the GLOBE studies currently king undertaken, the vast majority of crosscultural 

leadership studies have failed to recognize the potential importance of the set of cultural 

variables included in this model. Instead, they have focused on one or two of the cultural 
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influence systems in tbeir research, which would bias their results in favour of the effects 

of a particuiar cultural system. This mode1 demonstrates that all four interactive cultural 

systems should be incorporated into the design of cross-national studies of management 

theones, especially when testing for the universality of the constnicts. 

The second theoretical contribution is the conceptual development of a typology 

of complex behavioural universals for the social sciences. Without such a taxonomy, 

researchers have been unable to argue definitively that my behaviour was universal 

because of the disparate meanings that have plagued the concept. As importantly, there 

was no common framework for comparing their results. Perhaps this section of the 

dissertation might appear to be discussion of semantics, but it serves a more essential 

purpose. By creating categories that acknowledge the various approaches taken in the 

cross-cultural management literature, it establishes a basis for bridging the didectic 

divide. The three categories of universals - unifom, functional, and varifonn - provide 

a range of specificity that would allow a researcher to decide which category would be 

sufficient for his or her theoretical goals. 

My lack of expertise in psychology, sociology, and anthropology will no doubt be 

evident in the description of the categories. As a result, it is anticipated that this 

taxonomy of universals will be contentious. It should be viewed as an initial attempt to 

concephialize the thought processes involved in forming constnicts. Consequently, any 

inter-disciplinary reaction to this classification of universals would be encouraghg. An 

open and aggressive debate would help to refke the categories, both theoretically and 

operationdy. However, as a catalyst for fiiture research and refinement, the typology of 
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universals developed in this dissertation has contniuted the framework for a much- 

needed analysis of this nebulous concept. 

Methodologka1 contributions. From a rnethodological perspective, this dissertation 

explores the problernatic issue of how categories of universaMy might be operationalized, 

for which there is no guidance in the literature. To achieve this goal, the typology of 

conceptually-derived universals was operationalized using LISREL multi-sample sub- 

prograrns. Such an approach has not been considered previously in the crosscultural 

literature. It cm be argued that the I k t  category - uniform universals - is too stringent to 

be achievable in a cornparison of any two data sets, regardless of the cornmonalties 

across the groups. It should be recalled that some statistical variance is allowed by using 

goodness-of-fit thresholds that do not require identical results. At the other end of the 

spectm, the third category of universals - variform - might appear to be overly relaxed 

as a universal category, but the statistical rigour of the LISREL sub-program B is still 

high. Despite any future refmements of these operational categories, their development 

and use in this study represents an innately appealing and statistically acceptable 

approach to this methodological challenge. The operational mode1 developed for this 

study provides a framework for subsequent empincal research to test the universality of 

constructs, not only in leadership studies, but also in other areas of the social sciences. 

Empiricai contributions. From an empincal perspective, this dissertation provides a 

kt, albeit exploratory, analysis of charismatic leadership as a universal paradigm. 
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organizations, a charismatic leadership mode1 consisting of 
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industries, and numerous 

three constructs and 12 

charismatic attributes and behaviours was developed for subsequent analysis using the 

taxonomy of univenals presented in Chapter 3. The results of this study strongly support 

the contention that at least some constnicts of charismatic leadership hold together across 

societies, industries, and organizations, and that the attributes and behaviours associated 

with these constructs are universdy effective. 

It is important to underscore the contributions of these results, regardless of how 

preLiminary they might be or the limitations of the methodoiogy. As noted in Chapter 1, 

there has been considerable and r ecdng  debate conceming both the acceptability of the 

charismatic leadership paradigm and its universai effecuveness. From au even broader 

perspective, it has been argued that ai l  leadership attributes and behavioun are subject to 

cultural relativism, thereby denying the existence of any universally effective leadership 

styles (Trompenaars, 1994). The research presented in this study refbtes such a 

categorical presumption. 

At a minimum, the high degree of constnict equivalence across national data 

samples reinforces the contention by Bass (1997) and House and Aditya (1997) that the 

charismatic leadership profile is widely recognized across culturally-disparate 

organizational members, at least among lower to middle level executives. This in itseIf is 

a revelation for advocates and detractors of this paradigrn. When one adds the strong 

indications that the motivational, visionary, and planning attributes and behaviours are 
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universaily effective, it becomes evident that this partial profde of charismatic leadership 

is universally robust. 

The contributions of this study on this front are perhaps modest in providing a definitive 

and generalizable conclusion that charismatic leadership transcends all cultural 

boundaries. While tempting, such a claim cannot be made on the basis of this study. 

What cm be concluded is that, using the rigorous cross-culturai mode1 developed in 

Chapter 2 and the categories of universals presented in Chapter 3, the preliminary results 

in this dissertation are highly supportive of the robustness of charismatic leadership as a 

universal paradip. In itself, this conclusion provides a notable contribution to the 

ongoing research of leadership in multi-cultural environments. But a couple of 

cautionary notes are in order. Fit, there may well be other leadership profdes that are 

equally effective; an exploration of this possibility is beyond the scope of this study. 

Secondly, the results of this study do not suggest that the complete charismatic leadership 

pronle presented in Table 1-2 is universally consistent or effective. However, it is fair to 

conclude that the charismatic researchers are heading in the right direction fiom the 

perspective of developing a foundational prohle of effective leaders that transcends 

cultural boundaries. 

Contributiontifor business practitioners. Findy, fiom a business practitioner's 

perspective, this study will hopeNly lead to fuaher research and publications that will 

integrate the theory of charkmatic leadership with global stafSng policies. The emphasis 

would be on selecting appropriate candidates for foreign executive assignrnents on the 



175 

basis of the universaMy effective amibutes and behaviow that have emerged in this 

study. For example, if one had to choose among candidates of equal calibre, it would be 

more effective to choose the candidate who best demonstrates a strong vision. 

motivational skills, and expertise in planning for the hiture. The charismatic leadership 

profile developed and tested in this study might also s m e  as an important component in 

the annual appraisals of executives in cross-national environments and different 

industries within the corporation. 

Direct application of the results of this study may create concem among some 

academics. It might be reminiscent of the use of the trait theories, in what has ken  

labelIed the "leaders are bom" controversy. There is no suggested here that the atüibutes 

and behaviours of charismatic leaders are genetically denved. On the contrary, 

leadership skills are developed over tirne into a composite profde that generally emerges 

from situations that violate the group's statu quo. The implicit challenge of creating a 

new and functional organizational culture among employees with backgrounds in several 

different societal, political-economic, industrial, and corporate cultures would provide the 

need for such a leader. This is precisely the situation faced by many businesses when 

they expand their growth strategies to include international diversincation. 

Leadership in multi-cultural organizations is not limited to multinational settings. 

While most cross-cultural studies tend to view a given country as a monolithic culture, 

many countries are in fact pluralistic. They include subgroups that have different ethnic 

backgrounds, speak different languages, have Werent histories, and embrace different 

religions ( D o h  and Howell, 1988; Teagarden et al., 1995). As a consequence, 
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organizational leaders in pluralistic societies would be subject to competing value 

systems among their subordinates. In such circumstances, similar to those discussed for 

international environments, a leader who demonstrates the attributes and behaviours 

included in the ch~smaîic  leadership model might be perceived as more effective than a 

leader who does not demonstrate this foudational profile. 

Conclusion 

Contrary to the prevailing philosophy among crossculturai researchers, this study 

has demonstrated that several constructs of charismatic leadership are universally robust 

and effective across cultures. In particular, the constructs of "motivational", "strong 

vision", and "planning" developed in the charismatic leadership model in this 

dissertation, and which are strongly supported by the neo-charisrnatic literature, have a 

consistent and strong universal apped in business organizations. This conclusion was 

substantiated empirically by testing an exploratory charismatic leadership profile for 

universality across four very aiverse national and political-economic cultures, three 

industries, and numerous companies. The analysis was then replicated using three 

different national data sets. 

The data used in this study were al l  collected fiom a common research instrument, 

the GLOBE Questionnaire. While the use of a common instrument across al l  of the 

countries has the value of providing relatively matched samples in terms of the 

questionnaire items and the industries sampled, there is a requirement for hiangulated 

data and qualitative studies to test the results presented in this dissertation. The use of 
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focus groups, interviews, and participant observations would clarify any biases in the 

questionnaire data and they would provide a richer analysis of the consistency of the 

constructs. Unobtnisive measures of the charismatic leadership modei would also 

provide an independent verifkation of the results. For example, linguistic antbropology 

could be used to detect whether the terms and constnicts included in charismatic model 

are included in all national and organizational lexicons, whether they have consistent 

meanings, and whether they d l  have the positive comotations suggested by this research. 

The results presented in this study raise an intriguing question. How can we 

resolve the dilemma of a leadership style that appears to be universal in light of the 

overpowering evidence that cultural influences affect a society's values and n o m ?  In 

this study, 1 have not controiled for the systems that are expected to create and modify 

values, n o m ,  and practices. The opposite approach was taken - a wide range of 

innuences were included in selecting the organizational respondents across the eight 

countries and three indushies, which should mîtigate against universal results. 

I believe that the explanation is fundamental to human psychology. Mankind has 

a core set of expectations for their leaders that transcend ail cultural boundaries. These 

common expectations are reflected in a core leadership profile, which 1 have termed a 

'Youndational profile". The attributes and behaviours that form the charismatic 

leadership model in this study are most probably a subset of a larger foundational profile, 

but thaî is speculation on my part. According to the leadership profile developed and 

tested in this study, leaders are expected to have a vision to guide the organization. Next, 

they are expected to motivate their followers in accordance with the vision. Finally, it is 
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expected that an effective leader will demonstrate the abilities necessary to plan the 

implementaticn of the vision. 

This profile is foundational in the sense that it is understood the same way and 

highly effective across organizations. ûther leadership attributes or behaviours that 

might also be effective in specific or ciusters of organizations would provide a cultural 

oveday on the foundational chaismatic profile. This would allow the existence of both 

universal and culture-specific attributes and behaviours in any organizational setting. 

What is tnily exciting about the results of this shldy is that they endorse the 

hypothesis that the charismatic leadership paradigm is a variforni universal leadership 

style. There have been many dissenters arnong the research community who have 

questioned both the concept of universality and the role of charismatic leadership in 

general. While this study is not the final answer to their concems, it does provide the 

theoretical tools to carry out a universal leadership snidy, and the results suggest that at 

les t  some dimensions of charismatic leadership provide the foundational profile for a 

universal and effective managerial paradigm worthy of M e r  investigation. 

The implications of a foundational leadership profile are revolutionary for another 

reason. The dimensions established in this snidy cut right across the convergence debate, 

providing a conceptual bridge between the concepts of universality and cultural 

relativism. Both theoretical camps are essential pieces of the same holistic puzzle. At a 

minimum, charismatic leadership provides part of the universal foundation of effective 

leadership, while cultural relativîsm provides the rich overlay to create a composite 
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profile of the effective leader within any society or organization. Neither Stream of 

research should be ignored in the quest for effective organizational leaders. 

Future Research 

The theoretid, methodological, and empirical results of this study provide the 

foundation for a dynamic research stream. Consistent with the limitations of this study 

that were explained previously, several research projects shouid be undertaken. To 

investigate the charismatic leadership paradigm more M y ,  additional charismatic 

attributes and behaviours should be included among the research variables. It is aIso 

necessary to increase the nurnber of countries used in the database, both to develop the 

charismatic leadership mode1 and to validate the universai categories with data h m  

different countries. The GLOBE questionnaire is an excellent Uistnunent for measuring 

the effectiveness of various leadership styles, and other researchers are encouraged to use 

the country data as soon as they become available to the research comrnunity. However. 

in light of the limitation that the respondents to the GLOBE questiomaire were generally 

fiom management positions, it would be useful to develop another cross-national data 

source that more W y  represents all organizational levels. 

A natural follow-up to this study would be to test the charismatic leadership 

profile using additional country data sets. I plan to do this using the GLOBE database. 

To allow potential variations by region, as indicaîed by the regional reactions to the 

"WiUW7 attribute, 1 intend to cluster the countries on the bais of a shared language, 

geography, or history, consistent with previous research. Such results are essentid to 
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demonstrate the smngth of the constructs across a broder range of countries, and to 

determine whether the foundational charismatic profile requires refmement. 

Another fascinating question that emerges from this study is whether the 

foundational charismatic pronle tninscends gender. Although 1 did not have access to the 

personal statistics of the respondents from the eight countries, it is safe to assume that 

fewer than 10 percent were women. Consequently, the male input was overwhelming. 

Moreover, some female respondents might be conditioned to view the charismatic 

leadership profile from the perspective of the predorninantly masculine business 

environments in which they work. Future research might determine that there is a 

different foundational profile for fernale charismatic leaders, either as  expected by ail of 

their employees, or as expected by male and female employees as distinct groups. (For 

researchers who wish to conduct this analysis, the GLOBE database has responses from 

more than 3,000 women.) 

Finally, this study was constrained to the expectations that employees have of 

their business leaders. A logical extension of this research would be to detemine 

whether the charismatic leadership pronle is consistent beyond a business environment. 

For example, is this profile universally expected of political, military, and religious 

leaders? Are these expectaîions also consistent for health care workers leading medicai 

teams, for senior police officers, and for fm brigade leaders? Evidently, this stream of 

leadership offers tremendous scope and it could not be undertaken by one individual. 

However, any empirical or qualitative studies that analyze even one group would help to 
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increase our understanding of the leadership phenornenon in general, and charismatic 

leadership in particular. 
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APPENXDIX 1: The Composite GLOBE Leadership Profile 

1 AUTOCRATIC 1 BUREAUCRATIC 1 

1 Bossy 1 Habinial 1 
Dictatorial For mal 

Elitist Cautious 

Ruler Rocedural I 

Collaborative 

Lovd 

Logical 

Intuitive 

Mediator 

Fraternal 

Calm 

Modest 

DIPLOMATIC 

Di~lornatic 

Self-effacing 

Patient 

WorIdly 

Widwin problem solver 

hm-group conflict avoider 

FACE S A W G  

Indirect 

Avoids negatives 

Effective bargainer 

INDIVIDUALISM 

Individualis tic 

Unique 

Evasive 

HUlMANE ORIENTATION 
Generous 

Independent Compassionate 

Autonomous b 



INSPIRATIONAL 

Enthusiastic 

Positive 

Encouragjng 

Morale booster 

Motive Arouser 

Confidence builder 

Dynamic 

Motivational 

PROCEDURAL 

ûrderly 

Administratively skilled 

ûrganized 

G d  admhistrator 

SELF-CENTERED 

SeIf-interested 

Non-participative 

Loner 

Asocial 

INTEGRITY 

Honest 

Sincere 

Just 

Tni~tworthy 

P-O-CE ORIENTATION 

Improvement~riented 

Excellenceoriented 

Performance-oriented 

STATUS CONSCIOUS 

Sb- conscious 

Class conscious 

VISIONARY 

Fonsight 

hteiiectuaiiy shulating 

Future-oriented 

Prepared 

Anticipatory 

Plans ahead 

Inspirational 

Visionary 



APPPENDIX 2: 
Covariance Matrices of the Seven Corntries in the Confimatory Anaiysis 

tes t ing  equality factor  hypothesis b. group: Canada 

COVARIANCE MATRIX TO BE ANALYZED 

COVARIANCE MATRIX TO BE ANALYZED 

where v2 3 1 =encouraging, v4_26=confidence builder, v2_48=enthUSXastic, 
v4 20=m&ve arouser, v2-56=flectuaily stimulating, ~ 4 ~ ~ s i o n a t y ,  
v447--, ~4~4û==rformance orientecl, 4-lWoresight, 4 -1  l=plans ahead, 
x8=logical, 4-1  S=intuitive. 



testing equality factor hypothesis b. group: Hmgary 

COVARIANCE MATRIX TO BE W Y Z E D  

COVARIANCE MATRIX TO BE ANALYZED 



testing equality factor hypothesis b. group: hdh 

COVARIANCE MATRIX TO BE ANALYZED 

COVARIANCE MATRIX TO BE ANALYZED 



testing equality factor hypothesis b. group: T ~ k v  

COVARIANCE MATRIX TO BE ANALYZED 

COVARIANCE MATRIX TO BE ANALYZED 



testing equality factor hypothesis b. group: ADStria 

COVARIANCE MATRIX TO BE ANALYZED 

COVARIANCE MATRIX TO BE ANALYZED 



t e s t  ing equal i ty  factor hypothesis b. group: Smgapore 

COVARIANCE MATRIX TO BE ANALYZED 

COVARIANCE MATRIX TO BE ANALYZED 



testing equal i ty  factor hypothesis b. group: Sweden 

COVARIANCE MATRIX TO BE ANALYZED 

COVAEUANCE MATRIX TO BE ANALYZED 



GPPENDIX 3: Factor Loadings for the Seven ConntnDes 

(Variables bted on page 212) 

Canada 



Turkey 





V I = encouraging 
V2 = confidence bdder 
V3 = enthusiastic 
V4 = motive muser 
V5 = inteilectually stimularing 
V6 = visionary 
v 7 = m  
V8 = performance onented 
V9 = foresight 
VI0 = plans ahead 
V i l  = logicd 
V12 = intuitive 




