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Abstract
Differences in leadership styles exist across cultures and nationalities. The effective
leadership is essential for the successful economical transition of Georgia. Using the notion of
implicit leadership theory and based on works of Globe Leadership and Organizational Behavior
Effectiveness research program, and Behavioral Leadership Theories, we outlined a theoretical
framework to determine the relationship between national culture and dominant organizational
leadership styles in Georgia. A hypothesis was proposed that some national cultural dimensions of
Georgia could be related to the dominant leadership styles in Georgia.
200 Georgian citizens were selected from Tbilisi, Rustavi, Gori, Kaspi, Kutaisi, Dusheti,
Jinvali, and seven different villages – Bazaleti, Mchadijvari, Kvavili, Magaroskari, Kunchecha,
Axalsopeli, and Leteti – for a representative sample. Dimensions of Culture Questionnaire,
developed by GLOBE research team was used to examine nine national cultural dimensions of
Georgia (uncertainty avoidance, power distance, institutional collectivism, in-group collectivism,
gender egalitarianism, assertiveness, future orientation, performance orientation, and humane
orientation). Furthermore, Leadership Behavior Descriptive Questionnaire (LBDQ), and Mouton and
Blake’s Managerial Grid® were used to determine the dominant leadership styles in Georgia.
Additionally, 30 participants of a total 200 were interviewed to find out the underlying factors that
had impacted their answers on LBDQ.
The results indicate that the dominant leadership style in Georgia varies from Middle-of-theRoad to Authority-Compliance and is affected by cultural dimensions as In-Group Collectivism,
Institutional Collectivism, Assertiveness, Performance Orientation, and Power Distance.
High In-Group Collectivism dimension of Georgia contributes to Middle-of-the-Road
Leadership style. Authority-Compliance leadership style is affected by high Power distance and high
Assertiveness cultural dimensions of Georgia. Performance Orientation contributes to Middle-of-theRoad as well as to Authority-compliance Leadership Style. And finally, Institutional Collectivism
contributes to Middle-of-the-Road leadership style.
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Introduction
The transition of every country is unique and usually far more complex than it first appears.
The role of effective leadership is crucial in transition time because the domain of leaders is the
future and only effective leaders have the ability to influence and motivate others to pursue common
goals. The leaders‘ unique legacy is the creation of valued organizations that survive over time.
Leadership is the ability to see problems, speak about them honestly and make effective, sometimes
utterly vital problem-solving decisions with long-lasting results; it is the ability to be committed to
the purpose and core values and build enduring social institutions and business organizations that
will succeed for the long-term and will make lives of people around us better; it is the ability to
provide the inspiration and passion to move forward; and sometimes leadership is the ability to
disturb the present in the service of a better future.
Leadership is a process involving social interaction, and like all such processes, the question
of what leadership styles and behaviors are dominated in the country must be understood within the
social context. The leadership style and other social behavior are influenced by the dimensions of
the organizational and national culture in which the behavior occurs. Leadership attributes and
styles are, in part, culturally determined. For example, the notion that leadership is a relationship or
process, not a personal characteristic, and that leadership is distributed equally among members of a
group are characteristics of group-oriented cultures (Ajarimah, 2001). In individualistic cultures,
leadership will more typically be seen as a unique quality possessed by individuals, rather than a
quality to be found among all members of a group.
Generally some cultural dimensions influence on leadership process in society. People in
large Power Distance (PD) societies more readily accept wider differences in power compared to
small Power Distance cultures. Therefore in large PD cultures, leadership decisions will mostly be
centralized and hierarchical while in small PD cultures, leadership decisions will be decentralized
and more participative.
Organizations in high Uncertainty Avoidance (UA) nations may have more rigid rules and
exhibit less tolerance for new and uncommon ideas and behaviors. This dimension is related to a
need for security, dependence on experts, and the application of information. The societal norm in
countries with low UA includes a tolerance for uncertainty (Hofstede, 2001). Nations with high UA
will allow less freedom with Country Club Leadership Style according to Blake and Mouton’s
Managerial (Leadership) Grid®.
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A collectively oriented society will be more inclined to Product Orientation to increase the
perceived collective good. A high degree to which society rewards collective efforts should be
correlated with Authority-Compliant Leadership style according to Blake and Mouton’s Managerial
(Leadership) Grid®.
Societies with high scores on Performance Orientation (PO) would tend to value
achievement and individual effort. Societies that score high on PO are expected to enjoy higher
levels of human development (House & Javidan, 2004). Those individuals not performing at high
levels would not expect to share in the rewards of those who are relatively high achievers. Such
sharing would be deemed to provide less of an incentive to perform, thus reducing the overall
performance of the society. Societies with high degree of PO tend to be more competitive and
Production Oriented.
In-group Collectivism (IGC) involves the extent to which individuals feel connected to
families and organizations. A high degree of expressed group or family loyalty should correlate
with high level of Employee Orientation, as cohesion within a family group would be associated
with furthering family rather than societal goals. This variable should be correlated value-based,
team leadership style.
Highly Assertiveness (A) societies value competition, try to have control over the
environment and to build trust on bases of calculation rather predictability. Nations with strong
Assertiveness will allow less freedom with Country Club and Team Leadership Styles.
Of course national culture and organizational culture are not the only determinants of
leadership behavior. The organization enforces its own practices. Individuals also have their own
personality qualities, which they draw upon in all circumstances; furthermore the larger social and
political environment enforces its own regulations on the workplace. All of these, as well as
professional and generational differences, must be taken into account when analyzing influences on
leadership behavior in the workplace.
Moreover, leadership and culture is considered by some scholars as ever-enveloping
paradigms informing each other, in the manner, as one is expressed and the other is impacted in a
looped cause and effect fashion. Actually, "Leadership drives culture. Culture drives leadership.
They both drive performance" (McCarthy, 2009, p. 4). Dr Alan McGilvray (2010), one of the most
respected and sought after leadership coaches, firmly believes that leadership drives and shapes
culture and in this way culture itself affects performance.
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The Problem Actuality. In the transition time of Georgia, leadership is particularly
challenging because without effective leadership socio-economical transition of country is doomed.
Georgia‘s political independence needed and still needs today to be strengthened by economical
independence.
Georgia in the time of its economical transition has a vital need for leaders who will affect
organizational culture, build enduring value based organizations, motivate their employees to
provide superior customer service, create new jobs, make an enormous difference in country, and
thus will help people to handle current difficulties and problems.
Moreover, swift changes in the business environment, organizational structures, technology,
and lifestyles are introducing a considerable rethinking of leadership development. The effect of
culture on leadership processes is a critical issue as the globalization of business is taking place.
This is important for domestic workplaces of Georgia that are becoming increasingly multicultural,
heterogeneous, and diverse. Modern businesses face bigger challenges due to rapidly changing
world. These challenges comprise socio-cultural, economic, technological, legal and regulatory,
environmental, and ethical.
Statement of the Problem. The effective leadership is essential for economic transition of
Georgia. Ineffective organizational leadership style may slow down or delay the economical
development of this country.
Hypothesis. Leadership processes appear to differ from country to country and Georgia
would not be exception in that sense. These differences can be partially explained by differences in
national cultural dimensions. We consider that it is reasonable to expect a relationship between
national cultural variables and dominating leadership styles in Georgia. Therefore the following
hypothesis can be proposed: Some cultural dimensions of Georgia can be predictor variables of the
dominant leadership styles in Georgia.
Purposes of the study. This dissertation paper aims to study the influence of Georgia‘s
national cultural dimensions on organizational leadership style with respect to the chosen topic ―The
Effect of Culture on the Leadership style in Georgia.‖ The general purpose of the study is to
research the linkages between the national cultural dimensions and leadership behaviors exhibited
by leaders in Georgia. More specifically, it seeks to answer a research question about the extent to
which some national cultural dimensions can be attributed to prediction factors of dominant
organizational leadership styles in Georgia.
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Basic learning objectives of the following Thesis are:


To make an in-depth study of the literature regarding culture influence on the leadership
style. How culture dimensions such as power distance, institutional collectivism,
assertiveness, future orientation, human orientation, etc. influence on the leadership styles
within culture;



To examine and classify cultural dimensions of Georgia;



To identify and measure two core leadership behavioral dimensions (Concern for
Production and Concern for People) in Georgia;



To identify dominant leadership style in Georgia based on the leadership behavioral theories
and quantitative and qualitative data analysis;



To find if there is any statistical relationship between cultural dimensions and leadership
behavioral dimensions of Georgia. And if so, can some cultural values be attributed to
prediction factors of dominant organizational leadership styles in Georgia?



Based on qualitative and quantitative data analysis to identify what effect does culture has
on the dominant organizational leadership styles in Georgia.
Research methodology. The research methodology of the study is based on Implicit

Leadership Theory. A key element of implicit leadership theory is that leadership is in the eye of the
beholder. That is, how followers observe their leaders according with their implicit belief-set.
The research consists of interviews and questionnaire-based data collection. A total of 200
Georgian citizens representing different organizations in Tbilisi, Rustavi, Gori, Kaspi, Kutaisi,
Dusheti, Jinvali, and seven different villages – Bazaleti, Mchadijvari, Kvavili, Magaroskari,
Kunchecha, Axalsopeli, and Leleti - were selected for an in depth analysis. Among them were
doctors, nurses, lawyers, bank managers, engineers, teachers, musicians, students, taxi drivers,
petrol station workers, salespersons, farmers, housewives, etc.
The present Thesis uses Dimensions of Culture Questionnaire developed by GLOBE
research team (Global Leadership and Organizational Behavior Effectiveness research program) to
examine national cultural dimensions of Georgia. The work of GLOBE is the empirical attempt to
bridge research streams about leadership and culture. As a part of their study of culture and
leadership, GLOBE researchers developed their own classification of cultural dimensions. Based on
their own research and the work of others (Hofstede, 1980, 2001; Kluckhohn & Strodtbeck, 1961;
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McClelland, 1961; Triandis, 1995), GLOBE researchers identified nine cultural dimensions:
uncertainty avoidance, power distance, institutional collectivism, in-group collectivism, gender
egalitarianism, assertiveness, future orientation, performance orientation, and human orientation.
Regarding to leadership style Leader Behavior Description Questionnaire (LBDQ) was used
to measure two different leadership behaviors: Concern for Results and Concern for People. And
perhaps the best-known model of leadership style, Blake and Mouton’s Managerial (Leadership)
Grid® was used as a framework to determine the dominant leadership styles in Georgia.
Face to face interviewing method was selected. Interviews were semi-structured and only
guiding open-ended questions were asked. Therefore the interviews were essentially free-flowing
and the interviewees had opportunity to express themselves freely.
In addition, mathematical and statistical methods were used for data analysis. Correlation,
and Linear and Stepwise Multiple Regression Analyses were conducted in order to determine
relationship between cultural variables and leadership behavior variables.
Major contributions, scientific novelty and practical importance. The Thesis provides
conclusions, findings, and recommendations that have the practical and theoretical importance. They
can contribute to the leaders in Georgia to lead their companies effectively in transition time and
build successful, strong, and enduring organizations and in this way benefit a company‘s customers,
employees, and shareholders.
The main novelties of this study are:


The thesis represents one of the first studies on the relationship between national culture and
leadership styles in Georgia.



Different theoretical approaches to leadership were provided in order to explain the
complexities of ongoing leadership processes in Georgia. This theoretical framework is
extremely important because the concept of leadership differs from the concept of
management and still remains as novelty for the leaders and society of Georgia.



The international well-known model of leadership behavior – Blake and Mouton‘s
Managerial (Leadership) Grid® – was firstly applied to determine the dominant leadership
styles of Georgia.



The extent to which dominant leadership styles in Georgia are influenced by national cultural
dimensions was firstly determined.
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The research findings and recommendations can be a particular help to national as well as
international companies in Georgia.
The results and findings of the thesis may serve as base for further related investigations of
other researchers or organizations.
The main findings and recommendations of the dissertation were published in three different
scientific magazines.
The present Thesis has a volume of 137 printed pages and consists of introduction, 4
chapters, 25 subchapters, conclusion and recommendations. It includes 23 Tables, 18 Figures, 2
Appendixes, and 280 literature references.
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1. Literature Review
The literature regarding the relationship between culture and leadership consists of two
different levels of analysis: 1) the relationship between organizational culture and leadership, and
2) the relationship between national culture and leadership.
A few well conducted empirical or conceptual studies can be found in the literature on the
relationship between organizational culture and leadership. Several writers asserted that leaders
themselves shape organizational cultures (Peters and Waterman, 1982; Nicholls, 1988). Bass (1985)
proposed that transactional leaders generally work within the organizational cultural structure while
transformational leaders transform it. Hennessy (1998) assumed that leadership played a decisive
role in reshaping the organizational culture. Bass and Avolio (1993) supported the active nature of
this relationship and considered leadership process as continuous interaction where the maturity of
organization regulates the direction of influence.
Another branch of studies on the relationship between leadership and organizational culture
was conducted by Schein (1992) who contended that organizational life cycle is a key determinant
of the relationship between leadership and organizational culture. He asserted that in the early part
of the organization life cycle, leaders play a crucial role in shaping the culture of the organization
but over time, as the organization gains more maturity its culture influences the actions and
behaviors of its leaders.
The literature on relationship between leadership and organizational culture was intuitively
attractive, had lack of empirical analysis. Ogbonna and Harris (2000) were among the few
researchers who have conducted studies on this issue. As a result of their study of 1000 business
units in UK firms, they found that leadership styles are connected with organizational culture.
According to their findings the participative leadership style is associated with a competitive
organizational culture.
The second level of analysis refers to the relationship between national culture and
leadership. Taken into consideration that individuals and groups with various cultural origins are
increasingly working together in the business world, scholars and researchers have been enthusiastic
to comprehend the associations of national culture for a various managerial and organizational
issues including leadership. According general agreement among researchers that national culture
refers to cognitive systems and behavioral repertoires that are shaped as a result of individuals‘
common experiences (Hofstede, 1980, 2001; Leung & Bond, 2006). Many authors have asserted
7

that these cognitive systems and behavioral repertoires may influence leadership in different ways
(Chong & Thomas, 1997; House et al., 2004; Javidan & Carl, 2004). Leaders are socialized into and
internalize the cultural values and practices of the culture they grow in. Over time, they adopt
desirable and undesirable modes of behavior. Smith, Peterson, and Schwartz (2002) showed that the
extent that leaders were confident in formal rules and supervisors for guidance is affected by their
cultural background. Geletkanycz (1997) showed that executives‘ devotion to existing pattern is
associated to their cultural background in terms of individualism, uncertainty avoidance, and power
distance. Rahim and Magner (1996) contended that Indian culture of Svadharma-orientation
(following one‘s own duty) is associated to transformational leadership in that country.
Yulk (2006) suggests that generally the way people in a society relate to each other effects
cultural norms. A leader in a high PD culture have tendency to autocratic behaviors not simply
because he has learned it through experience, but because any other type of behavioral style may be
considered ineffective by the boss or those outside the organization (Dorfman, 2004; Yukl, 2006).
Dorfman (2004) and Chemers (1997) reviewed the international management literature and assessed
the generalizability of leadership theories, behaviors, and processes across national cultures. Both
authors presented mixed results. According their findings some behaviors, such as ―supportive
leadership‖ or ―transformational leadership‖ (Bass, 1997) seem to cause similar effects across
cultures, while other behaviors, such as ―directive leadership,‖ give impression of culturally specific
consequences (Dorfman, 2004). Also participative is observed as a more effective leadership style
in societies that have more egalitarian cultures (Carl, Gupta, & Javidan, 2004; Dorfman, Hanges, &
Brodbeck, 2004).
These two streams of research (researches on the relationship between organizational culture
and leadership, and on the relationship between national culture and leadership) were almost
mutually exclusive and had a little theoretical or empirical linkage. More recently, GLOBE
researchers have conducted a series of studies and provided empirical evidence that certain global
leadership dimensions can be predicted by both organizational and national cultural values. The
work of GLOBE is the only accurate empirical attempt to bridge these two research streams.
The GLOBE researchers attempted to prove empirically, that an implicit leadership theory is
true for groups as well as for individuals possess. The researchers‘ main hypothesis was that each
organizational or national culture will be related to a certain set of beliefs regarding leadership. The
researchers wanted to show that national and organizational culture influences what kind of
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leadership is acceptable and effective for people within that culture. GLOBE researchers‘ 11-years
investigation confirmed this fundamental hypothesis.
GLOBE researchers based their study on the foundation of implicit leadership theory (Lord
& Maher, 1991) and culturally indorsed implicit leadership theory (House et al., 2004). These
theories present a theoretical framework linking national culture, organizational culture, and
leadership. We also use implicit leadership theory as base to conduct the study. The present
dissertation presents a hypothesis on the relationship between the national cultural dimensions and
the leadership styles in Georgia.
Before we go into more details regarding GLOBE research in the Chapter Two, let‘s put the
necessary theoretical framework for present dissertation and discuss about the concept of culture,
leadership and its different approaches, different leadership styles, and implicit leadership theory.

1.1 Culture
It is important to clarify the concept of culture to better situate it in the context of leadership
processes. This is not an easy task, however, because there are multiple definitions of this term.
Anthropologists, sociologists, and many have debated the meaning of the word culture. Because it is
an abstract term, it is hard to define, and different people define it in dissimilar ways. As early as
1952, the US anthropologists Kroeber and Kluckhohn had listed 164 definitions of culture.
Culture is defined by Hofstede (1992) as the "Collective mental programming of the people
in an environment" (p.99). It is always a collective phenomenon, but it can be connected to different
collectives. Within each collective there is a variety of individuals. Culture evolves as a form of
advance from instinctive behavior to learn. Patterns of this behavior may be acquired and
transmitted from one individual and generation to another, and finally develop into a system of
things and events. Essentially, three issues combine to make culture an inescapable phenomenon.
First is its universalism: all people have cultures, and this helps define their common humanity;
second is a focus on organization: all cultures show coherence and structure, which include
universal patterns common in all human life. While cultures differ in many ways, there are certain
things that all cultures have. These cultural "universals" include religion/spirituality, values, games,
music, rites of passage, education, leadership, family units, traditions, etc. One way to look at
cultural similarities or universals is to use "patterns of culture." Third is a recognition of human
creativity: each culture is a collective product of human effort, feeling and thought.
9

However, there is a need of term that defines culture accurately in its particular
manifestations for scientific study. "Socio-Culture System" promoted by Steward (1979) classified
three traits that explained the mixed socio-cultural environment. First of all, they are behavior and
personality traits that are developed from the child rearing processes. Secondly, regardless of same
law, same religion, same social institutions that people may have, these institutions do not
necessarily have similar effects upon members of a sub-cultural group. Thirdly, in spite of the same
mass means of communication, subgroups attitude may not necessarily be similar to what they are
told and moreover it may be repatterned according to the general point of view of each sociocultural group.
Scholars summarized characteristics of culture into several categories to study culture.
Harris and Moran‘ (1979) work is the most notable among them. According their work these
categories are as foloows: Communication and Language; Dress and Appearance; Time and Time
Consciousness; Sense of Self and Space; Rewards and Recognition; Relationships; Mental Process
and Learning; and Beliefs and Attitudes.
Harris and Moran (1979) also developed their second approach, which was called as "the
systems approach." In this approach they see culture as a combination of correlated parts which
form a unitary whole. The elements include the kinship system, educational system, association
system, and health and recreational system.
Clyde Kluckhon (1962) proposed universal categories of culture. He asserts that these are
the following universal phenomena with which every society has to cope: integration, association
(with others), subsistence, sexuality, territoriality, temporality, learning, play, defense, and
exploitation (of materials).
Parsons and Shils (1951) suggested the multi-dimensional classification in five "pattern
variables". They argued that these five categories will determine all human actions which are:
Affectivity versus affective neutrality; Self-orientation versus collective orientation; Universalism
versus particularism; Ascription versus achievement; and Specificity versus diffuseness.
We define culture for our research study as the learned beliefs, values, rules, norms,
symbols, and traditions that are common to a group of people. These common characteristics of a
group make them unique. Culture is dynamic and transmitted to others. In short, ‖culture is the way
of life, customs, and script of a group of people‖ (Northouse, 2007, p. 302).
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The terms multicultural and diversity are also connected to culture. Multicultural refers to an
approach or system where more than one culture is taken into consideration. It refers to the multiple
cultures such as African, American, Asian, European, and Middle Eastern. Furthermore
Multicultural can also ascribe the group of subcultures designated by race, gender, ethnicity, and
age. However, diversity refers to the existence of different cultures or ethnicities within a group,
organization or country.
Cultural diversity is an imminent reality of present-day life. Almost every modern society is
culturally diverse or multicultural. That means that its members approve to and live by different
though overlapping systems of ideology.

1.1.1 Ethnocentrism and Prejudice
Ethnocentrism and prejudice are two terms that are closely connected to culture and
leadership. Both of these tendencies can have an impact on how culture influences leadership
processes and vice versa. We assume that these tendencies can play a considerable role in
development of leadership processes and be one of the obstacles to effective leadership in Georgia.
Ethnocentrism refers to the tendency of individuals to put their own group (ethnical, racial,
or cultural) at the center of their perception of others and even the whole world. People have
tendency to give preference to their own beliefs, attitudes, traditions, and values, over and above
those of other groups. Ethnocentrism is the understanding that one‘s own culture is better or more
natural than the culture of others. It may include the failure to recognize the unique perspectives of
others. Ethnocentrism represents a universal tendency, and everyone may be ethnocentric to some
degree.
Ethnocentrism is such an attitude when people from one culture make subjective or critical
assessments of people from another culture (Porter & Samovar, 1997). Ethnocentrism presents the
tendency to think that own cultural values are natural and the ways how they do things are right
(Gudykunst & Kim, 1997). The whole nations, cities, villages, and even very small groups can have
ethnocentric tendencies.
Sometimes ethnocentrism becomes a major obstacle to effective leadership because it slows
down people‘s comprehension or respect to the world of others. For example, it may be difficult for
that person whose culture emphasizes individual achievement to understand another person whose
culture stress collectivity. In the same way, if someone values and respects authority he may find it
11

difficult to understand a person who confronts authority or does not easily yields to authority
figures. Ethnocentrism generates intolerance to other people‘s cultural values, traditions and
practices.
Ethnocentrism cannot be prevented even by an effective leader. While perceiving his own
ethnocentrism, he also needs to understand ethnocentrism of others and tolerate it at least to some
degree. Actually, it is a balancing act for leaders. On one hand, they need to promote and be
confident in their own ways of doing things, but at the same time they need to be sensitive to the
legitimacy of the ways of other cultures. Leaders need to walk a very fine line between trying to
overcome ethnocentrism by acknowledging cultural norms of others and knowing when to remain
grounded in their own cultural values.
Another term closely connected to ethnocentrism is prejudice. Prejudice is a prevalent
approach, thinking, or emotion expressed by an individual about another individual or group that is
based on inaccurate or unproven data. It is founded on evaluation of others when previous decisions
or experiences are taken into consideration. Prejudice embraces fixed generalizations that are
resistant to change or evidence to the contrary (Ponterotto & Pedersen, 1993). Prejudice often is
considered of in the context of racism but it is also related to areas such as ageism and other
independent prejudices. Though prejudice mostly has negative attitude, it can also be positive (e.g.,
evaluation highly another individual or culture without sufficient information).
The same as with ethnocentrism, almost everyone is impacted by prejudice al least to some
degree. From time to time our prejudices make us conservative in our partially fixed attitudes
towards other cultures. Moreover, prejudice can lessen our anxiety because it provides with already
accustomed ways to outline our observations of others. One of the major problems of prejudice
represents its preference of self-orientation over other-orientation. It makes easy to obtain balance
for ourselves at the expense of others. Furthermore, attitudes of prejudice limit people‘s
understanding in the way that it filters and limits their ability to see different aspects and qualities of
other people. Prejudice is often revealed in harsh or insulting comments that people make about
others. Both ethnocentrism and prejudice restrict our ability to understand and appreciate the human
experience of others.
Additionally, along with their own prejudice, leaders also need to deal with the prejudice of
subordinates. These prejudices can also be toward the leader or the leader‘s culture. Moreover, it is
not unusual for the leader to face followers who represent culturally different groups with their own
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prejudices toward each other. A skilled leader needs to settle with followers from various cultural
backgrounds.
1.1.2 Impact of Culture on the Leadership Style
It is impossible fully comprehend ongoing leadership

processes in Georgia without

investigation of cultural influence on them. The role of culture has increased and become relevant in
relation to leadership issues for it relates to norms, values and behaviour patterns. It is evidant that
people of different cultural origins have different work-related values. This is the reason why
effective leadership style is different from culture to culture. Established culture norms and values
create assumptions and expectations for certain leadership styles. The knowledge about the
infleance of culture on leadership style in Georgia is important not only for national but as well as
for international companies that exists in this country.
One of the basic reasons why scholars studied cross-cultural leadership was to determine the
extent to which culture values influenced leadership behaviors and styles. According to some
researchers, certain leadership behaviors appare to be particular to a given culture, while others
assert that there should be certain structures that will enable leaders be effective, dispite of their
cultures.
Robert J. House director of the ongoing Global Leadership and Organizational Behavior
Effectiveness Research Program at the Wharton School has spent the past two decades to study how
different cultures throughout the world define leadership. He and his research team have found that
definitions and concepts of leadership are considerably different in various cultures (House &
Javidan, 2004). Especially, in the modern global business world, when organizations and executives
face a challenge of growing need to understand even slight differences of leadership as it is
exercised in different cultures.
GLOBE researchers have conducted survey by asking middle managers what were the
specific leader characteristics and behaviors that would help or hinder individuals in becoming an
outstanding leader. Researchers paid a special attention to universals and culture-based differences
in perceived effectiveness of leadership attributes.
The GLOBE research project conceived by House and his colleagues recently completed the
second of four phases. Phase II found that there are universally endorsed leader attributes (House &
Javidan, 2004). Furthermore, the study also found that some attributes are universally seen
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impediments to outstanding leadership. However, the most important finding is that some attributes
are culturally-contingent and they may help or hinder leadership. What appears to be strength in one
culture may be found as impediment in another culture. Leader needs to develop specific leadership
attributes, adapted to the unique culture within which he works. For example, Americans favor
leaders who have delegative style, but at the same time they appreciate leaders who are bold,
confident, and risk-taking. Dutch people value egalitarianism and are skeptical about the value of
leadership to the point that terms like leader and manager carry a stigma. Arabs worship their
leaders as long as they are in power. Iranians value power and strength in their leaders. Malaysians
seek modesty and dignity in leaders. For French people De Gaulle and Mitterrand are the examples
of leaders they appreciate. De Gaulle represents an example of a strong charismatic leader but
Mitterrand is an example of a consensus builder, coalition former and effective negotiator.
According GLOBE findings, a general description of an outstanding leader is charismatic
leader who develops a transformational leadership style. This charismatic/transformational
leadership style is considered as the style that will extend and increase the interests of followers,
will make the purpose and mission of the organization accepted among the followers, and will
motivate followers to go beyond their self-interests for the organizational goal achievement. But
different cultural groups may differ from each other in their perceptions of the major characteristics
of charismatic/transformational leadership. In some cultures, leader might need to practice strict,
decisive actions in an effort to be seen as a leader, whereas in other cultures consultation and a
delegative approach may be the preferred approach to exercising effective leadership. Leadership
practices and motivational techniques that are legitimate and established in on culture may not be in
another.
For example, many attributes related to charisma appear as contributing to outstanding
leadership, but the term "charisma" creates ambiguity in several countries. In some countries people
are concerned that society may lose their balance and perspective as a result of an excessive focus
on achievement created by charismatic leaders. Certainly Hitler was also the most famous example
of a charismatic leader.
Not only the visions that leaders may have, but also the ways how they will display them
differs from culture to culture. For example, because of Confucian values impact on Chinese people
they become wary of leaders who talk without engaging in specific action. However, bold assertive
styles of leadership have preference over visionary leadership style in India. Risk-taking leaders are
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often considered as effective leaders, but GLOBE found that this attribute is not universally
evaluataed as contributing to outstanding leadership.
1.2 From Cultural Values to Leadership Theory
In several instances, people use terms ―manager‖ and ―leader‖ in the same context.
Therefore a clear difference should be recognized between leadership and management and more
specifically leaders and managers. Mowson (2001) believes that leaders may not excel at
management and, what is more often the case, managers do not necessarily make great leaders.
Kotter (1990) explains that management is about planning, budgeting, organization, staffing,
controlling, and problem-solving. Management mainly comprises planning, scheduling, budgeting,
organizing, and executing. It ensures that every project task starts and finishes in time and under
allocated resources. In short, management is more task-oriented and objective. On the similar lines,
managers are concerned with achievement of certain organizational objectives. They make the best
use of available resources to accomplish the job efficiently and effectively. Their focus is on short
term goals and their work surrounds the day-to-day goals.
Leadership, as Kotter (1990) argues, is more about establishing directions, aligning people,
and motivating and inspiring others. Leadership is concerned with long-term outcomes, and future
goals of organizations. Leadership is more about people and less about tasks. Leaders often put
many of the same skills and interests to good use but often to better effects because they focus on
areas such as discovering solutions (not problems), managing changing conditions, excelling in
spite of organization structure, and inspiring personnel to achieve their goals.
Leaders achieve objectives through energized and excited subordinates who share their
passion, vision, and direction. Good leaders feel comfortable challenging the status quo and finding
efficient – as well as long-term solution to challenges. Good leaders develop through a never-ending
process of self-analysis, and the utilization of education, training, and experience to improve. The
best leaders are continually working and studying to improve their leadership skills (Gharehbaghi &
McManus, 2003).
Gil, Rico, Alcover, and Barrasa (2005) presented a different perspective. They view that
both leaders and manager employ a mix of management and leadership behaviors appears much
closer to reality so that they must combine the necessary skills to direct day-today affairs effectively
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(a role traditionally associated with management) while at the same time to anticipating and
managing change (leadership main role).
This leads to a simple understanding that managers of contemporary and future organization
can not just rely on their management and technical skills which are usually referred to as hard
skills (Koh & Low, 2008). They will have to be more conversant with soft or leadership skills. To
be successful in the modern business world, managers will have to find a balance between their
management and leadership abilities so that they can not only fulfill the performance criteria but
also can create a harmony within their team so build successful and futuristic organizations. This
debate does not at all aims that managers are not better than leaders or that only leadership qualities
are the ultimate solution to modern business challenges rather that management alone is not the
answer. Managers should tie management with leadership so that so that they can enjoy the benefits
of both world.
A definition of leadership that would be widely accepted by the majority of theorists and
researchers might say that Leadership is the ability of an individual to influence, motivate, and
enable others to contribute toward the effectiveness and success of the organization (House et al.,
1999) The major points of this definition are that leadership is a group activity, is based on social
influence, and revolves around a common task. Although this specification seems relatively simple,
the reality of leadership is very complex. Intrapersonal factors (i.e., thoughts and emotions) interact
with interpersonal processes (i.e., attraction, communication, influence) to have effects on a
dynamic external environment. Each of these aspects brings complexity to the leadership process.
Based on the research literature, we will describe in the following subchapters different
approaches to leadership processes.

1.2.1 Trait Approach
By studying literature on leadership we can learn that throughout the 20th century scholars
one of the first systematic approaches to study leadership was the trait approach. In the early 20th
century, leadership traits were studied to determine what made certain people great leaders.
The theories that were developed based on trait approach were called ―great man‖ theories
because they focused on identifying the innate qualities and characteristics possessed by great
social, political, and military leaders (e.g., Mohandas Gandhi, Abraham Lincoln, and Napoleon).
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Table 1.1

Studies of Leadership Traits and Characteristics

Stogdill
(1948)

Mann
(1959)

Stogdill
(1974)

Intelligence
Alertness
Insight
Responsibility
Initiative
Persistence
Self-confidence
Sociability

Intelligence
Masculinity
Adjustment
Dominance
Extroversion
Conservatism

Achievement
Persistence
Insight
Initiative
Self-confidence
Responsibility
Cooperativeness
Tolerance
Influence
Sociability

Lord, DeVader,
And Alliger
(1986)

Kirkpatrick
And Locke
(1991)

Intelligence
Masculinity
Dominance

Drive
Motivation
Integrity
Confidence
Cognitive ability
Task knowledge

SOURCE: French, Jr. J. R. P., & Raven, B., 1962, p. 259
According to trait approach it was believed that people were born with these traits, and only
the ―great‖ people possessed them. During this time, almost all researches were concentrated on
determining the specific traits that clearly differentiated leaders from followers (Bass, 1990; Jago,
1982).
Later around the mid-20th century, several major studies questioned the basic premise that a
unique set of traits defined leadership. As a result, attention shifted to incorporating the impact of
situations and of followers on leadership. Instead of focusing only on leader‘s traits researchers put
their emphasis on interactions between leaders and their context. More recently, there are signs that
trait research has come full circle, with a renewed interest in focusing directly on the critical traits
of leaders.
The multitude of studies conducted on leader‘s personal characteristics made clear that
many traits contribute to leadership. The traits and characteristics that were identified by researchers
from the trait approach are summarized in Table 1.1. As we can see from this table it is really
difficult to select certain traits as definitive leadership traits; some of the traits appear in several of
the survey studies, whereas others appear in only one or two studies. Though Table 1.1 lacks
precision, it represents a general convergence of research regarding which traits are leadership
traits.
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The benefit of a century research on the trait approach is an extended list of traits that
individuals might hope to possess or wish to cultivate if they want to be perceived by other as
leaders.
Table 1.2

Major Leadership Traits


Intelligence



Self-confidence



Determination



Integrity



Sociability

SOURCE: Northouse, P. G., 2007, p.19
Intelligence, self-confidence, determination, integrity, and sociability are some of the
important traits that were most frequently identified in many of these studies (Table 1.2).
Over the last 25 years a consensus has emerged among researchers regarding the basic
factors that make up personality of leader (Goldberg, 1990; McCrae & Costa, 1987). These factors
are commonly called the Big Five, are neuroticism, extraversion (surgency), openness (intellect),
agreeableness, and conscientiousness (dependability) (Table 1.3).
Another recent line of research has focused on emotional intelligence and its relationship to
leadership. As the two words suggest, emotional intelligence has to do with our emotions (affective
domain) and thinking (cognitive domain) and the interplay between the two. Whereas intelligence is
concerned with our ability to learn information and apply it to life tasks, emotional intelligence is
concerned with our ability to understand emotions and apply this understanding to life‘s tasks.
Specifically, emotional intelligence can be defined as the ability to perceive and express emotions,
to use emotions to facilitate thinking, to understand and reason with emotions, and to effectively
manage emotions within oneself and in relationships with others (Mayer, Salovey, &Caruso, 2000).
On a practical level, the trait approach is concerned with which traits leaders exhibit and
who has these traits. Organizations use personality assessment instruments to identify how
individuals will fit within their organizations. The trait approach is also used for personal awareness
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and development because it allows managers to analyze their strengths and weaknesses and gain a
clearer understanding of how they should try to change to enhance leadership.

Table 1.3

Big Five Personality Factors

Neuroticism

The tendency to be often depressed and emotionally instable

Extraversion

The tendency to be seek company of others and to have emotions

Openness

The tendency to be creative, insightful, and open to unusual ideas

Agreeableness

The tendency to be compassionate, cooperative, and trusting

Conscientiousness The tendency to be self-disciplined, decisive, and aim for achievements
SOURCE: Northouse, P. G., 2007, p.21
There are several advantages to viewing leadership from the trait approach. First, it is
intuitively appealing because it fits clearly into the popular idea that leaders are special people who
are out front, leading the way in society. Second, a great deal of research validates the basis of this
perspective. Third, by focusing exclusively on the leader, the trait approach provides an in-depth
understanding of the leader component in the leadership process. Last, it has provided some
benchmarks against which individuals can evaluate their own personal leadership attributes.
We can conclude that though trait approach has focused on the traits of leaders, it has failed
to take into account the impact of situations. Moreover regardless the advantages of this approach, it
could not offer even a definitive list of leadership traits. In addition, the approach has resulted in
subjective lists of the most important leadership traits, which are not necessarily grounded in strong,
reliable research. Furthermore, the trait approach has not adequately linked the traits of leaders with
other outcomes such as group and team performance. Last, this approach is not particularly useful
for training and development for leadership because individuals‘ personal attributes are largely
stable and fixed, and therefore their traits are not amenable to change.
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1.2.2 Skills Approach
The other approach to leadership that we can observe in former researches is the skill
approach. This approach is a leader-centered perspective and emphasizes the competencies of
leaders. The work of Katz (1955) represented it on the three-skill approach. Recently Mumford and
his colleagues (Mumford, Zaccaro, Harding, Jacobs, & Fleishman, 2000) initiated the development
of a comprehensive skills model of leadership.
In the three-skill approach, effective leadership depends on three basic personal skills:
technical, human, and conceptual.
Technical skill is knowledge about and proficiency in a specific type work or activity. It
includes competencies in a specialized area, analytical ability, and the ability to use appropriate
tools and techniques (Katz, 1955). For example, in a computer software company, technical skill
might include knowing software language and programming, the company‘s software products, and
how to make these products function for clients.
Human skill is knowledge about and ability to work with people. It is quite different from
technical skill, which has to do with working with things (Katz, 1995). Human skills are ―people
skills.‖ They are the abilities that help a leader to work effectively with subordinates, peers, and
superiors to accomplish the organization‘s goals. Human skills allow a leader to assist group
members in working cooperatively as a group to achieve common goals. Human skills are important
in all three levels of management.
Conceptual skills are abilities to work with ideas and concepts. Whereas technical skills deal
with things and human skills deal with people, conceptual skills involve the ability to work with
ideas. A leader with conceptual skills works easily with abstractions and hypothetical notions.
Conceptual skills are central to creating a vision and strategic plan for an organization. This skill is
most important at the top management levels.
Although all three skills are important for leaders, the importance of each skill varies
between management levels. At lower management levels, technical and human skills are most
important. For middle managers, the three different skills are equally important. At upper
management levels, conceptual and human skills are most important, and technical skills become
less important. Leaders are more effective when their skills match their management level.
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Figure 1.1

Management Skills Necessary at Various Levels of an Organization
SKILLS NEEDED

TOP
Management

HUMAN

CONCEPTUAL

CONCEPTUAL

TECHNICAL

MIDDLE
Management

TECHNICAL

HUMAN

SUPERVISORY
Management

TECHNICAL

HUMAN
CONCEPTUAL

SOURCE: Katz, R. L., 1955, p. 35
Katz‘s work in the mid-1950s set the stage for conceptualizing leadership in terms of skills,
but it was not until the mid-1990s that an empirically based skills approach received recognition in
leadership research. In the 1990s, the skills model was developed to explain the capabilities
(knowledge and skills) that make effective leadership possible. A group of researchers, with
funding from the U.S. Army and Department of Defense, set out to test and develop a
comprehensive theory of leadership based on problem-solving skills in organizations.

The

researchers‘ main goal was to explain the underlying elements of effective performance.
Researchers wanted to identify the leadership factors that create exemplary job performance in an
actual organization. Based on the extensive findings from the project, Mumford and colleagues
formulated a skill-based model of leadership (Mumford et al., 2000). The model is characterized as
a capability model because it examines the relationship between a leader‘s knowledge and skills and
leader‘s performance.
Far more complex than Katz‘s paradigm, this model delineated five components of effective
leader performance: competencies, individual attributes, leadership outcomes, career experiences,
and environmental influences. The leader competencies at the heart of the model are problemsolving skills, social judgment skills, and knowledge. These competencies are directly affected by
the leader‘s individual attributes, which include the leader‘s general cognitive ability, crystallized
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cognitive ability, motivation, and personality. The leader‘s competencies are also affected by his or
her career experiences and the environment. The model postulates that effective problem solving
and performance can be explained by the leader‘s basic competencies and that these competencies
are in turn affected by the leader‘s attributes, experience, and the environment.
Figure 1.2

Skills Model of Leadership

INDIVIDUAL
ATTRIBUTES

COMPETENCIES

General Cognitive Ability
Crystallized Cognitive
Ability

Problem-Solving
Skills
Social Judgment Skills

Motivation

LEADERSHIP
OUTCOMES

Effective Problem Solving
Performance

knowledge

Personality

CareerExperiences
Environmental Influences

SOURCE: Mumford et al., 2000, p.23.
As can be observed in the middle box in Figure 1.2, Competencies: problem-solving skills,
social judgment skills, and knowledge are at the heart of the skills model. These three components
are the key factors that account for effective performance.
According to Mumford et al. (2000) problem-solving skills are a leader‘s creative ability to
solve new and unusual, ill-defined organizational problems. The skills include being able to define
significant problems, gather problem information, formulate new understandings about the problem,
and generate prototype plans for problem solutions.
In addition to problem-solving skills, effective leadership performance also requires social
judgment skills (see Figure 1.2). In general, social judgment skills are the capacity to understand
people and social systems (Zaccaro, Mumford, Connelly, Marks, & Gilbert, 2000). They enable
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leaders to work with others to solve problems and to marshal support to implement change within
an organization.
The third aspect of competencies is knowledge. Knowledge is inextricably related to the
application and implementation of problem-solving skills in organizations. It directly influences a
leader‘s capacity to define complex organizational problems and to attempt to solve them.
Knowledge is the accumulation of information and the mental structures used to organize that
information.
Returning to Figure 1.2, the box on the left identifies four individual attributes that have an
impact on leadership skills and knowledge: general cognitive ability, crystallized cognitive ability,
motivation, and personality.
Theses attributes play an important role in the skills model. Complex problem solving is a
very difficult process and becomes more difficult as people move up in the organization. The
following attributes support people as they apply their leadership competencies.
General cognitive ability can be thought of as a person‘s intelligence. It includes perceptual
processing, information processing, general reasoning skills, creative and divergent thinking
capacities, and memory skills. General cognitive ability is linked to biology, not to experience.
Crystallized cognitive ability is intellectual ability that is learned or acquired over time. It is
the store of knowledge we get through experience. We learn more and increase our capacities over a
lifetime, increasing our leadership potential.
Motivation is listed as the third attribute in the model. Although the model does not purport
to explain the many ways in which motivation may affect leadership, it does suggest three aspects
of motivation that are essential to developing leadership skills (Zaccaro et al., 2000). First, leaders
must be willing and motivated to tackle complex organizational problems. Second, leaders must be
willing to express dominance – to exert their influence. In influencing others, the leader must take
on the responsibility of dominance because the influence component of leadership is inextricably
bound to dominance. Third, leaders must be committed to the social good of the organization.
Taken together, these three aspects of motivation (willingness, dominance, and social good) prepare
people to become leaders.
Personality is the fourth individual attribute in the skills model. Placed where it is in the
model, this attribute reminds us that our responsibility has an impact on the development of our
leadership skills.
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In the box on the right in Figure 1.2, effective problem solving and performance are the
outcomes of leadership. These outcomes are strongly influenced by the leader‘s competencies.
When leaders exhibit these competencies, they increase their chances of problem solving and
overall performance.
As we already mentioned above, the skills model is a capability model, designed to explain
why some leaders are good problem solvers and others are not. Problem solving is the keystone in
the skills approach. I the model, problem solving skills, as competencies, lead to effective problem
solving as a leadership outcome. The criteria for good problem solving are determined by the
originality and the quality of expressed solutions to problems. Good problem solving involves
creating solutions that are logical, effective, and unique and that go beyond given information
(Zaccaro et al., 2000).
In the model, performance outcomes reflect how well the leader has done her or his job. To
measure performance, standard external criteria are used. If the leader has done well and been
successful, the leader‘s evaluations will be positive. Leaders who are effective receive good annual
performance reviews, get merit raises, and are recognized by superiors and subordinates as
competent leaders.
Taken together, effective problem solving and performance are the two ways to assess
leadership effectiveness using the skills model.
Career experiences have an impact on the characteristics and competencies of leaders. The
skills model suggests that the experiences acquired in the course of leaders‘ careers influence their
knowledge and skills to solve complex problems. So the skills and knowledge of leaders are shaped
by their career experiences as they address increasingly complex problems in the organization.
The final component of the skills model is environmental influences, which is illustrated at
the bottom of Figure 1.2. Environmental influences represent factors that lie outside the leader‘s
competencies, characteristics, and experiences. For example, an aging factory or one lacking in high
speed technology could have a major impact on the nature of problem solving activities. Another
example might be skill levels of subordinates. If a leader‘s subordinates are highly competent, they
will definitely improve the group‘s problem solving and performance. Similarly, if a task is
particularly complex or a group‘s communication is poor, the leader‘s performance will be effected.
In summary, the skills model frames leadership by describing five components of leader
performance. At the heart of the model are three competencies: problem-solving skills, social
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judgment skills, and knowledge. These three competencies are the central determinants of effective
problem solving and performance, although individual attributes, career experiences, and
environmental influences all have an impact on leadership competencies. Through job experience
and training, leaders can become better problem solvers and more effective leaders.
These are several strengths in conceptualizing leadership from a skills perspective. First, it is
a leader-centered model that stresses the importance of leader‘s abilities, and it places learned skills
at the center of effective leadership performance. Second, the skills approach describes leadership
In such a way that it makes it available to everyone. Skills are competencies that we all can learn to
develop and improve. Third, the skills approach provides a sophisticated map that explains how
effective leadership performance can be achieved. Based on the model, researchers can develop
complex plans for studying the leadership process. Last, this approach provides a structure for
leadership education and development programs that include creative program solving, conflict
resolution, listening, and teamwork.
In addition to the positive features, there are also some negative aspects to the skills
approach. First, the breadth of the model seems to extend beyond the boundaries of leadership,
including, for example, conflict management, critical thinking, motivation theory, and personality
theory. Second, the skills model is weak in predictive value. It does not explain how a person‘s
competencies lead to effective leadership performance.
Third, the skills model claims not to be a trait approach, but individual traits such as
cognitive abilities, motivation, and personality play a large role in the model. Finally, the skills
model is weak in general application because it was constructed using only data from military
personnel. Until the model has been tested with other populations, such as small and large
organizations and business, its basic tenets must be questioned.

1.2.3 Situational Approach
Situational leadership is a prescriptive approach to leadership that suggests how leaders can
become effective in many different types of organizational settings involving a wide variety of
organizational tasks. We agree shift from trait and skill approach on situational approach was an
important step because throughout years it was obvious that some famous leaders succeed in a
particular organizational setting while others failed in spite of their personal characteristics and
skills.
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This approach provides a model that suggests to leaders how they should behave based on
the demands of a particular situation. The situational approach is illustrated in the model developed
by Blanchard (1985) and Blanchard, Zigarmi, P. and Zigarmi, D. (1985), called the Situational
Leadership II (SLII) model (Figure 1.3). The model is an extension and refinement of the original
situational leadership model developed by Hersey and Blanchard (1969a).
Situational leadership classifies leadership into four styles: S1 is high directive –low
supportive, S2 is high directive-high-supportive, S3 is low directive-high supportive, and S4 is low
directive-low supportive. The situational leadership (SLII) model describes how each of the four
leadership styles applies to subordinates who work at different levels of development, from D1 (low
in competence and high in commitment), to D2 (moderately competent and low in commitment), to
D3 (moderately competent but lacking commitment), to D4 (great deal of competence and high
degree of commitment).
Effective leadership occurs when the leader can accurately diagnose the development level
of subordinates in a task situation and then exhibit the prescribed leadership style that matches that
situation.
Leadership is measured in this approach through the use of questionnaires that ask
respondents to assess a series of work-related situations. The questionnaires provide information
about the leader‘s diagnostic ability, flexibility, and effectiveness. They are useful in helping
leaders to learn about how they can change their leadership style to become more effective across
different situations.
There are four major strengths to the situational approach. First, it is recognized by many as
a standard for training leaders. Second, it is practical approach that is easily understood and easily
applied. Third, this approach sets forth a clear set of prescriptions for how leaders should act if they
want to enhance their leadership effectiveness. Fourth, situational leadership recognizes and stresses
that there is not one best style of leadership; instead, leaders need to be flexible and adapt their style
to the requirements of the situation.
Criticisms of situational leadership suggest that it also has limitations. Unlike many other
leadership theories, this approach does not have a strong body of research findings to justify and
support the theoretical underpinnings on which it stands. As a result, there is ambiguity regarding
how the approach conceptualizes certain aspects of leadership. It is not clear in explaining how
subordinates move from low development levels to high development levels, nor is it clear on how
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Figure 1.3

Situational leadership II
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SOURCE: http://sourcesofinsight.com/2007/12/25/situational-leadership-ii
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commitment changes over time for subordinates. Without the basic research findings, the validity of
the basic prescriptions for matching leader styles to subordinates‘ development levels must be
questioned. Also the model does not address how demographic characteristics affect employees‘
preferences for leadership. Finally, the model does not provide guidelines for how leaders can use
this approach in group settings, as opposed to one-to-one context.

1.2.4 Contingency Theory
Contingency theory represents a shift in leadership research from focusing on only the
leader to looking at the leader in conjunction with the situation in which the leader works. It is a
leader-match theory that emphasizes the importance of matching a leader‘s style with the demands
of a situation. We think that the main value of contingency theory is its first attempt to explain how
situations effect on leadership style and setting and allowing possible limitations of leader‘s
effectiveness in a certain situations.
Figure 1.4

Contingency Model
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SOURCE: Fiedler, F. E., 1967, p. 28
Fiedler developed contingency theory by studying the styles of many different leaders who
worked in different context, primary military organizations. Within the framework of contingency
theory, leadership styles are described as task motivated or relationship motivated. Task-motivated
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leaders are concerned primarily with reaching a goal, whereas relationship-motivated leaders are
concerned with developing close interpersonal relationships.
To measure leadership style, a personality-like measure called the Least Preferred Coworker
(LPC) scale is used. It delineates people who are highly task motivated (low LPCs), those who are
socio-independent (middle LPCs), and those who are relationship motivated (high LPCs) (Figure
1.4).
To measure situations, three variables are assessed: leader-member relations, task structure,
and position power. Leader-member relations consist of the group atmosphere and the degree of
confidence, loyalty, and attraction that followers feel for their leader. The second situational
variable, task structure, is the degree to which the requirements of a task are clear and spelled out.
Position power, the third characteristic of situations, is the amount of authority a leader has to
reward or to punish followers. It includes the legitimate power individuals acquire as a result of the
position they hold in an organization. Taken together, these variables point to the style of leadership
that has the best chance of being successful. In general, contingency theory suggests that low LPCs
are effective in extremes and that high LPCs are effective in moderately favorable situations.
The strengths of contingency theory include that it is backed by a large amount of research, it is the
first leadership theory to emphasize the impact of situations on leaders, it is predictive of leadership
effectiveness, it allows leaders not to be effective in all situations, and it can provide useful
leadership profile data.
On the negative side, contingency theory can be criticized because it has not adequately
explained the link between styles and situations, and it relies heavily on the LPC scale, which has
been questioned for its face validity and workability. Contingency theory is not easily used in
ongoing organizations. Finally, it does not fully explain how organizations can use the results of this
theory in situational engineering. Regardless of these criticisms, contingency theory has made a
substantial contribution to our understanding of the leadership process.

1.2.5 Path-goal Theory
The approach that can be observed in literature on leadership is path-goal theory. This
theory was developed to explain how leaders motivate subordinates to be productive and satisfied
with their work. It is a contingency approach to leadership because effectiveness depends on the fit
between the leader‘s behavior and the characteristics of subordinates and the task.
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In contrast to the situational approach, which suggests that a leader must adapt to the
development level of subordinates, and unlike contingency theory, which emphasizes the match
between the leader‘s style and specific situational variables, path-goal theory emphasizes the
relationship between the leader‘s style and the characteristics of the subordinates and the work
setting.
We contend that the path-goal theory was certainly the first attempt to create an expanded
combined framework of previous works of situational and contingent theories. Furthermore, this
theory places emphasis on motivational factors from subordinate perspective. Finally, leader‘s role
is clearly defined in contrast to former approaches.
Figure 1.5
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SOURCE: Northouse, P. G., 2007, p.128
The basic principle of path-goal theory are derived from expectancy theory, which suggests
that employees will be motivated if they feel competent, if they think their efforts will be rewarded,
and if they find the payoff for their work valuable. A leader can help subordinates by selecting a
style of leadership (directive, supportive, participative, or achievement oriented) that provides what
is missing for subordinates a particular word setting. In simple terms, it is the leader‘s responsibility
to help subordinates to reach their goals by directing, guiding, and coaching them along the way.
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According to House and Mitchell (1974), leadership generates motivation when it increases the
number and kinds of payoffs that subordinates receive from their work. Leadership also motivates
when it makes the path to the goal clear and easy to travel through coaching and direction, when it
removes obstacles and roadblocks to attaining the goal, and when it makes the work itself more
personally satisfying (Figure 1.5).
Figure 1.6

Major Components of Path-Goal Theory
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SOURCE: Northouse, P. G., 2007, p. 129
Path-goal theory offers a large set of predictions for how a leader‘s style interacts with
subordinates‘ needs and the nature of the task. Among other things, it predicts that directive
leadership is effective with ambiguous tasks, that supportive leadership is effective for repetitive
tasks, that participative leadership is effective when tasks are unclear and subordinates are
autonomous, and that achievement-oriented leadership is effective for challenging tasks.
Figure 1.6 illustrates the different components of path-goal theory; including leader
behaviors, subordinate characteristics, task characteristics, and motivation. Path-goal theory
suggests that each type of leader behavior has a different kind of impact on subordinates‘
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motivation. Whether a particular leader behavior is motivating to subordinates is contingent on the
subordinates‘ characteristics and the characteristics of the task.
Path-goal theory is an approach to leadership that is theoretically complex but also
pragmatic. In theory, it provides a set of assumptions about how various leadership styles interact
with characteristics of subordinates and the work setting to affect the motivation of subordinates. In
practice, the theory provides direction about how leaders can help subordinates to accomplish their
work in a satisfactory manner. According to this theory four leadership styles – directive,
supportive, participative, and achievement-oriented – are adaptable to different situations and not
mutually exclusive, so leaders can use them for different needs.
The four styles:


Achievement-oriented leadership provides challenges. The leader sets challenging tasks for
employees, shows confidence in their ability to succeed and expects high performance from
them.



Directive leadership provides guidance and psychological structure. The leader makes
employees aware what is expected of them and explains them how to accomplish their tasks.



Participative leadership provides involvement. The leader gets employees involved in
decision-making process and asks for their suggestions before making a decision.



Supportive leadership provides nurturance. The leader is friendly and makes employees feel
his/her concern of their well being.

When leader is aware of employees needs, then he/she can adapt to different styles contingent
upon situations:


Achievement oriented leadership works best when the staff suffers from boredom and
needs challenging tasks.



Directive leadership helps employees to manage with otherwise ambiguous, unclear,
complex tasks.



Participative leadership is effective when employees are making poor decisions and need
control and more clarity to cope with tasks.



Supportive leadership which provides nurturance is useful with employees who have a need
of affiliation and human touch, otherwise lacking confidence.
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When leader works with a group that has lost motivation or whose goals become ambiguous as
a result of environmental changes, path goal leadership is the best way to get employees back on
agreeable terms.
Path-goal theory has three major strengths. First, it provides a theoretical framework that is
useful for understanding how directive, supportive, participative, and achievement-oriented styles of
leadership affect the productivity and satisfaction of subordinates. Second, path-goal theory is
unique in that it integrates the motivation principles of expectancy theory into a theory of
leadership. Third, it provides a practical model that underscores the important ways in which
leaders help subordinates.
On the negative side, four criticisms can be leveled at path-goal theory. First, the scope of
path-goal theory encompasses so many interrelated sets of assumptions that it is hard to use this
theory in a given organizational setting. Second, research findings to date do not support a full and
consistent picture of the claims of the theory. Furthermore, path-goal theory does not show in a
clear way how leader behaviors directly affect subordinate motivational levels. Last, path-goal
theory is very leader oriented and fails to recognize the transactional nature of leadership. It does
not promote subordinate involvement in the leadership process.
The principles of path-goal theory can be used by leaders at all levels in the organizations
and for all types of tasks. To apply path-goal theory, a leader must carefully assess his or her
subordinates and their tasks and then choice an appropriate leadership style to match those
characteristics. If subordinates are feeling insecure about doing a task, the leader needs to adopt a
style that builds subordinate confidence. For example, in a university setting where a junior faculty
member feels apprehensive about his or her teaching and research, a department chair should give
supportive leadership. By giving care and support, the chair helps the junior faculty member gain a
sense of confidence about his or her ability to perform the work (Bess & Goldman, 2001). If
subordinates are uncertain whether their efforts will result in reaching their goals, the leader needs
to prove to them that their efforts will be rewarded. As discussed earlier in the chapter, path-goal
theory is useful because it continually reminds leaders that their central purpose is to help
subordinates define their goal and then to help subordinates reach their goals in the most efficient
manner.
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1.2.6 Leader-Member Exchange Theory
Most of the leadership theories discussed so far have emphasized leadership from the point
of view of the leader (e.g., trait approach, skills approach) or the follower and the context (e.g.,
situational leadership, contingency theory, and path-goal theory). However, composing an effective
team is an important step for leader in an effort to achieve the organizational task. The successful
leader creates a team of those individuals who get deeply involved in processes and strive to see
organization successful and profitable (Dzvania & Kiknadze, 2008).
Figure 1.7
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SOURCE: Graen G. B. & Uhl-Bien M., 1995, p. 219
Since it first appeared more than 30 years ago, under the title ―vertical dyad linkage theory,‖
LMX theory has been and continues to be a much-studied approach to leadership.
Leader-member exchange (LMX) theory takes still another approach and conceptualizes
leadership as a process that is centered on the interactions between leaders and followers. A dyadic
relationship is a relationship between two people. The LMX Theory is attempts to understand the
quality of each dyadic relationship and its effects on organizational outcomes over time. As
Figure1.7 illustrates, LMX theory makes the dyadic relationship between leaders and followers the
focal point of the leadership process.
In the first studies of exchange theory, which was then called vertical dyad linkage (VDL)
theory, researchers focused on the nature of vertical linkages leaders formed with each of their
followers (Figure 1.8). The leader (L) forms an individualized working relationship with each of
his or her subordinates (S). The exchange (both content and process) between the leader and
34

Figure 1.8
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subordinate define their dyadic relationship. A leader‘s relationship to the work unit as a whole was
viewed as a series of vertical dyads. Each of these relationships is special and has its own unique
characteristics. In assessing the characteristics of these vertical dyads, researchers found two
general types of linkages (or relationships): those that were based on expanded and negotiated role
responsibilities (extra-roles), which were called the in-group, and those that were based on the

Figure 1.9

In-Groups and Out-Groups

IN-GROUP

L

+3

L

+3

SA

OUT-GROUP

+3

L

+3

SB

+3

L

+3

0

SC

L

0

SX

SOURCE: http:/www.tarleton.edu/~fry/509ppts/08_PowerPoint.ppt

35

0

L

0

SY

0

SZ

0

formal employment contract (defined roles), which were called the out-group (Figure 1.9).
According to this figure a leader (L) and his or her subordinates (S) form unique relationships.
Relationships within the in-group are marked by mutual trust, respect, liking, and reciprocal
influence. Relationships within the out-group are marked by formal communication based on job
descriptions. Plus 3 is a high-quality relationship, and zero is a stranger.
Subordinates who are interested in negotiating with the leader what they are willing to do for
the group can become a part of the in-group. These negotiations involve exchanges in which
subordinates do certain activities that go beyond their formal job descriptions, and the leader, in
turn, does more for these subordinates. If subordinates are not interested in taking on new and
different job responsibilities, they become a part of the out-group.
After the first set of studies, there was a shift in the focus of LMX theory. Whereas the
initial studies of this theory addressed primarily the nature of the differences between in-groups and
out-groups, a subsequent line of research addressed how LMX theory was related to organizational
effectiveness. Specifically, these studies focused on how the quality of leader-member exchanges
was related to positive outcomes for leaders, follower, groups, and the organization in general.
Table 1.4

Phases in Leadership Making
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Phase
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ACQUAINTANCE

PARTNER

Roles

Scripted

Tested

Negotiated

Influences

One way

Mixed

Reciprocal

Exchanges

Low quality

Medium quality

High quality

Interests

Self

Self and other

Group

Time

SOURCE: Graen G. B. & Uhl-Bien M., 1995, p. 231.
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Researchers found that high-quality leader-member exchanges produced less employee
turnover, more positive performance evaluations, higher frequency of promotions, greater
organizational commitment, more desirable work assignments, better job attitudes, more attention
and support from the leader, greater participation, and faster career progress.
The findings from the later studies were the impetus for the most current theory, which
focuses on how exchanges between leaders and subordinates can be used for leadership making
(Graen & Uhl-Bien, 1991). The most recent emphasis in LMX research has been on leadership
making, which emphasizes that leaders should try to develop high-quality exchanges with all of
their subordinates. Leadership making develops over time and includes a stranger phase,
acquaintance phase, and partner phase (Table 1.4). By taking on and fulfilling new role
responsibilities, followers move through these three phases to develop mature partnerships with
their leaders. These partnerships, which are marked by a high degree of mutual trust, respect, and
obligations, have positive payoffs for the individuals themselves, and they also help the
organization run more effectively.
There are several positive features to LMX theory. First, LMX theory is a strong descriptive
approach that explains how leaders use some subordinates (in-group members) more than others
(out-group members) to accomplish organizational goals effectively. Second, LMX theory is unique
in that, unlike other approaches, it makes the leader-member relationship the focal point of the
leadership process. Related to this focus, LMX theory is noteworthy because it directs our attention
to the importance of effective communication in leader-member relationships. In addition, it
reminds us to be evenhanded in how we relate to our subordinates. Last, LMX theory is supported
by a multitude of studies that link high-quality leader-member exchanges to positive organizational
outcomes.
There are also negative features in LMX theory. First, LMX theory runs counter to our
principles of fairness and justice in the workplace by suggesting that some members of the work
unit receive special attention and others do not. The perceived inequalities created by the use of ingroups can have a devastating impact on feelings, attitudes, and behavior of out-group members.
Second, LMX theory emphasizes the importance of leader-member exchanges but fails to explain
the intricacies of how one goes about creating high-quality exchanges. Although the model
promotes building trust, respect, and commitment in relationships, it does not fully explicate how
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this takes place. Finally, there are questions about whether the measurement procedures used in
LMX research are adequate to fully capture the complexities of the leader-member exchange
process.

1.2.7 Transformational Leadership
Just recently employees were considered as one among many resources to accomplish the
organizational task. However, today the role of human resources has drastically increased and is
thought as core competences in many profitable organizations (Toliashvili, Chckaidze & Burjaliani,
2009). The real leader is able to inspire employees and ensure them that organizational success is
the way for their dreams and hopes to be fulfilled.
One of the current approaches to leadership that has been focus of much research since the
early 1980s is the transformational approach. Transformational leadership is part of the ―New
Leadership‖ paradigm (Bryman, 1992), which gives more attention to the charismatic and affective
elements of leadership. Transformational leadership fits the needs of today‘s work groups, who
want to be inspired and empowered to succeed in times of uncertainty. Many scholars are studying
transformational leadership, and it occupies a central place in leadership research.
As its name implies, transformational leadership is a process that changes and transforms
people. It is concerned with emotions, values, ethics, standards, and long-term goals and includes
assessing followers‘ motives, satisfying their needs, and treating them as full human beings.
Transformational leadership involves an exceptional form of influence that moves followers to
accomplish more than what is usually expected of them. It is a process that often incorporates
charismatic and visionary leadership.
Transformational leadership emerged from and is rooted in the writings of Burns (1978) and
Bass (1985). The works of Bennis and Nanus (1985) and Kouzes and Posner (1987) are also
representative of transformational leadership.
Political sociologist James MacGregor Burns distinguished between two types of leadership:
transactional and transformational. Transactional leadership refers to the bulk of leadership
models, which focus on the exchanges that occur between leaders and their followers. Politicians
who win votes by promising no new taxes are demonstrating transactional leadership. The exchange
dimension of transactional leadership is very common and can be observed at many levels
throughout all types of organizations.
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Table 1.5 Personality Characteristics, Behaviors, and Effects on Followers of Charismatic
Leadership

Personality
Characteristics

Behaviors

Effects on Followers

Dominant

Sets strong role model

Trust in leader‘s ideology

Desire to influence

Shows competence

Belief similarity between
leader and follower

Confident

Articulates goals

Unquestioning acceptance

Strong values

Communicates high

Affection toward leader

expectations
Obedience
Expresses confidence
Identification with leader
Arouses motives
Emotional involvement
Heightened goals
Increased confidence

SOURCE: http://union.okstate.edu/leadership/documents/lmxandtransformationaltheories.ppt
In contrast to transactional leadership, transformational leadership is the process whereby a
person engages with others and creates a connection that raises the level of motivation and morality
in both the leader and the follower. This type of leader is attentive to the needs and motives of
followers and tries to help followers reach their fullest potential. Burns points to Mohandas Gandhi
as a classical example of transformational leadership. Gandhi raised the hopes and demands of
millions of his people and in the process was changed himself.
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House (1976) published a theory of charismatic leadership. It was described in ways that
make it similar to, if not synonymous with, transformational leadership. In his theory of charismatic
leadership, House suggested that charismatic leaders act in unique ways that have specific
charismatic effects on their followers (Table 1.5). For House, the personal characteristics of a
charismatic leader include being dominant, having strong desire o influence others, being selfconfident, and having a strong sense of one‘s own moral values.
Figure 1.10
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SOURCE: Northouse, 2007, p. 180
In addition to displaying certain personality characteristics, charismatic leaders also
demonstrate specific types of behaviors. First, they are strong role models for the beliefs and values
they want their followers to adopt. For example, Gandi advocated nonviolence and was an
exemplary role model of civil disobedience. Second, charismatic leaders appear competent to
followers. Third, they articulate ideological goals that have moral overtones. Martin Luther King
Jr.‘s famous ―I Have a Dream‖ speech is an example of this type of charismatic behavior. Fourth,
charismatic leaders communicate high expectations for followers, and they exhibit confidence in
followers‘ abilities to meet these expectations. The impact of this behavior is to increase folowers‘
sense of competence and self-efficacy (Avolio & Gibbons, 1998), which in turn improves their
performance. Fifth, charismatic leaders arouse task-relevant motives in followers that may include
affiliation, power, or esteem. For example, John F. Kennedy appealed to the human values of the
American people when he stated, ―Ask not what your country can do for you; ask what you can do
for your country.‖ According to House‘s charismatic theory, several effects are the direct results of
charismatic leadership. They include follower trust in the leader‘s ideology, similarity between the
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followers‘ beliefs and the leader‘s beliefs, unquestioning acceptance of the leader, expression of
warmth toward the leader, follower obedience, identification with the leader, emotional
involvement in the leader‘s goals, heightened goals for followers, and follower confidence in goal
achievements.
Table 1.6

Leadership Factors

TRANSFORMATIONAL
LEADERSHIP

TRANSACTIONAL
LEADERSHIP

LAISSEZ-FAIRE
LEADERSHIP

Factor 1
Idealized Influence
Charisma

Factor 5
Contingent Reward
Constructive Transactions

Factor 7
Laissez-Faire
Nontransactional

Factor 2
Inspirational
Motivation

Factor 6
Management-by-Exception
Active and Passive
Corrective Transaction

Factor 3
Intellectual
Stimulation
Factor 4
Individualized
Consideration

SOURCE: Northouse, P. G., 2007, p.181
In the mid-1980s, Bass (1985) provided a more expanded and refined version of
transformational leadership that was based on, but not fully consisted with, the prior works of Burns
(1978) and House (1976). In his approach, Bass extended Burn‘s work by giving more attention to
followers‘ rather than leaders‘ needs, by suggesting that transformational leadership could apply to
situations in which outcomes were not positive, and by describing transactional and
transformational leadership as a single continuum (Figure 1.10) rather than mutually independent
continua (Yammarino, 1993). Bass extended House‘s work by giving more attention to the

41

emotional elements and origins of charisma and by suggesting that charisma is a necessary but not
sufficient condition for transformational leadership.
Bass (1985) argued that transformational leadership motivates followers to do more than the
expected by raising followers‘ levels of consciousness about the importance and value of specified
and idealized goals, getting followers to transcend their own self-interest for the sake of the team or
organization, and moving followers to address higher level needs.
The model of transformational and transactional leadership incorporates seven different
factors that can be divided into three parts: transformational factors (4), transactional factors (2),
and the nonleadership, nontransactional factor (1) (Table 1.6).
Idealized influence describes leaders who act as strong role models for followers. Followers
identify with these leaders and want very much to emulate them. These leaders usually have very
high standards of moral and ethical conduct and can be counted on to do the right thing. They are
deeply respected by followers, who usually place a great deal of trust in them. They provide
followers with a vision and a sense of mission. In essence, the charisma factor describes people who
are special and who make others want to follow the vision they put forward.
Inspirational motivation is descriptive of leaders who communicate high expectations to
followers, inspiring them through motivation to become committed to and a part of the shared
vision in the organization. In practice, leaders use symbols and emotional appeals to focus group
members‘ efforts to achieve more than they would in their own self-interest. Team spirit is
enhanced by this type of leadership.
Intellectual stimulation includes leadership that stimulates followers to be creative and
innovative and to challenge their own beliefs and values as well as those of the leader and the
organization. This type of leadership supports followers as they try new approaches and develop
innovative ways of dealing with organizational issues. It encourages followers to think things out on
their own and engage in careful problem solving.
Individualized consideration is representative of leaders who provide a supportive climate in
which they listen carefully to the individual needs of followers. Leaders act as coaches and advisers
while trying to assist followers in becoming fully actualized. These leaders may use delegation to
help followers grow through personal challenges.
Transactional leadership differs from transformational leadership in that the transactional
leader does not individualize the needs of subordinates or focus on their personal development.
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Transactional leaders exchange things of value with subordinates to advance their own and their
subordinates‘ agendas (Kuhnert, 1994). Transactional leaders are influential because it is in the best
interest of subordinates to do what the leader wants (Kuhnert & Lewis, 1987).
Contingent reward is the first of two transactional leadership factors (Table 1.6). It is
exchange process between leaders and followers in which effort by followers is exchanged for
special rewards. With this kind of leadership, the leaders tries to obtain agreement from followers
on what must be done and what payoffs will be for the people doing it.
Management-by-exception is leadership that involves corrective criticism, negative
feedback, and negative reinforcement. Management-by-exception takes two forms: active and
passive. A leader using the active form of management-by-exception watches followers closely for
mistakes or rule violations and then takes corrective action. A leader using the passive form
intervenes only after standards have been met or problems have arisen.
In the model, the nonleadership factor diverges further from transactional leadership and
represents behaviors that are nontransactional.

Figure 1.11
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Beyond
Expectation

Laissez-faire factor, that in French means a ―hands-off, let-things-ride‖, represents the
absence of leadership. The leader abdicates responsibility, delays decisions, gives no feedback, and
makes little effort to help followers satisfy their needs. There is no exchange with followers or
attempts to help them grow.
In essence, transformational leadership produces greater effects than transactional leadership
(Figure 1.11). Whereas transactional leadership results in expected outcomes, transformational
leadership results in performance that goes well beyond what is expected. Transformational
leadership moves followers to accomplish more than what is usually expected of them. They
become motivated to transcend their own self-interests for the good of the group or organization.

Other Transformational Perspectives
In addition to Bass‘s (1985, 1990; Bass & Avolio, 1994) work, two other lines of research
have contributed in unique ways to our understanding of the nature of transformational leadership.
They are research of Bennis and Nanus (1985) and the work of Kouzes and Posner (1987, 2002).
These scholars used similar research methods. They identified a number of middle or senior-level
leaders and conducted interviews with them, using open-ended, semistructured questionnaires.
From this information, they constructed their models of leadership.
Bennis and Nanus (1985) asked 90 leaders basic questions such as, What are your strengths
and weaknesses? What past events most influenced your leadership approach? What were the
critical points in your career? From the answers leaders provided to these questions, Bennis and
Nanus identified four common strategies used by leaders in transforming organizations. First,
transforming leaders had a clear vision of the future state of their organizations. It was an attractive,
realistic, and believable future. The vision usually was simple, understandable, beneficial, and
energy creating. Second, transforming leaders were social architects for their organizations. This
means they created a shape or form for the shared meanings people maintained within their
organizations. These leaders communicated a direction that transformed their organization‘s values
and norms. Third, transforming leaders created trust in their organizations by making their own
positions clearly known and then standing by them. Trust has to do with being predictable or
reliable, even in situations that are uncertain. Fourth, transforming leaders used development of self
through positive self-regard. Leaders knew their strengths and weaknesses, and they emphasized
their strengths rather than dwelling on their weaknesses. Based on an awareness of their own
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competence, effective leaders were able to immerse themselves in their tasks and the overarching
goals of their organizations.
Kouzes and Posner (1987, 2002) developed their model by interviewing leaders about
leadership. They interviewed more than 1,300 middle- and senior-level managers in private and
public sector and asked them to describe their ―personal best‖ experiences as leaders. Based on a
content analysis of these descriptions, Kouzes and Posner constructed a model of leadership that
consists of five fundamental practices that enable leaders to get extraordinary things accomplished:
model the way, inspire a shared vision, challenge the process, enable others to act, and encourage
their heart. To model the way, leaders need to be clear about their own values and philosophy. They
need to find their own voice and express it to others. Exemplary leaders set a personal example for
others by their own behaviors. Effective leaders create compelling visions that can guide people‘s
behavior. They are able to visualize positive outcomes in the future and communicate them to
others. Through inspiring visions, leaders challenge others to transcend the status quo to do
something for others. Challenge the process means being willing to change the status quo and step
into the unknown. It includes being willing to innovate, grow, and improve. Outstanding leaders are
effective at working with people. They build trust with others and promote collaboration.
Teamwork and cooperation are highly valued by these leaders. They listen closely to diverse points
of view and treat others with dignity and respect. They allow others to make choices, and they
support the decisions that others make. Leaders encourage the heart by rewarding others for their
accomplishments. It is natural for people to want support and to be recognized. Effective leaders are
attentive to this need and are willing to give praise to workers for jobs well done. The outcome of
this kind of support is greater collective identity and community spirit.
There are several positive features of the transformational approach, including that it is a
current model that has received a lot of attention by researchers, it has strong intuitive appeal, it
emphasizes the importance of followers in the leadership process, it goes beyond traditional
transactional model and broadens leadership to include the growth of followers, and it places strong
emphasis on morals and values.
The weaknesses of transformational leadership include a lack of conceptual clarity; it is
based on MLQ (Multifactor Leadership Questionnaire), which has been challenged by some
research; it creates framework that implies that transformational leadership has a trait-like quality; it
is sometimes seen as elitist and undemocratic; it suffers from a ―heroic leadership‖ bias; and it has
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he potential to be used counterproductively in negative ways by leaders. Despite the weaknesses,
transformational leadership appears to be a valuable and widely used approach.
1.2.8 Team Leadership
The increased importance of organizational teams and the leadership needed for them has
produced a renewed interest in team leadership theory. Leadership in organizational groups or work
teams has become one of the most popular and rapidly growing areas of leadership theory and
research. Teams are organizational groups composed of members who are interdependent, who
share common goal, and who must coordinate their activities to accomplish these goals. Examples
of such groups include project management teams, task forces, work units, standing committees,
quality teams, and improvement teams.
Much research has focused on the problems confronting organizational work team and on
ways to make them more effective (Ilgen, Major, Hollenbeck, & Sego, 1993). Research on the
effectiveness of organizational teams has suggested that the use of teams has led to greater
productivity, more effective use of resources, better decisions and problem solving, better-quality
products and services, and greater innovation and creativity (Parker, 1990). The failures of teams
have also been very dramatic and visible. In a recent review of team research, Ilgen, Hollenbeck,
Johnson, and Jundt (2005) suggest that studies since 1996 have become more complex, focusing on
more team variables and no longer focusing exclusively on the outcome of team performance.
The current researches are also investigating the role of affective, behavioral, and cognitive
processes in team success and viability. The role and impact of mediating processes such as
trusting, bonding, planning, adapting, structuring, and learning are also being studied in terms of
team performance and viability.
Studies also suggest that it is essential to understand the role of leadership within teams to
ensure team success and avoid failure. To ensure team success, we need to focus on and understand
the necessary functions of leadership. It is important to note that these functions can be performed
by the formal team leader and/or shared by team members. Day, Gronn, and Salas (2004) refer to
this shared or distributed leadership as team leadership capacity, encompassing the leadership
repertoire of the entire team.
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The team leadership model (Figure 1.12) provides a mental road map to help the leader (or
any team member who is providing leadership) diagnose problems and take appropriate action to
correct these problems.

Figure 1.12
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SOURCE: http://www.nwlink.com/~donclark/leader/team_leadership.html
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Effective team performance begins with the leader‘s mental model of the situation. This
mental model reflects not only the components of the problem confronting the team but also the
environmental and organizational contingencies that define the larger context of team actions. The
leader develops a model of what the team problem is and what solutions are possible in this context,
given the environmental and organizational constraints and resources (Zaccaro et al., 2001).
To respond appropriately to the problem envisioned in the mental model, a good leader needs to be
behaviorally flexible and have a wide repertoire of actions or skills to meet the team‘s diverse
needs. Effective team leaders are able to construct accurate mental models of the team‘s problems
by observing team functioning and can also take requisite action to solve these problems.
The leader has special responsibility for functioning in a manner that will help the group
achieve effectiveness. Within this perspective, leadership behavior is seen as team-based problem
solving, in which the leader attempts to achieve team goals by analyzing the internal and external
situation and then selecting and implementing the appropriate behaviors to ensure team
effectiveness.
The first box at the top of the team leadership model (Figure 1.12) lists the decisions a
leader needs to make when determining whether and how to intervene to improve team functioning.
The first decision is whether it is most appropriate to continue to observe and monitor the team or to
intervene in the team‘s activities and take action. The second decision is to determine the general
task or relational function of the intervention that is needed (i.e., does the team need help in
accomplishing its tasks, or does it need help in maintaining relationships?). The final decision is
whether to intervene at the internal level (within the team itself) or at the external level (in the
team‘s environment).
The next section of the model for team leadership lists a number of specific leadership
functions that can be performed internally (task, relational) or externally (environmental). The task
box on the model for team leadership (Figure 1.12) lists the set of skills or actions that the leader
might perform to improve task performance.


Goal focusing (clarifying, gaining agreement)



Structuring for results (planning, visioning, organizing, clarifying roles, delegating)



Facilitating decision making (informing, controlling, coordinating, mediating, synthesizing,
issue focusing)
Training team members in task skills (educating, developing)
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Maintaining standards of excellence (assessing team and individual performance)
The second set of leadership actions reflects those that the leader needs to implement to

improve team relationships.


Coaching team members in interpersonal skills



Collaborating (including, involving)



Managing conflict and power issues (avoiding confrontation, questioning ideas)



Building commitment and esprit de corps (being optimistic, innovating, envisioning,
socializing, rewarding, recognizing)



Satisfying individual member needs (trusting, supporting, advocating)



Modeling ethical and principled practices (fair, consistent, normative)
The third set of skills or behaviors reflects those the leader needs to implement to improve

the environmental interface with the team. Real-life teams do not exist in a laboratory but are
subsystems of the larger organizational and societal context. To stay viable, the team needs to
monitor this environment closely and determine what actions should be taken to enhance team
effectiveness.


Networking and forming alliances in environment (gather information, increase influence)



Advocating and representing team to environment



Negotiating upward to secure necessary resources, support and recognition for team



Buffering team members from environmental distractions



Assessing environmental indicators of team‘s effectiveness (surveys, evaluations,
performance indicators)



Sharing relevant environmental information with team
Team leadership is complex; there are no simple recipes for team success. Team leader must

learn to be open and objective in understanding and diagnosing team problems and skillful in
selecting the most appropriate actions (or inactions) to help achieve the team‘s goals. It is important
to note that these critical functions need not be carried out only by the leader.
The box at the bottom of the model for team leadership (Figure 1.12) focuses on team
effectiveness, or the desired outcome of teamwork. Two critical functions of team effectiveness are
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listed: performance (task accomplishment) and development (maintenance of team). Team
performance is the ―quality of decision making, the ability to implement decisions, the outcomes of
team work in terms of problems solved and work completed, and finally the quality of institutional
leadership provided by the team‖ (Nadler, 1998). Team development is the cohesiveness of the
team and the ability of group members to satisfy their own needs while working effectively with
other team members (Nadler, 1998).
The model does need testing and explication. However, the strength of this approach is its
practical focus on real-life organizational teams and their effectiveness. The model also emphasizes
the functions of leadership that can be shared and distributed within the work group. The model
offers guidance in selecting leaders and team members with the appropriate diagnostic and actiontaking skills. Furthermore, the model is appropriately complex, providing a cognitive model for
understanding and researching organizational teams.
1.2.9 Theory X and Theory Y
Douglas McGregor in his book (1960), The Human Side of Enterprise, proposed two
theories which he used as base to examine employee‘s nature and behavior. Both of these theories
begin with the premise that leader‘s role is to manage with production as well as with people, for
the economic benefits of the firm. Thus, the two models of leadership theories were formulated.
Author avoided complex descriptive terms and called the theories Theory X and Theory Y. These
theories represent two sets of assumptions about human nature and human behavior that are relevant
to the practice of management.
Theory X
Theory X represents a negative view of human nature that assumes that the average person:


Does not like work and tries whenever possible to avoid it.



Has no ambitions, does not share responsibility, and likes to follow than lead.



Is selfish and therefore does not care about production.



Restrains himself from changes.



Is naive and not particularly intelligent.
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Actually, Theory X assumes that people‘s motivation for work is money and security. Under
Theory X, leadership approaches can range from a hard approach to a soft approach. The hard
approach utilizes compulsion, implicit threats, close supervision, and tight controls that creates an
environment of command and control. The soft approach permits more freedom hoping that in
result employees will become more cooperative and task-oriented. However, neither of these
extremes is optimal. The hard approach results in hostile relationships that finally will produce lowoutput. The soft approach results in ever-increasing requests for more rewards in exchange for everdecreasing work output. The optimal leadership approach under Theory X probably would be
somewhere between hard and soft approaches. However, McGregor himself argues that neither
approach is appropriate because the assumptions of Theory X are not correct.
The Problem with Theory X
Referring Maslow‘s hierarchy, McGregor contends that when needs are satisfied they no
longer motivate employees. Under Theory X the firm relies financial rewards and benefits to satisfy
employees‘ lower needs, and after these needs are satisfied no source of motivation exists. Theory
X leadership styles in fact hinder the satisfaction of higher-level needs. Consequently, the only way
for employees to satisfy their higher level needs is their attempt of getting more compensation, so
their focus on monetary rewards is quite clear. While money may not be the most effective way to
self-fulfillment, in a Theory X environment it may be the only way. Because under Theory X,
employees‘ only lower needs are satisfies, they use their leisure time to satisfy their higher needs.
But the fact is that employees can be most productive when their higher needs are satisfied.
McGregor asserts that a command and control environment is not effective because it is limited
with lower needs as levers of motivation, but in modern society once those needs are satisfied they
no longer motivate people. In this environment, leader expects that employees will dislike their
work, won‘t share responsibility, will have no interest in task achievement, will resist change, etc.,
thus the results under Theory X becomes very predictable. Hence, McGregor suggested an
alternative Theory Y.
Theory Y
The higher-level needs of esteem and self-actualization are continuing needs in hat they are
never completely satisfied. As such, it is these higher-level needs through which employees can best
be motivated.
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Theory Y makes the following general assumptions:


Work can be as natural as play and rest.



People will be organized to accomplish their work objectives if they are committed to them.



People will be committed to organizational tasks if the rewards will satisfy their higher
needs such as self-fulfillment.



Under these conditions, people will not avoid but responsibility.



Most people can handle work objectives because creativity and intelligence are common in
the population.

Under this theory, there is an opportunity to match personal goals with organizational goals by
using the employee‘s own zeal for fulfillment as the motivator. McGregor stressed that Theory Y
management does not imply a soft approach. The author argues that some people may not have
reached the level of maturity proposed by Theory Y and therefore may need tighter controls until
their development.
Theory Y Management Implications
If the leader chooses the Theory Y as a way of leading, the firm can do many things to increase the
motivational energy of its employees:


Decentralization and Delegation – If firms decentralize control and reduce the number of
management levels, the number of subordinates will increase under each manager and as a
result they will be forced to delegate some responsibility and decision making to them.



Job Enlargement – Broadening the scope of an employee‘s job creates additional
opportunities to satisfy their needs.



Participative management – Consulting employees in the decision making process drives
their creative capacity and grants them with some control over their work environment.



Performance Appraisals – Having the employee set objectives and participate in the process
of evaluating how well they were met.
If theory Y is properly implemented, it would result in a higher level of employees‘

motivation because their jobs would become an opportunity to their higher level personal needs
satisfaction.
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2. Critical Evaluation of Cultural Dimensions
The present Thesis applies nine cultural dimensions approach to investigate national culture
in Georgia. The nine dimensional classification of cultural characteristics has recently been
developed by GLOBE researchers as a part of their study. However their study was based on work
of other researchers for whom culture has become the subject of great interest.
In the past 30 years, a number of studies have been conducted to identify and classify
different cultural dimensions. Several well-known studies have attempted to characterize cultures.
For example, Hall (1976) admits that a primary cultural characteristic is the degree to which they
are focused on the individual (individualistic cultures) or the group (collectivistic cultures).
Trompenaars (1994) took different approach. He surveyed more than 15,000 people in 47 different
countries and concluded that the best way to determine classification of organizational culture could
be into two dimensions: egalitarian versus hierarchical and person versus task orientation. The
egalitarian-hierarchical dimension describes the degree to which cultures promote or oppose to
equally shared power. Person-task orientation refers to the extent to which cultures emphasize
human interaction as opposed to focusing on tasks to accomplish.
The most significant of all the research that were conducted on cultural dimensions is the
research of Dutch organizational sociologist Gerard Hofstede (1980, 2001). His work has become
the framework and the benchmark for other researchers.
2.1 Hofstede’s Value Dimensions
Interest in the impact of cultural values on organizational dynamics was given a tremendous
boost by the work of Dutch psychologist, Geert Hofstede. Although earlier work on values revealed
that culture played an important role in the development of work-related cognitions, the research
was not guided by a systematic theoretical framework, was not comprehensive with respect to the
cultures studied, and did not clearly relate values to organizational concepts like motivation and
leadership. Hofstede's (1980, 1983, 1984) work directly addressed those deficiencies.
In his role as a consultant to a large multinational corporation, Hofstede administered a
work-related values questionnaire to a very large sample of middle managers (ultimately over
100,000) from first 40, and later, over 50 countries. The questionnaire was an extension and
elaboration of other value surveys, including Gordon's (1975, 1976) Survey of Personal Values.
Factor analyses of responses to the questionnaire yielded four dimensions of work-related values,
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which Hofstede labeled Power Distance, Uncertainty Avoidance, Individualism-Collectivism, and
Masculinity-Femininity.
Power Distance refers to the degree to which a culture considers large differences in power
between individuals to be normal and appropriate. The members of cultures who score high on this
value would endorse the idea that an order of inequality exists in the world and everyone has their
rightful place in that order; that differences in power are a basic fact of society and questions of the
legitimacy of power are irrelevant; that superiors and subordinates are different kinds of people; that
those in power are entitled to special privileges, and so on. By contrast, low Power Distance
cultures believe that inequality in society should be minimized; people should be interdependent;
subordinates and superiors regard each other as "people like me"; and power should be exercised
only on a legitimate basis. Organizations in high Power Distance cultures tend to be more highly
centralized, with taller organizational pyramids, and more hierarchical and authoritarian
management than organizations in low Power Distance cultures.
The Uncertainty Avoidance dimension measures the extent to which a society is threatened
by and tries to avoid uncertain and ambiguous situations; by establishing formal rules, intolerance
for deviant ideas or behavior, and belief in absolute and inviolable truths. Societies high in
Uncertainty Avoidance agree that conflict and competition can unleash aggression and should be
avoided; that there is a need for written rules and regulations; experts and authorities know a great
deal more than ordinary citizens; and deviant persons and ideas are dangerous. Countries low in
Uncertainty Avoidance, are more willing to take life as it comes; believe in the common sense of
the average person; and are more willing to tolerate uncertainty and accept the risks of everyday
life. Organizational practices typical of high Uncertainty Avoidance cultures stress uniformity,
bureaucratic routinization, risk avoidance, and foster managers who are quite task oriented and
concerned with the details of everyday activity.
One of the value dimensions with the greatest implications for social relations is that of
Individualism versus Collectivism. Individualistic cultures, believe that in society, everyone is
supposed to take care of himself or herself; one's identity is grounded in the individual and in that
person's achievements; and that every person has the right and the responsibility to develop their
own initiative and independent self-realization. Collectivistic values, evinced by most of the world's
cultures, emphasize the responsibilities to and support from one's in-group; the individual's duty to
others; and the desirability of harmonious interpersonal relationships. Organizational dynamics in
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individualistic societies stress calculative exchanges between the organization and employee; place
a high value on individual initiative; and encourage managerial practices based on expertise and
rationality. Collectivist-guided organizations see the individual's loyalty to the organization in moral
rather than calculative terms; treat personnel as members of a "family," and favor leadership
practices that show concern for subordinates.
The Masculinity-Femininity dimension reflects the degree to which the dominant values in
the society are those associated with a stereotypically masculine perspective, such as competition,
assertiveness, and acquisition, or those of a more stereotypically feminine nature such as concern
for others. High Masculinity cultures endorse the view that men should be assertive and women
nurturant; performance is what counts; ambition and achievement are desirable; High Femininity
societies view male and female roles as more similar; value quality of life over achievement;
emphasize service to others. Organizations in Masculine cultures accept higher job stress; place
careers above private lives; and have fewer, but more assertive women in better paid jobs.
Organizations in Feminine cultures try not to interfere in employee's private lives; favor job designs
that foster teamwork; and have more women in leadership positions.
A series of studies resulting from a collaboration between Hofstede and Bond, revealed the
dangers of ethnocentric research strategies and the benefits of international collaboration. In 1984,
Hofstede and Bond reported the results of a reanalysis of data collected using the Rokeach Value
Survey (Rokeach, 1973) from a number of samples in East Asia and Australia. Factor analyses of
data from the Rokeach scale, developed in the United States, yielded considerable overlap with
Hofstede's (1980) value dimensions, developed in Western Europe. Neither of these surveys had
any signficant input from non-Western sources.
However, in collaboration with a number of Chinese scientists, Michael Bond developed the
Chinese Value Survey (CVS), reflecting the cultural values of that society. The CVS was translated
and administered in 22 countries around the world. Hofstede and Bond (1988) factor analyzed the
CVS and found four major dimensions of values. Three of these corresponded to Hofstede's
dimensions of Power Distance, Individualism-Collectivism, Masculinity-Femininity, but not
Uncertainty Avoidance. Hofstede and Bond maintained that the central issue of the Uncertainty
Avoidance dimension, the search for stable truth in the world, is a preoccupation distinctly
associated with the religions of Judaism, Christianity, and Islam that purport to know the truth. East
Asian religions, such as Buddhism, Confucianism, and Shintoism, do not believe that any person
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can know the truth, so people raised in these religious cultures are less concerned about issues of
absolute truth.
The fifth dimension found by Hofstede and Bond, not present in the analyses of the earlier
surveys, was a dimension they labeled "Confucian Dynamism." The authors explained that the
central principles of Confucian teaching are the following:
(1) that the stability of society is based on unequal relationships between people; (2) that the
family is the prototype of all social organization with its emphasis on harmony, dignity, and
restraint; (3) that virtuous behavior toward others consists of treating them as one would like to be
treated, which does not however include loving one's enemies; and (4) that virtue with regard to
one's tasks in life consists of trying to acquire skills and education, working hard, not spending
more than necessary, being patient, and persevering (Hofstede & Bond, 1988).
Hofstede and Bond's (1988) newly discovered value dimension included most of these
Confucian teachings, but some were positively related to the factor whereas others were negatively
related, the determining factor being the degree of "dynamism" and forward-looking nature of the
principle. Thus, the positive pole of the Confucian Dynamism dimension included future-oriented
concepts, such as thrift and perseverance, as well as acceptance of status differences and a sense of
shame. The negative pole, less dynamic and more past and present oriented, included the principles
of personal stability, saving face, respect for tradition, and reciprocation of favors and gifts. In data
from 22 countries, the Confucian Dynamism dimension was found to be strongly associated with
country-level economic growth over the period 1965-1985.
Hofstede and Bond argued that the values of Confucian Dynamism reflect a modern version
of long-established Eastern, especially Chinese, values that are uniquely suited to an East Asian
brand of entrepreneurship. The highest ranking countries on the Confucian Dynamism dimension
were the so-called "Five Dragons" of Asian economic growth: Japan, South Korea, Hong Kong,
Taiwan, and Singapore.
In a presentation made to the American Academy of Management and published in 1993,
Hofstede summarized his thoughts on cultural differences in management. The Chinese work
encouraged him to add a fifth dimension to his value survey reflecting a long versus short-term time
orientation. He also listed three major differences between American conceptions of management
and leadership and those of other cultures. First, American approaches stress market processes, even
in the description of interpersonal relations. Managers and subordinates make deals (i.e., contracts)
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by which self-interests are harnessed to organizational goals. This characteristic is reflected in the
transactional and exchange theories of leadership and of interpersonal relations in general (Graen &
Scandura, 1978; Thibaut & Kelley, 1959). A second point of US uniqueness is how
individualistically focused leadership theories are with issues of individual gain, self-realization,
and personal grows. A third point is that American approaches are extremely focused on the leader
as the primary determinant of subordinate motivation and performance. Hofstede illustrated the
limitation of this viewpoint by identifying stronger influences than leadership in other cultures, such
as peer group pressures in collectivist cultures such as Japan, and occupational training and pride in
craftsmanship in Germany.
The views of Meindl (1990) on the overemphasis of attention to leaders and the
underemphasis on the role of social groups as influence agents, of Dachler (1984) on the
constraining role of leader-centered theories, and Kerr and Jermier‘s (1978) substitutes for
leadership concept assume a new relevance in this cross-cultural context.

2.2 GLOBE Studies
The studies by House et al. (2004) provided the strongest body of findings that was
published in the 800-page Culture, Leadership, and Organizations: The GLOBE Study of 62
Societies. GLOBE is a cross-cultural research and it is the acronym for the name of ―Global
Leadership and Organizational Behavior Effectiveness.‖ These studies exceed all previous research
in area of culture and leadership including Geert Hofstede‘s landmark 1980 study. The GLOBE is
ongoing project that started in 1991 and consists of at least three phases. In the first phase research
instruments were developed. In the second phase nine cultural dimensions were developed, and was
investigated how they impacted leadership in 62 different societies. The third phase is studying how
specific leader behaviors effect on subordinates‘ attitudes and performance.
The nine cultural dimensions that were developed and used by GLOBE researchers for their
study are as follows: uncertainty avoidance, power distance, institutional collectivism, in-group
collectivism, gender egalitarianism, assertiveness, future orientation, performance orientation, and
human orientation.
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Uncertainty Avoidance
This dimension refers to the extent to which a society, organization, or group relies on
established social norms, rituals, and procedures to avoid uncertainty. Uncertainty avoidance is
connected with the way cultures use rules, structures, and laws to make things predictable and less
uncertain.
Power Distance
This dimension refers to the degree to which members of a group expect and agree that
power should be shared unequally. Power distance is concerned with the way cultures are stratified,
thus creating levels between people based on power, authority, prestige, status, wealth, and material
possessions.
Institutional Collectivism
This diensiomn describes the degree to which an organization or society encourages
institutional or societal collective action. Institutional collectivism is concerned with whether
cultures identify with broader societal interests rather than individual goals and accomplishments.
In-Group Collectivism
This dimension refers to the degree to which people express pride, loyalty, and cohesiveness
in their organizations or families. In-group collectivism is concerned with the extent to which
people are devoted to their organizations or families.
Gender Egalitarianism
This dimension measures the degree to which an organization or society minimizes gender
role differences and promotes gender equality. Gender egalitarianism is concerned with how much
societies de-emphasize member‘s biological sex in determining the roles that members play in their
homes, organizations, and communities.
Assertiveness
This dimension refers to the degree to which people in a culture are determined, assertive,
confrontational, and aggressive in their social relationships. Assertiveness is concerned with how
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much a culture or society encourages people to be forceful, aggressive, and tough, as opposed to
timid, submissive, and tender in social relationships.
Future Orientation
This concept refers to the extent to which people engage in future-oriented behaviors such as
planning, investing in future, and delaying gratification. Future orientation emphasizes that people
in a culture prepare for the future as opposed to enjoying the present and being spontaneous.
Performance orientation
This dimension describes the extent to which an organization or society encourages and
rewards group members for improved performance and excellence. Performance orientation is
concerned with whether people in a culture are rewarded for setting challenging goals and meeting
them.
Humane Orientation
The ninth dimension refers to the degree to which a culture encourages and rewards people
for being fair, altruistic, generous, caring, and kind to others. Humane orientation is concerned with
how much a society or organization emphasizes sensitivity to others, social support, and community
values.

GLOBE researchers divided 62 countries into ten regional clusters based on their findings
and data. These clusters made easy to compare and analyze the similarities and differences between
cultural groups in order to make some classification and generalizations about culture and
leadership.
GLOBE researchers founded their study on early works ( England & Lee, 1974; Haire,
Ghiselli, & Porter, 1966; Whitely & England, 1980) that based on common language, geography,
religion, and historical accounts created regional clusters. Hence, countries were grouped into 10
distinct clusters: Anglo, Latin Europe, Nordic Europe, Germanic Europe, Eastern Europe, Latin
America, Middle East, Sub-Saharan Africa, Southern Asia, and Confucian Asia (Table 2.1). These
10 regional clusters were the groupings that were used in all of the GLOBE studies.
Researchers conducted a statistical analysis of questionnaire data to test the validity of the
clusters. The results indicated that the scores of respondents within a cluster correlated with one
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another but were unrelated to the scores of respondents in different clusters. Based on these findings
GLOBE researchers concluded the uniqueness of each cluster. Therefore, these regional clusters
were found as valid and reliable way to differentiate countries of the world into 10 distinct groups.
Table 2.1

Anglo

Country Clusters According to GLOBE

Nordic
Europe

Latin
America

Southern
Asia

Confucian
Asia

Middle
East

Eastern

Canada

Denmark

Ecuador

Philippines

Singapore

Turkey

U.S.A.

Finland

El Salvador

Indonesia

Hong Kong

Australia

Sweden

Colombia

Malaysia

Taiwan

Ireland

Bolivia

India

China

England

Brazil

Thailand

South
Africa
(White
Sample)

Guatemala

Iran

New
Zealand

Argentina
Costa Rica

SubSaharan
Africa

Latin
Europe

Germanic
Europe

Greece

Zimbabwe

Israel

Austria

Kuwait

Hungary

Namibia

Italy

Egypt

Albania

Zambia

The
Netherlands

Slovenia

Nigeria

Russia

South
Africa
(Black
Sample)

Switzerland
(French
Speaking)

Morocco
Qatar

South
Korea
Japan

Europe

Georgia

Spain
Portugal
France

Switzerland
Germanyeast
Germanywest

Venezuela
Mexico

SOURCE: Northouse, 2007, p.309
The cluster analysis provides two interesting insights; that we can indeed differentiate
cultural groupings in a coherent and systematic way, and that forces of both convergence and
divergence are acting on the world cultural stage. As societies around the world develop more
similar technological bases and more homogeneous economies, we can expect to see them become
more alike in values and attitudes. On the other hand, factors such as religious differences, made
more salient by the rise of religious fundamentalism in recent years, may act to maintain or even
increase differences across cultures. What does seem safe to conclude is that considerable cultural
variability in values exists at the present time and will continue at least long enough to warrant
careful consideration in contemporary theorizing.
In order to characterize the regional clusters, GLOBE researchers analyzed data from each
of the regions using the dimensions of culture described above. Table 2.2 provides a classification
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Table 2.2

Cultural Clusters Classified on Cultural Dimensions

CULTURAL

HIGH-SCORED

LOW-SCORED

DIMENSIONS

CLUSTERS

CLUSTERS

Assertiveness orientation

Eastern Europe
Germanic Europe

Nordic Europe

Future Orientation

Germanic Europe
Nordic Europe

Eastern Europe
Latin America
Middle East

Gender Egalitarianism

Eastern Europe
Nordic Europe

Middle East

Humane Orientation

Southern Asia
Sub-Saharan Africa

Germanic Europe
Latin Europe

In-group Collectivism

Confucian Asia
Eastern Europe
Latin America
Middle East
Southern Asia

Anglo
Germanic Europe
Nordic Europe

Institutional Collectivism

Nordic Europe
Confucian Asia

Germanic Europe
Latin America
Latin Europe

Performance Orientation

Anglo
Confucian Asia
Germanic Europe

Eastern Europe
Latin America

Power Distance

No clusters

Nordic Europe

Uncertainty Avoidance

Germanic Europe
Nordic Europe

Eastern Europe
Latin America
Middle east

SOURCE: Northouse, P. G., 2007, p. 311
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of the cultural clusters in regard to how they scored on each cultural dimension. In the table, the
nine cultural dimensions are listed in the left-hand column, and the high-score and low-score
regional clusters are provided in the next two columns. There are the regional clusters that were
significantly higher or lower on particular dimensions than other regions. From these data, several
observations can be made about the characteristics of these regional cultures.
Anglo
The Anglo cluster consists of Canada, the United States, Australia, Ireland, England, South
Africa (white sample), and New Zealand. These countries were high in performance orientation and
low in in-group collectivism. This means it is characteristic of these countries to be competitive and
result-oriented but less attached to their families or similar groups than other countries.
Confucian Asia
This cluster, which includes Singapore, Hong Kong, Taiwan, China, South Korea, and
Japan, exhibited high scores in performance orientation, institutional collectivism, and in-group
collectivism. These countries are result-driven, and they encourage the group working together over
individual goals. People in these countries are devoted and loyal to their families.
Eastern Europe
Included in this cluster are Greece, Hungary, Albania, Slovenia, Poland, and Russia. These
countries scored high on assertiveness, in-group collectivism, and gender egalitarianism. They
scored low on performance orientation, future orientation, and uncertainty avoidance. People in this
cluster tend to be forceful and supportive of their coworkers and to treat woman with great equality.
They are less likely to be achievement driven, to emphasize strategic planning, and to stress rules
and laws as a way to maintain order.
Germanic Europe
The Germanic Europe countries, which include Austria, The Netherlands, Switzerland, and
Germany, were high in performance orientation, assertiveness, future orientation, and uncertainty
avoidance. They were low in human orientation, institutional collectivism, and in-group
collectivism. These countries value competition and aggressiveness and are more result-oriented
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than people-oriented. They enjoy planning and investing in the future and using rules and laws to
give them control over their environment. At the same time, these countries are more likely to be
individualistic and less group oriented. They tend to emphasize broad social groups.
Latin America
The Latin America cluster is made up of Ecuador, El Salvador, Colombia, Bolivia, Brazil,
Guatemala, Argentina, Costa Rica, Venezuela, and Mexico. People in these countries scored high
on in-group collectivism and low on performance orientation, future orientation, institutional
collectivism, and uncertainty avoidance. People in these countries tend to be loyal and devoted to
their families and similar groups but less interested in overall institutional and societal groups.
Latin Europe
Comprised of France, Portugal, Spain, Switzerland (French speaking), Italy, and Israel, the
Latin Europe cluster exhibited more moderate and fewer high scores on any of the cultural
dimensions, but they scored low on human orientation and institutional collectivism. It is
characteristic of these countries to value individual autonomy and to place less value on the greater
societal collective. Individuals are encouraged to watch out for themselves and to pursue individual
goals rather than societal goals.
Middle East
This cluster was made up of Qatar, Morocco, Egypt, Kuwait, and Turkey. These countries
scored high on in-group collectivism and low on future orientation, gender egalitarianism, and
uncertainty avoidance. People in these countries tend to show great pride in their families and
organizations. They are devoted and loyal to their own people. Furthermore, it is common for these
countries to treat people of different genders in distinctly different ways. Woman often are afforded
less status than man and fewer woman are in positions of authority than men. In the Middle East,
orderliness and consistency are not stressed, and people do not place heavy reliance on policies and
procedures. There is a tendency to focus on current issues as opposed to attempting to control the
future.
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Nordic Europe
The Nordic Europe cluster, which includes Denmark, Finland, and Sweden, exhibited
several distinctive characteristics. This cluster scored high on future orientation, Gender
egalitarianism, institutional collectivism, and uncertainty avoidance, and low on assertiveness, ingroup collectivism, and power distance. The Nordic people place a high priority on long-term
success. Women are treated with great equality. The Nordic people identify with the broader society
and far less with family groups. In Nordic Europe, rules, orderliness, and consistency are stressed.
Assertiveness is downplayed in favor of modesty and tenderness, and power is shared equally
among people at all levels of society. Cooperation and societal level group identity are highly
valued by the Nordic people.
Southern Asia
The Philippines, Indonesia, Malaysia, India, and Thailand form the Southern Asia cluster.
These countries exhibited high scores on human orientation and in-group collectivism. Southern
Asia could be characterized as countries that demonstrate strong family loyalty and deep concern
for their communities.
Sub-Saharan Africa
The Sub-Saharan Africa cluster consisted of Zimbabwe, Namibia, Zambia, Nigeria, and
South Africa (Black sample). These countries expressed high scores on human orientation. In SunSaharan Africa, people generally are very concerned and sensitive to others. Concern for family and
friends is more important than concern for self.
2.3 Culture Dimensions and Leadership
What are general characteristics of cultural dimensions influence on leadership processes?
The distance between the leaders and followers are minimized in countries with low PD cultures.
Culture permits leaders to have close personal relations with subordinates. In these countries leaders
realize that subordinates have much capacity to contribute to organizational task achievement and
work under the Theory Y environment which gives them opportunity to work with instead of over
their subordinates. Therefore, Low PD leaders place their emphasis on people behaviors which are
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supportive of subordinates. Generally, leaders in these countries adapt consultative or participative
leadership style which provides subordinate participation in processes. Conversely, cultures with
high PD have tendency to keep distance in relations between leaders and subordinates. As a rule
Followers respect the leaders because of their position. Leaders are viewed as having the right to
lead based on their higher position. The leader right as well as duty is to tell followers what to do.
However, high PD leaders philosophy is related with Theory X that asserts the fact that the leader
knows what is best. The leaders in high PD countries prefer task behaviors to relationship
behaviors. They focus on telling followers what and how to achieve the leader‘s goals. Such
leadership results in an autocratic or paternalistic style, when the leaders by virtue of their position
exercise power by imposing their will upon his followers in order to accomplish goals.
Leaders in low UA culture environment allow a certain degree of risk; As a result, they
accept Theory Y which allows subordinates to be initiative and ambition. Leaders with this
philosophy delegate more responsibility to subordinates. This tendency leads leaders to consultative
or participative styles which are riskier because they allow subordinates to get involved in decisions
and make a very different decision than if the leaders were to make it on their own. Leaders in high
UA cultures prefer security both for themselves and their employees. They have Theory X frame of
mind and are more pessimistic about people‘s ambition and initiative. Moreover followers
themselves prefer a leaders who exhibit task behaviors, provide clarity in their work and this way
reduce their uncertainty. Hence, more autocratic style are preferred in high UA cultures, that gives
leader opportunity to retain control. This control increases the leader‘s security and provides
subordinates with necessary guidance to accomplish the task.
In high collectivistic cultures, employees expect leaders to make clear goals and ways to
achieve them (task behaviors) but also by paying attention to personal matters (people behaviors).
This dual emphasis leads to a paternalistic style.
By contrast, leaders in individualistic culture give all subordinates a chance to participate in
goal achievement. Such leaders emphasize people behaviors in decision making and delegating
responsibilities. Subordinates in this culture accept the participative leadership style which enables
them to set goals and work towards them.
Leaders in feminine cultures emphasize people behaviors (Theory Y) and try to create a
positive work environment for employees‘ self-fulfillment. They emphasize people behaviors to
support their subordinates. Leadership style in this culture often is consultative which seeks
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consensus without the risk of complete delegation. Conversely, Leaders in masculine cultures are
not so optimistic about people behaviors; therefore, masculine leaders stress task behaviors and
reward achievements, in an effort to get the results they wish. They adapt to the autocratic style
because it is seems the most effective in goal achievement.
In summary, the impact of cultural values on leadership is twofold. First culture affects what
philosophies leaders prefer to use, and second, culture affects the leader behaviors and the style
their subordinates are willing to accept.
With respect to the impact of cultural values on leadership processes, Hofstede (1983)
highlighted the importance of Individualism-Collectivism and Power Distance. He argued that
individualistic countries are concerned with the centrality of individual self-interest, whether that
self-interest is directed to material outcomes such as pay and promotion, or toward less tangible
outcomes such as personal growth. In collectivist cultures, leadership is more of a group-focused
phenomenon, in which one of the leader‘s most important functions is to coalesce an ―in-group‖
identity among team members.
Many leadership theories pointed out that one of the most central issues in leadership is the
degree of subordinate participation in decision making and control over job activities (Fiedler &
Chemers, 1984; Hersey & Blanchard, 1997; Vroom & Yetton, 1973). Participative decision making
is generally interpreted as giving subordinates a voice in analyzing a problem and suggestion
solutions, with the leader retaining ultimate decision authority. This pattern is the decision style that
Vroom and Yetton‘s (1973) normative decision theory refers to as ―consultative‖.
Hofstede indicated that in countries higher in Power Distance than the United States,
subordinates neither expect nor desire to participate in decision making, and their behavior makes it
difficult for their leaders to behave any way other than autocratically. On the other hand, in less
autocratic cultures, subordinates often take the initiative toward upward influence and control, not
waiting their superiors to invite participation.
Hofstede and Bond (1988) described the ideal leader in a society that is low in Power
Distance and high on Individualism, as a ―re sourceful democrat.‖ In cultures with the reverse
pattern of high Power Distance and high Collectivism, the ideal leader would be a ―benevolent
autocrat,‖ similar to a good father.
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3. Analysis of Leadership Style
Because research findings based on trait approach to leadership appeared fruitless, some
researchers got interested if there was something uncommon and unique in the effective leaders
behavior. Behavioral theories emphasize what leaders do rather than leaders are and it makes them
strikingly different from other approaches to leadership. The style approach emphasizes and focuses
exclusively on what leaders do and how they act. We use this approach to evaluate leadership
processes in Georgia for our survey.
The major leadership behavior studies originated from three different lines of research: the
Ohio State University studies, The University of Michigan studies, and the work of Blake and
Mouton on the Managerial Grid.
A group of researchers at Ohio State began to study how individuals acting when leading a
group or organization.

They composed the Leadership Behavior Descriptive Questionnaire

(LBDQ).The study was conducted on the LBDQ based data analysis.

On the questionnaire,

subordinates were asked to identify the number of times when their leaders were engaged in certain
types of behaviors. Researchers found that subordinates‘ answers were clustered around two
categories of leader behaviors: Initiating Structure and Consideration (Stogdill, 1974). Initiating
structure were task behaviors, such as organizing work, defining role responsibilities, and
scheduling work activities. Consideration behaviors were relationship behaviors, respect, and trust.
These two types of behaviors that were identified by The Ohio State studies represents core of the
style approach and are central to what leaders do: Leaders provide structure for subordinates, and
they nurture them. Researchers viewed these two behaviors as distinct and independent.
The University of Michigan leadership studies were undertaken at the same time as those
being done at Ohio State, with similar research objectives. They gave special attention to the impact
of leaders‘ behaviors‘ on the performance of small groups. Researchers identified two types of
leadership behavior: — employee orientation and production orientation. Employee-oriented
leaders emphasized on strong human relations.

They took an interest in the needs of their

employees and value their individuality (Bowers & Seashore, 1966). Employee orientation was very
similar to consideration, identified through the Ohio State studies. The production-oriented leaders
stressed the technical and production aspects of the job — group members were viewed as a means
to get work accomplished. Production orientation parallels the initiating structure found in the Ohio
studies. Unlike the Ohio State researchers, the Michigan researchers in their initial studies,
67

conceptualized employee and production orientations as opposite ends of a single continuum. This
meant that leaders who were oriented toward production were less oriented toward employees, and
those who were employee oriented were less production oriented. However, as more studies were
conducted, researchers reconceptialized the two constructs, as in the Ohio State studies, as two
different leadership orientation. When two behaviors were treated as independent orientations,
leaders were seen as being able to be oriented toward both production and employees at the same
time.
In the 1950s and 1960s, a multitude of studies were conducted by researchers from both the
Ohio State and the University of Michigan to determine how leaders could best combine their task
and relationship behaviors to maximize the impact of these behaviors on the satisfaction and
performance of subordinates.
Blake and Mouton proposed a Managerial Grid based on two leadership behavior “concern
for people” and “concern for production,” which essentially represent the Ohio State dimensions of
consideration and initiating structure or the Michigan dimensions of employee-oriented and
production-oriented. The grid has two intersecting axes with nine possible positions along each one,
creating 81 different positions. We will discuss concerning Blake and Mouton’s Leadership Grid®
details in the following subchapters.
The previous three behavioral approaches were essentially developed between the late 1940s
and early 1960s. During this space of time the world was a more stable place and since then many
things has changed. In 1990s researchers in Finland and Sweden attempted to reassess the wellknown two-dimension model. Using samples of leaders in Finland and Sweden, the researchers
have found strong support for development-oriented leader behavior as a separate and independent
dimension. These studies resulted in the emergence of a new leadership behavior called ―dimension
Oriented‖. This leadership style emphasizes experimentation, looks for new ideas, and generates
and implements change.
3.1 Blake and Mouton’s Managerial (Leadership) Grid
Robert Blake and Jane Mouton developed a practical model (Figure 3.1) of dual concerns
theory known as the Managerial Grid®. It first appeared in the early 1960s and later has been
refined and revised several times (Blake & McCanse, 1991; Blake & Mouton, 1964, 1978, 1985).
Blake and Mouton based the framework of the Grid on Abraham Maslow and Douglas McGregor‘s
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noted theories. The Grid expanded upon McGregor‘s and others‘ theories at the time to provide a
richer and more complete design between the manager‘s concerns for production versus their
concern for interpersonal relationships. Since then the Managerial Grid remains an important model
of managerial and leadership behavior and remains to be studied and utilized to this day. Especially
it has been used in organizational training and development.
The Managerial Grid, which has been renamed the Leadership Grid®, was designed to
explain how leaders help organization to reach their purposes through two factors: concern for
production and concern for people. Concern for production refers to how a leader is concerned with
achieving organizational tasks. It involves a wide range of activities, including attention to policy
decisions, new product development, process issues, workload, and sales volume, to name a few.
Not limited to things, concern for production can refer to whatever the organization is seeking to
accomplish. Concern for people refers to how a leader attends to the people in the organization
who are trying to achieve its goals. It describes the extent to which the leader attempts to use the
organizational hierarchy best in an effort to maximize production with and through interpersonal
relationships. This concern includes building organizational commitment and trust, promoting the
personal worth of employees, providing good working conditions, maintaining a fair salary
structure, and promoting good social relations.
As we can see the Grid is a two-dimensional model. It joins concern for production and
concern for people in a model that has two intersecting axes. The horizontal axis represents the
leader‘s concern for production (getting the work done) on a scale from one to nine, with nine being
the highest state of concern, and the vertical axis represents leader‘s concern for people and
relationships in the same manner. By plotting scores from each of the axes, various leadership
styles can be illustrated:
1.

(9,1) Authority-Compliance Leadership (Management): High concern for production
versus a low concern for relationships;

2.

(1,9) Country Club Leadership (Management): High concern for relationships and a low
concern for production;

3.

(1,1) Impoverished Leadership (Management) : Low concern for both relationships and
production;

4.

(5,5) Middle-of-the-road Leadership (Management): Medium concern for production and
relationships;
69

5.

(9,9) Team Leadership (Management): High concern for production and relationships.

Figure 3.1 Blake and Mouton’s Leadership Grid®
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Each style is defined by two numbers separated with a comma, with the first number indicating
leader‘s concern for production, and the second number representing leader‘s concern for people.
―Each theory can be seen as a set of assumptions for using power to link people into production‖
(Blake & Mouton, 1978, p. 12). For example, in the case when a leader feels that both relationships
and production are equally important, the style of Team Leadership (9,9) would be most utilized.
Another leader who prefers to meet production goals and is ready to sacrifice relationships to reach
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these goals would accept the Authority-Compliance (9,1) approach to leadership. For a leader who is
unconcerned with both the task and interpersonal relationships, tries to avoid a conflict of any kind
and neither meeting production goals nor retaining relationships may be important enough to risk
any sort of confrontation, the style of Impoverished Leadership (1,1) would be a likely choice.
The authors conclude that several additional situational factors can influence the dominant
leadership style, including organizational culture, the situation itself, the personality and values of
the leader, and limited general knowledge of other leadership styles. Leaders also utilize primary
and secondary styles depending on what the situation permits. Blake and Mouton indicate that a
person usually has a dominant grid style, which he/she uses in most situations, and a backup style.
The backup style is what the leader reverts to when under pressure, when the usual way of
accomplishing things does not work. Over 80 different leadership styles of grid combinations have
been identified. These theories have become a popular means of conceptualizing and simplifying a
very complex issue. Moreover the Grid became extremely actual for many researches because it
enables numeric assignments to each contrasting leadership (management) style. Now we will
discuss each leadership style.
3.1.1 (9,1) Authority-Compliance Leadership Style
In the mid-1960‘s it was common for many organizations to have the traditional AuthorityCompliance style of leadership, what according to Blake and Mouton‘s Grid represents the (9,1)
style. Previously defined by McGregor as Theory X and later referred to by Stephen Covey as ―The
Win/Lose Paradigm of Human Interaction‖ (Covey, 1989, p. 207), a (9,1) leadership style places
heavy emphasis on task and requirements and less emphasis on people, except to the extent that
people are tools for getting the job done. Communication with subordinates is not emphasized
except for the purpose of giving instructions about the task. If employees are not obedient to the
leader‘s wishes unconditionally they are viewed as obstacles to performance results. The philosophy
of this leadership style is such that people must do what is demanded of them without even
questioning. A (9,1) leader will not change his/her position even when it is wrong. His/her attitude
is to impose his/her will upon his followers and use them as tools to the task. If this type of leader
fails, he/she will usually blame his letdowns on others. Resistance to the wishes of the leader is met
with intimidation and anger. Short-term results may be positive, but longer-term outcomes generally
result in lower overall production.
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When a leader has (9,1) style of leading, his/her attributes can include total self-sufficiency,
a complete lack of acceptance for alternative viewpoints, and continuous micromanagement. ―The
relationship of a boss to a subordinate is along (the) lines of authority and obedience… Power of
hierarchy is not to be questioned‖ (Blake & Mouton, 1978, p. 17). The access to any information for
subordinates is limited. Information flow is typically one-sided; it goes from the top layers to the
bottom levels. This mainly happens because more-educated upper ranks of the organization are
aware that information represents power, and in this leadership style environment subordinates are
denied access to any form of power.
The (9,1) leader subscribes to McGregor‘s three basic Theory X assumptions:
The average human being has a typical tendency to avoid a work if he can.
Because of this human characteristic of dislike of work, most people must be constrained,
controlled, directed, and punished to get them to put forth adequate effort toward the achievement
of organizational objectives.
The average human being prefers to be directed, wishes to avoid responsibility, has
relatively little ambition, and wants security above all (McGregor, 1960).
Because these specific leadership attitudes are dominant in this leading style, it is obvious
that the (9,1) leader will be compelled to act in a manner consistent with the characteristics listed
above.
Production quotas are another characteristic of this philosophy. Ever increasing production
quotas and shorter deadlines are set as organizational goals. The authors continue that these are
―Acceptable ways … to pressure for organization efficiency and gain personal satisfaction from
controlling the efforts of others at the same time. When results are not achieved, then coercive
means, involving various forms of punishment, can be applied to those not measuring up‖ (Blake &
Mouton, 1978, p. 19).
In (9,1) environment, the leader‘s duty is to make the employee aware of his/her failures and
to let him/her know how to correct these mistakes in the future.
The authors continue their description of the (9,1) leader as a judgmental person who uses
all kind of pressure, offensive questioning, insults, taunts, false projections of power and authority,
and various other available methods in order to succeed with his/her efforts to organizational
effectiveness.
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A (9,1) work environment is not a desirable and pleasant setting for people. Typical
reactions are simple flattering with the leader‘s wishes, with the trade-off being that concern for
production is finally compromised. The other alternative for some workers may be withdrawal
entirely into ―neutrality and indifference… They do the minimum work required to retain their jobs
and income, no more, no less‖ (Blake & Mouton, 1978, p. 25). Thus the (9.1) practice that is based
on Theory X attitudes becomes a self-fulfilling prophecy.
Fredrick Winslow Taylor described the subordinate activity known as soldiering (feigning to
work and/or sabotaging production) in his book ―The Principles of Scientific Management‖ (Boone
& Bowen, 1987) and argues that it is another frequent outcome of the (9,1) work environment.
Subordinates in the (9,1) setting often feel a continuous sense of insecurity. This condition typically
causes high turnover rates that add extra expenses to the organization‘s bottom line. The authors
also argue that the unions‘ growing power during the 1960‘s could be connected with subordinate
efforts to change a setting where concern for employees was neglected by executive management.
―Given effective leadership, they can achieve through numbers what they are unable to accomplish
individually‖ (Blake & Mouton, 1978, p. 27).
Blake and Mouton stressed throughout the Managerial Grid that the childhood
environmental conditions may have played a decisive role in the development of a leader‘s
particular grid style. In the (9, 1) setting leadership disposition these factors are as follows:
A (9, 1) Family Tendency — Parents put high emphasis on performance and achievements.
Only hard work was considered as valuable and practical. The primary emphases were placed on
obedience to parents but without any feedback or reward. The child‘s normal expansion of selfworth was damaged; later in life he/she has tendency to treat others the same way as he/she was
treated as a child.
Paternalism — Repeatedly was said to the child that others did better than he, developing an
attitude to win at all costs in order to overcome his deprived state.
Incomplete Pampering — The state when the parents consistently satisfy the demands of
their child. This can create an assertive person who very easily and effortlessly can neglect the
concerns of others.
Deprivation - The child in later life becomes motivated to strive in order to get ahead of
others and this way he/she tries to compensate what he may not have had in his childhood. Concern
for others is ignored (Blake & Mouton, 1978).
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Anger is a major trait among leaders with a (9, 1) leadership style mentality. If a child is not
taught in his formative years how to cooperate with others or how to treat other people with respect,
he will soon find himself in despair. This characteristic can persist into adulthood. This is really a
negative quality for leaders that will keep them from becoming problem solvers with and through
other people.
Over the long term he broader implications for ( 9,1 ) grid style organizations include
unionization and low level of productivity, and the gradual shift of the workforce over time to a
feeling of alienation and boredom relating to the general work environment (Blake & Mouton,
1978).
3.1.2 (1,9) Country Club Leadership Style
The absolute opposite of the Authority-Compliance Grid style is the (1,9) setting known as
Country Club Management. This leadership style portrays leader as the ultimate ―people pleaser,‖
for whom the concern for others becomes the primary motivator. If production goals get in the way
of keeping his people satisfied, this leader will do whatever is possible to make his subordinates
satisfied first and worry about production later.
This style leaders try to avoid conflicts at any price and often suffer from continual fear of
rejection, and they are somewhat of an enigma — they do not typically get sentimentally involved
with people. The reason for this is so the leaders can reach their own personal objectives without
being get involved with emotional attachments. This supervisor suffers from a great unhealthy need
for affection:
―The (1,9)-oriented person wants affection and approval from everyone, without regard to
whom and whether he feels genuine warmth for them or not… The word ‗deferential‘ catches a
significant aspect of the basic attitude‖ (Blake & Mouton, 1978, p. 41).
The reward power is the main mean for the (1,9) leader to keep discipline and to support his
subordinates in their performance. On the contrary, this leader is not able of employing the more
disciplinary coercive and legitimate powers. This incapability comes from his fear that using such
powers could damage his relationships. Therefore these leaders seldom attempt to exert their will
onto other people and prefer to accept the others ideas instead of forcing his own. Employees in this
type of workplace setting spend their day working at their own pace on projects that they like and
with co-workers that they are attracted to.
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Gatherings and meetings are preferable concepts for this leader, though he avoids essential
and deep discussions at these meetings in an effort to minimize disagreements and to preserve
accord. Generally employees are self-directed, and the leadership‘s detachment to production values
results in a fundamentally uninvolved workforce. When the leader does not show concern for
production, employees tend to approach product concerns in the same manner.
The basic motivation to the (1,9) leader is the avoidance of interpersonal conflict because it
disrupts harmony and threatens approval. Therefore, the leader uses an elaborate portfolio of
strategies to deal with conflict resolution before it can get out of control. these various coping
methods are:
Creating a Climate of Pleasantness — The leader‘s polite, kind, and cheerful nature towards
virtually everyone creates an atmosphere where the strife between subordinates and its possible
revelation will be minimized. Thus, differences will not be so evident and the leader will not be
constrained to deal with them.
Letting Others Go First — If the leader manages to persuade others to come up with
solutions to problems before he does, then the leader will not have the risk to receive criticism for
his own ideas. When the leader has to make a decision, the leader will generally propose an item
that will be likely accepted quickly.
Holding Your Tongue When You Disagree — The leader will not support a position that
may be challenged; he will try to imperceptibly block any issues that may cause disturbance or
disagreement.
Indirect Expressions of Position — When the leader expresses himself he will not take a
direct position towards a particular point of view. For example, he will ask leading questions to
provoke agreement and further discussion.
Explaining Away Negatives — When hostility arises and it needs to be dealt, the problem is
always attributed to something other than the work environment. For this type of leader the
workplace is never the reason of the problem.
Apologies and Promises — When results are nor reached as planned the leader will make
assurances that the offending behavior will not be repeated. Moreover he may also ask for
additional work assignments hoping to regain lost acceptance.
Smothering Differences — The leader highlights the positive and avoids the negative.
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Stifling Creativity — Creativity is considered as the issue that potentially causes the conflict
of ideas. The leader in this work setting stifles creativity in any way possible.
Dampening Pressures — When pressure comes from above to increase demands on
subordinates, the leader will offer promises, favors, and rewards to workers in an effort to make
them to accomplish the executive orders. If there are problems that must be passed down and
solved, the leader often makes the subordinates aware of it in small doses and this way he
minimizes the effect that it may have on group harmony.
Forgetting — (1,9) leader almost never rejects a request in an effort to gain employees favor
but seldom follows through. That is the reason why he is often seen as unreliable and forgetting
person.
Shading the Truth — When the leader attempts to avoid controversy, he can use
smoothening or hiding strategy over bad news though he is required to report it. Thus the effect of
the bad news may be minimized.
Based on what has been said above we can conclude that (1,9) leader is disposed to many
different calculating personalities depending on the situation. These traits can be manifested in the
forms of:
Generous giver of praise to employees in order to exercise future control over them.
Withholder of criticism even when it could be justified (this type of leader leads the
employees into a false sense of security while actually he attempts to satisfy his own need for
approval).
One who creates false friendships in order to get what they want.
―Yes man‖ as a mean to cultivate promotions and other future rewards.
Regarding childhood origins, these personalities are generally reared by paternalistic parents
and suffered from lack of affection in the years of their formation. The parents exert strong direction
and control over the child by telling him how to respond in almost every situation and do not give
him a space to develop his own decision-making skills. Thus, the child becomes utterly dependent
upon their parents and other authority figures. Later he becomes uncomfortable dealing with his
peers (who are neither adults nor authority figures) and with changes in general. This type of
leader‘s hallmark is a lack of independence. These individuals grow to become reliant on every
source that generates approval. Moreover, there are times when children who are rejected by (9,1)
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type parents become (1,9) approval seekers. ―Starved for love, (they) seem to have an insatiable
desire for affection. Any sign of rejection causes hurt and pain‖ (Blake & Mouton, 1978, p. 54).
The implications for employees who work under a (1,9)-type leader can take one of two
forms. The employees whose primary values are the relationships that are created at the workplace
and who are interested in a secure work environment feel comfortable. But employees who are
driven by challenging work, like to exercise creativity while fulfilling their duty, and want to make
an impact on their workplace will never satisfy their ambitions. These people would be most likely
to leave the organization.
Work environments that create this leadership type of mentality are scarce. There can be two
scenarios; the first can be demanding industry or a firm in a such high growth of profits that
efficiency is not a major concern. The second situation would be a quasi-monopolistic organization
where the only way to control efficiency would be a sabotage every good human relationships
(Blake & Mouton, 1978).
3.1.3(1,1) Impoverished Leadership Style
This style is representative of a leader who is unconcerned with both the task and
interpersonal relationships and whose primary motivation is to ―stay in the system‖ (Blake &
Mouton, 1978, p. 58). The (1,1) leader does a minimum that is necessary to maintain job position.
He has no particular concern for the work environment or for the people around him. Once leader
receives direction from above he accomplishes the work with the minimum required effort and
usually hopes that his behaviors will remain inconspicuous.
The (1,1) leadership style encloses the following characteristics:
No passion for the task or for the people with whom the leader works.
No commitment when facing with conflict.
Constant delegation of responsibilities.
The leader lacks humor and emotions.
He expects little from his subordinates and he gives even less.
The leader often hopes that he will go unnoticed and others too will avoid him.
The (1,1) leader‘s tendency is to maintain executive membership and continuity for his own
individual compensation. By giving the organization his minimal commitment, the behavior of the
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leader (at the least) maintains acceptable within the firm. They try to keep the physical and
functional appearances that create a false picture of involvement in job requirements. Hence they
get position, status, and pay from the organization with minimum effort in exchange (Blake &
Mouton, 1978).
Under (1,1) leadership style production will be just enough to get by. When it comes to
production improvement, the (1,1) leader generally blames inadequate manpower or equipment
(Blake and Mouton, 1978). Moreover, by not becoming concerned for either the production or for
the employees, the leader does not make effort to deal with his own personal inadequacies. Often
the lack of concern is initiated by offence when leader felt himself not fairly treated in some
situations. The leader starts to blame the system for his own lack of concern and he begins to draw
away from the work environment. ―These rationalizations serve the purpose of justifying
indifference (and) passivity… and make it unnecessary for him to admit to himself that he is not
involved‖ (Blake & Mouton, 1978, p. 59).
Other work environment where the (1,1) leadership style can emerge include when a person
under the direct supervision of others makes every effort to contribute to organization and in that
way gets promoted to a leadership position. Later when that person‘s own judgment becomes the
base for division development, the new leader can become wary of the risk of being exposed and
may retreat into a (1,1) style of behavior. Also the (9,1) leader who realizes in mid-career that he is
―losing the fight‖ can serve as an example. Things no longer concern him as they did earlier in his
career. Withdrawal seems a way for these leaders to avoid admitting failure. In addition, (1,1)-type
behavior style can emerge whenever a person cannot fight back against a (9,1) leader or afford to
leave his job (Blake & Mouton, 1978).
With reference to conflicts, the (1,1) style leader attempts to avoid of situations that would
require his involvement. He is visible around the company and seems involved, yet almost no one
knows what he stands for —this leader rarely offers sturdy opinions or says anything of a
substantive nature. Blake and Mouton state, ―If in charge, he ponders, delegating if in trouble…
(He) tries to talk his way out of the situation if uninformed‖ (1978, p. 64). A (1,1) leader acts as a
mere message carrier from above and below and makes sure the content of the message not to be
changed so as not to put his stamp on it. He tries to look of being involved with the organization,
but he is not known for his commitment to company objectives; on-the-job procrastination is
common.
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Subordinates under (1,1) leadership style generally choose one of four ways:
Motivated employees can see continual delegation as positive confirmation of their
commitment and they will go all out in an effort to get promotion. If this employee finds favor with
the (1,1) leader‘s supervisor he will bypass the (1,1) leader on a regular basis.
Some employees move themselves from their department to another or leave the
organization entirely.
Subordinates may adapt a (1,1) attitude themselves.
Employees may exert (9,1)-type pressures on the leader intentionally to make their boss
either react or leave (Blake & Mouton, 1978).
In (1,1) leadership environment the leader manipulates his employees into doing more and
more work simply by ignoring them. The boss exhibits his ―I Don‘t Care‖ attitude on regular basis.
With reference to childhood origins, (1,1) personalities are brought up

under close

supervision, criticism, and punishment. The child who was deprived of affection and freedom of
will withdraws into a world of isolation; Basically his will becomes broken. Another scenario for
(1,1) childhood development can be made for passive parenting techniques that show the child little
reaction whatsoever. The child isolates and is left disable ―to learn the skills that develop from
participation‖ (Blake & Mouton, 1978, 1972). However in an controversial case overly indulgent
parents can cause a (1,1) orientation development. Later when the child gets older, he may find that
his abilities do not match the ―perfect‖ view he has of himself. As a result, withdrawal occurs
(Blake & Mouton, 1978).
Though (1,1) organizations are rare, they can develop when bureaucracy rains, the
organization has outlived its worth, and where there is surplus in the budget relating to human
resources. Monotone and unchallenging work can lean towards this work environment as well.
However, totally (1,1) based organizations are scarce, there are many work environments with (1,1)
segments that perform for a long time.
―It is many times a situation of personal defeat leading to self-abdication that an individual
comes into (1,1) instead of beginning with. Its presence is really an indication of failure of the
individual leader and for the organization as well. It is failure in that he has accepted defeat… It is
failure for the organization in that individual productive efforts are not integrated with sound human
relationships‖ (Blake & Mouton, 1978, p. 71).
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3.1.4 (5,5) Middle-of-the-road Leadership Style
(5,5) Middle-of-the-road Leadership is some kind of realistic medium. The supervisor
observes it as the most practical leadership technique. When concern for production and for people
are in conflict it results in (5,5) style leadership. The distinguishing mark of this style ― is not to
seek the best position for both production and people… but to find the position that is in between
both, about halfway‖ (Blake & Mouton, 1978, p. 77).
This leader strives to gain popularity and a positive standing in workplace. In an effort to get
acceptance in the organization, his direction tends to superficiality; compromise and standing for
the majority become a practice. He seeks for practical decisions to production that will satisfy the
majority and not provoke the minority. Risk taking and creativity are not valued, but the ―safety in
numbers‖ approach becomes a standard model. The (5,5) leader is a follower rather than a leader,
often preferring past successful practices for new ideas. Strategies for organizational goal
achievement are not arranged in any systematic way, but rather they are put into action by trial and
error. The result is an inconsistent and ―responsive‖ leadership style (Blake & Mouton, 1978).
Basically (5,5) leaders observe other leaders behavior in their own departments and imitate them.
The (5,5) leader prefers relaxed and shared conversations when he deals with employees – in
that way he maintains his popularity. Group membership is also pleased because committees allow
leaders to delegate decision-making. ―He is likely to see his leadership role as that of a catalyst or
facilitator, one whose procedural skills help subordinates reach a majority point of view‖ (Blake &
Mouton, 1978, p.77).
Achievements are often expanded in order to match the subordinates‘ effort to
organizational goal. This makes workers more comfortable in case if target seems impossible to
reach. Though this situation arises seldom, the (5,5) leader makes every effort to make sure that his
subordinates abilities will match up with the original goals and targets. Achieving these goals thus
becomes a matter of routine.
The (5,5) leaders use ―persuasive logic‖ attitude when dealing with conflict (Blake &
Mouton, 1978). The methods are listed here:
The leader usually refers to the past when making decisions. In this manner he prevents the
self-reliance related conflicts.
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Organizationally established rules require diplomacy. Creativity is substituted by a reliance
on protocol.
When the leader observes other decision makers for leadership he uses tactfulness and
moderate ways. While doing this he restrains himself from expressing doubt. Novelties and
creativity do not represent the (5,5) leader‘s traits.
Under (5,5) work environment informal system referred to as putting out ―trial balloons‖ is
used as a mean to evaluate potentially unpopular decisions before their implementation. In (5,5)
leadership the leader very closely watches over the informal communication system. Thus he can
maintain in favor, answer to provocative actions, and prevent problems before they occur.
The boss cooperates with the majority whether the facts support this decision or not and
again controls any avoidable personal conviction.
The (5,5) leader maintains tentativeness so that he can stay flexible in case the popular
course of action presents itself. An unforeseen result of this tactic is that the inadequacy of his
behaviors may be revealed.
This leader is compromiser not because it is the best solution, but because it will make
everybody happy. Often the focal points will be ignored in an effort to soothe all sides.
Whenever the (5,5) leader he finds himself in the wrong position, he may distort the truth
rather than to acknowledge his mistake. However, he behaves this way in an effort to maintain
popularity, but over time this attitude can result in disagreement and conflict. The authors argue that
the (5,5) leaders usually do not realize their misrepresentations of others whenever they practice this
behavior.
Expediency that leads to disagreement is another distinguishing characteristic of this
environment; it is practiced at the expense of right actions that may take longer to arrange.
The (5,5) leader often practices the physical separation disagreeing employees. Basically
the leader does not make any effort to solve the more basic issues at the root of the conflict.
The leadership style utilizes several different acting strategies. These strategies are generally
used ―To hide his steadfastness of pursuing his own individual purposes from others. His intention
is to win the war. Losing a battle or two along the way is of no consequence‖ (Blake and Mouton,
1978, 89).
Firstly the leader tries to maintain appearance of a leader who is flexible and willing to
compromise. These traits do not represent bad qualities, but in the case of the (5,5) leader he only
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uses them in an effort to achieve his personal goals. Moreover, the leader manipulates both
employees and people around so that he can construct organizational policy with minimal effort
while he continues to pursue his own goals. He does it by acting as a friend after working hours. In
this way he influences key members of informal office circles, and strategically gives advice when
it is required – only if the personal benefits outweigh the costs. The long-term consequences of this
style of leadership are sorrowful; the authors note that tension due to feelings of anxiousness is
inescapable here (Blake & Mouton, 1978).
Subordinates being influenced by (5,5) work environment act the same way as their (5,5)
leaders do. The worker imitates his leader‘s lifestyle and develops mind-set of ―that‘s just the way it
is here.‖ He prefers long-term security rather than risk-taking by not rebelling against the
organizational system. Leaders also have a label of a ―Statistical‖ (5,5) (Blake & Mouton, 1978, p.
85), because this leader‘s style depends on the particular employee he is dealing with at the given
time and can be anywhere on the Grid. Finally, the leader‘s standard falls into a (5,5) style. Hi is
seen by employees as flexible leader. They are never forced to change and the status quo remains
the same.
The childhood origins of (5,5) leaders include a socially centered family structure. The child
is brought up to gain satisfaction from loyalty and from being popular. Relationship between child
and these types of parents stays shallow and finally child‘s peers are the ones who lead him into
adulthood. Therefore, when young person matures and he looks for status among his co-workers
(Blake & Mouton, 1978).
Blake and Mouton assert that in the 1970‘s the dominant leadership model in an
organization was (5,5) leadership style. At that given period of time this was most likely due to a
need of reasonable solution between a (9,1) (dominant in the first half of the 20th century) and (1,9)
(which was eventually considered as non-productive) positions.
―Many large organizations… have been unable to gear their membership to any greater
accomplishment or commitment than that represented by (5,5). This style of management is here to
stay and for a long time to come… It is able, over long periods, to endure as a way of life in large,
massive organizations… The challenge confronting modern management is to set higher goals than
(5,5) as the basis for future accomplishment‖ (Blake & Mouton, 1978, p. 93).
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3.1.5 (9,9) Team Leadership Style
The (9,9) leader is a team-oriented person who places a strong emphasis on both tasks and
interpersonal relationships. He seeks consensus between high production and optimal relationships
among subordinates and colleagues and promotes a high degree of participation and teamwork in
the organization and satisfies a basic need in employees. This was a totally distinct perspective to
leadership theory when Blake and Mouton formulated their original model in 1964. As it may be
due to the predominance of the (5,5) style at the time. The analysis of the idealistic (9,9) approach
in The Leadership Grid primarily has instructional nature.
Under a (9,9) environment the leader strives for constructive and creative ideas and allows
others to participate in the decision making process. He focuses on the value of the ideas and is not
afraid to use ideas that are different from his own. The only purpose of the leader is to get the best
possible solution and he tries every conceivable way to solve problems through teamwork. ―A (9,9)oriented leader is capable of acting sensibly to bring about effective results, maintaining consistency
but finding innovative solutions to fit unique problems and unusual circumstances‖ (Blake &
Mouton, 1978, p. 119). Another primary concern of this leader is to identify barriers that his
subordinates may be encountering and then finding a way to remove them.
A (9,9) leader devotes a lot of time to devise clear and specific objectives with his people
that are involved in organizational goal achievement. In this manner, they can come to an agreement
concerning how best to achieve these goals. Thus the workers are aligned with the objectives of the
firm as they perform and observe the outcomes of their work. Important information should be
shared with subordinates during the process: ―Genuine understanding of organization economic
health, work goals, unity of effort, and commitment arise out of discussion, deliberation, and debate
around major organization issues and by the mutual identification of sound objectives‖ (Blake &
Mouton, 1978, p. 98).
Another hallmark of the (9,9) leadership is the gathering of all substantial data and
perspectives in effort to make sound decisions. A unique course of actions is chosen when different
solutions are analyzed and discussed. Throughout this process, the leader relies on collaboration and
teamwork with his subordinates. Teamwork becomes relevant so that the people who are
responsible for carrying out the decisions are involved and committed to the final choice. They have
a deep understanding of how conclusions were formulated due to their active participation in the
decision-making process. Therefore, subordinates are more enthusiastic to accept a particular course
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of action, and they understand more fully how the decision will advance the purposes of the
organization. Blake and Mouton assert that in this environment, goals are not compromised or
reduced if they were not met, but rather the ―gap between achievement and excellence must be
clearly understood‖ (Blake & Mouton, 1978, p. 99).
In this system leader has to formulate objectives thoroughly, but the employee responsibility
is to arrange the specific steps (they devote the necessary time and effort), while at the same time
they leave room for flexibility. Thus the amount of time that is allocated for the goal achievement
plays a decisive t role. In case if the time period is long immediate activities will lose both their
pertinence and urgency. Vice versa if the time allowed to complete the goal is too short, the
stimulus will be again lost because it is either too simple or unrealistic to obtain a purpose in the
limited time (Blake & Mouton, 1978).
The goals that are set must have motivating value in order to be most effective in
influencing employee behavior.
―Standards are needed for deciding ‗how good is good?‘ and… the best standard is
Excellence, (which is) the best that rigorous thinking and analysis can visualize… The difference is
quality, which in itself is a source of motivation‖ (Blake & Mouton, 1978, p. 100).
The (9,9) leader pursues performance feedback practice relative to stated objectives. This
becomes another tool that can encourage employee motivation.
In the (9,9) system conflict should be expected and managed adequately. The authors offer
several ways how to manage this challenge effectively (Blake & Mouton, 1978):
For (9,9) leadership style free mutual exchanges is vital. Leader must accept both positive
and negative messages. This type of relationship is typified by spontaneity, trust, and openness.
The leader explains both the rationale and the particulars while presenting objectives.
Subordinates are trained to analyze and estimate. Whenever employees are enabled to see causeand-effect relations, they will generally support assignments.
Because the leader‘s purpose is to accept the best solution, he maintains openness to
alternative opinion when analyzing differences.
The (9,9) leader‘s appears as an innovator with respect to conflict resolution.
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Critique is considered as the involvement of two or more people to discover problems and to
find solutions. Critical approach can identify weaknesses and areas that need changes and further
improvement; this can be done in an intelligent manner.
The (9,9) leader deals with conflict in a probing and discerning way. He gets the adversaries
together and asks logical questions to allow them to confront their differences. The goal is to get the
subordinates to develop different perspectives.
Because the (9,9) leader‘s personal traits are integrity, trustworthiness, concern for others,
commitment to organizational goals, subordinates generally follow him. A positive work
environment extends to a ―can-do‖, which leads to the successful achievement of ―Excellence‖
when pursuing goals. Increased involvement in itself builds the friendly relations between
subordinates as employees have an emotional stake in seeing the organization succeed. Conversely,
when the (9,9) system is first introduced to an already established organization rooted in one of the
other management styles, employees typical reactions could enclose feeling as though too much is
being asked of them, or that the system may be unrealistic and impractical. Therefore, Blake and
Mouton outline a brief overview of ―the requirements for bringing change about‖ (Blake & Mouton,
1978, pp.106-108):
1. Leaders in organizations are taught Grid theories in order to provide a framework of
differing Leadership styles.
2. Leaders use questionnaires to identify the attributes that employees think good
leadership would consist of ((9,9) values are often the most likely choice).
3. Furthermore leaders are trained through additional exercises that help them to avoid selfdeception while examining their own leadership styles. Gaps are identified as to where
on the Grid the leader currently resides and on what he would like to accomplish in order
to become a more effective leader.
4. One‘s own peers are solicited for active support in an effort to shift to a (9,9) style.
When employees and work teams are knowledgeable regarding the various Grid styles
they actively participate in the change process.
Blake and Mouton assert that better leadership such as a (9,9) leadership style can create a
competitive advantage in future where new sources of advantage would be difficult to determine.
The greater acceptance of the behavioral leadership styles in the 1960‘s and 1970‘s occurred due to
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organizations readiness to move toward the (9,9) leadership style, because the desire to avoid the
negative effects of prior accepted styles of leadership was prevalent. Technology development in
the workplace and a more educated workforce presented a necessity for leadership strategies that
would propose added challenges to entry-level employees. The organizations that accepted the (9,9)
leadership style had the following effects:
1.

The organizations become more profitable.

2.

The relationships between leadership and unions and their subsidiaries were improved.

3.

The work teams activities were expanded in a variety of capacities.

4.

Antagonism between people who work together was relatively minimized.

5.

Personal commitment and effort was increased and creativity was expanded (Blake &
Mouton, 1978).

In addition to all leadership styles we observed in this chapter there are paternalistic and
opportunistic leadership styles that do not fall into already mentioned categories but represent the
combination of them.
Paternalism/Maternalism refers to a leader who uses both (1,9) and (9,1) styles but does not
integrate the two. This is the ―benevolent dictator‖ who acts graciously but does so for the purpose
of goal accomplishment. In essence the paternalistic/maternalistic style treats people as if they were
dissociated from the task.
Opportunism refers to a leader who uses any combination of the basic five styles for the
purpose of personal advancement.

3.2 Choosing a Leadership Style
The answer to the question related to what makes an effective leader gives the impression of
a simple decision, but the leadership theories reveal its complexity. Despite of the complexity,
however, individuals who are in positions of leadership are still faced with the practical question of
deciding which leadership pattern to adopt.
The Blake and Mouton‘s Managerial (leadership) Grid formed the basis for Hersey and
Blanchard‘s model of Situational Leadership, and it also provided a foundation for even more
complex contingency approaches to leadership. Noticeable among these studies are Fiedler‘s
Contingency model, that deals with relations between the manager‘s personality and the situation
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(Figure 1.4), and Tannenbaum and Schmidt‘s Continuum of Leader Behavior, that emphasizes that
the leader not only understand himself but also the other persons in the organization along with the
social environment as well.
The Tannenbaum and Schmidt‘s Continuum of Leader Behavior model describes various
leadership styles along a continuum from highly autocratic have one end to highly participative at
the other (Figure 3.2). The Seven different leadership styles are identified and illustrated along the
continuum. At one extreme the leader exercises his authority to simply make the decision and
announce it. However, at the other extreme the leader allows subordinates to have an area of
limited freedom where they can make decisions and direct their own activities within these limits.
According to Tannenbaum and Schmidt, the appropriate leadership style is determined by forces in
the leader, forces in the subordinates, and forces in the situation.
Figure 3.2

Continuum of Leadership Behavior by Tannenbaum and Schmidt

Boss-centered
Use of authority
By manager

Subordinate-centered

Area of freedom
By subordinates

MGR
makes &
announces
decisions

MGR
―sells‖
decisions

MGR
presents
ideas &
invites
questions

MGR
presents
tentative
decision
subject to
change

MGR
presents
problem,
gets
suggestions,
makes
decisions

MGR
defines
limits; asks
group for
decisions

SOURCE:

http://faculty.css.edu/dswenson/web/LEAD/continuum.html

MGR
Permits
subordinates
to function
within
superior
defined
limits

The forces in the leader include the leader's value system and the value the leader places on
participation and involvement by subordinates. The trust leaders have in their employees and the
leader's ability to manage with uncertainty are also essential.
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The forces in the subordinate include subordinates‘ high needs for independence, their
readiness to take responsibility for decision making, their interest in relation with problems, and
their experience to deal with them. When employees mature and gain competence in managing
themselves, leaders have to provide more freedom for them.
The forces in the situation include the organizations‘ culture and its history when
subordinates were permitted to exercise autonomy, unity in the team and the extent to which all
members work with one accord, subordinates insight and comprehension in the nature of problem
and necessary knowledge and experience for their solution, and the pressures of time, for team
decision making takes a long time and not so effective in a crisis situation.
The Tannenbaum and Schmidt‘ continuum proposes a convenient way to analyze a
leadership situation and adopt an adequate leadership model. The successful leader is one who
knows the situational forces and reacts adequately to them.

The successful leaders need to

understand themselves, the team members, the organization, and the broader social environment in
which they operate. As a long-term strategy, Tannenbaum and Schmidt encourage leaders to
change their subordinates and the situation in a way that allows them to gradually provide greater
opportunity for subordinate involvement.
Although a lot of books and articles were written regarding leadership, the framework
proposed by Tannenbaum and Schmidt still astonishes the followers. When we discuss the leader‘s
capacity to reward the behavior of followers, we should not neglect the capacity of the followers to
reward the leader by the ways they perform, because leaders are rewarded by organization in
accordance with group performance. Therefore the managers of high-performing groups are highly
rewarded by the organization.
Leaders‘ opportunities to influence others are not endless. They are limited by some factors,
such as the extent to which leadership decisions are preprogrammed due to precedent, structure,
technological specifications, laws, and the absence of available alternatives. Leadership can also be
constrained by some organizational factors that limit the leader‘s ability to communicate with
subordinates or reinforce their behaviors. The constraints imposed on leaders include external
factors, organizational policies, group factors, and individual skills and abilities.


External factors. Leaders are constrained in their actions because of certain economic
realities and country legislation. For example, leaders are required to pay at least the
minimum wage and they are required to enforce safety standards. Leaders who have un-
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skilled followers will have difficulty leading regardless of their leadership style, and the
availability of skilled followers is influenced by the external labor market. Some countries
have a much better labor market of skilled employees than others.


Organizational policies. The organization may constrain a leaders‘ success by limiting the
close relations between leaders and followers and by restricting the leader‘s strategy
concerning rewards or punishments of followers.



Group factors. Group norms are evolved from group directions. If the group is highly
cohesive and very determined, it can limit the leader‘s ability to influence the group.



Individual skills and abilities. Leaders‘ own abilities and skills may become impediments
for their effectiveness because they may not possess so much proficiency, energy, and power
than it is required. Some situations may simply require greater skills and abilities than the
leader may possibly hope to possess.

89

4. Research Methodology
4.1 Data Collecting Procedure
The methodological approach for the study was to investigate cultural dimensions on
societal level and core organizational leadership behaviors in Georgia in order to find out existing
relationship between these variables. Culture and leadership are different concepts, and when they
are investigated they are measured in separate ways using different questionnaires. Currently, there
are no measures that assess culture and leadership simultaneously, nor are there measures of cultural
leadership. There are questions that measure culture, and, and there are many measures of leaders‘
behavior. Therefore we used two questionnaires in our research. Besides questionnaire-based data
collection, qualitative research was done through interviews to make investigation more reliable and
especially to exclude biases.
We used the Implicit Leadership Theory approach for this research. Many researchers use
this Theory as a base for their researches. The implicit leadership theory holds that individuals
gradually develop, beginning as young children, a set of beliefs about the behaviors and
characteristics of leaders. For most individuals, details of his or her belief-set, or theory, are out of
conscious awareness, i.e., they are ―implicit.‖
A key element of implicit leadership theory is that leadership is in the eye of the beholder.
That is, ―leader‖ is a term applied by observers (think of them as followers, at least potentially) to
someone whose behaviors and characteristics match the observers‘ implicit belief-set.
Existing research-based leadership theory holds that people in an interacting group – in a
team, organization, community, or society – all share implicit leadership theories that are similar.
This occurs because people in groups share a great deal, including their environment, past history,
recent experiences, common challenges, systems of reward, philosophic or religious beliefs, core
values - this list could go on and on. It would be quite astonishing if they did not also share a
system of beliefs about leaders. The construction of items of the following questionnaires is based
on the Implicit Leadership Theory.
Questionnaires
We used two different questionnaires to examine nine cultural dimensions of Georgian
society and two core organizational leadership behaviors in Georgia respectively.
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Questionnaire 1.

In order to investigate Georgian societal culture in terms of nine cultural

dimensions (uncertainty avoidance, power distance, institutional collectivism, in-group
collectivism, gender egalitarianism, assertiveness, future orientation, performance orientation, and
humane orientation) we used the scale-questionnaire (Appendix 1) based on GLOBE studies.
Dimensions of Culture Questionnaire has 36 items. Each four items assesses one cultural
dimension. The questionnaire examines cultural practices, the way things are in Georgian society,
not the way people think it should be.
Questionnaire 2.

The Leadership Behavior Description Questionnaire (LBDQ) was used to

measure two different types of leadership behavior: Concern for Results and Concern for People.
This is one of the most famous of all the questionnaires that captures these two dimensions of
leadership. J.Hemphill and A. Coons developed the original LBDQ in the 1950s. The version we
have used in our research was developed by Andrew Halpin based on original LBDQ. It was
copyrighted in 1957 and used in his doctoral dissertation. Since then the LBDQ has remained as a
very useful and famous questionnaire for introducing above mentioned two leadership dimensions
that are still very much a constant in leadership studies. The LBDQ that we included in Appendix 2
was published by the Bureau of Business Research, College of Commerce and Administration, The
Ohio State University, Columbus, OH.
Samples
Sample 1.

A total of 200 Georgian citizens from Tbilisi, Rustavi, Gori, Kaspi, Kutaisi, Dusheti,

Jinvali, and seven different villages – Bazaleti, Mchadijvari, Kvavili, Magaroskari, Kunchecha,
Axalsopeli, and Leteti – were selected for a representative sample. They were asked to fill out the
Dimensions of Culture Questionnaire assessing nine cultural dimensions.
Sample 2.

The sample of employees (n=90) was selected from a total sample (n=200). This

sample captured all above mentioned cities, towns, and five villages – Bazaleti, Mchadijvari,
Kvavili, Magaroskari, Kunchecha. The employees represented different organizations: hospitals,
embassy, medical clinic, schools, banks, restaurants, supermarkets, commercial organizations,
petrol station. Among them were doctors, nurses, managers, lawyers, bank managers, teachers,
musicians, students, salespersons, waiters, taxi drivers, petrol station workers, and housewives.
They were requested to fill out The Leadership Behavior Description Questionnaire additionally.
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Anonymity was guaranteed. For this sample both questionnaires were attached to each other for
subsequent correlation analysis.
Sample 3.

The sample of employees (n=30) was selected from the sample 2 (n=90) for the

interviews.
Interviews
Interviews were conducted after interviewees had filled out given questionnaires. Interviews
were begun by a brief description of the research. They were semi-structured in the sense that
though we had a list of questions to be asked, these were only possible and guiding questions.
Questions were about the underlying factors that impacted them while evaluating the items of
Leadership Behavior Description Questionnaire. All these guiding questions were open ended. The
interviews were thus essentially free-flowing in which the interviewees were actually encouraged to
express themselves freely. The duration of these interviews ranged from 40 minutes to an hour.
Some of the guiding questions used in the interviews were as follows:
If your boss has asked you to fill out the LBDQ would your answers have been
different? Though anonymity was guaranteed, the evaluation of your boss’ behavior
while filling out the LBDQ was the same you share with your family and friends in your
everyday life or some other factors were subconsciously taken into account? And if so,
what are these impacting factors that first comes into you mind? Would it be helpful
and useful for your boss knowing your results of LBDQ concerning his/her leadership
style to work and lead more effectively? etc.
Leadership style research method
There is no doubt that leadership trait theories help people to identify some qualities that are
helpful and sometimes necessary when lead others. However these traits are not often an innate,
instinctive quality rather external behaviors that emerge from things going on within the leader‘s
mind. These internal beliefs and processes are essential for effective leadership. Understanding the
types of leadership styles based on leadership behavior theories is a necessary first step in
leadership development.
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Though Tannenbaum and Schmidt‘s Continuum of Leadership Behavior (Figure 3.2)
expresses leadership behaviors along a continuum ranging from boss-centered (task) to subordinatecentered (relationship) and presents criteria for involvement and delegation, it involves only initial
step of assigning a task to someone, not the following processes that may determine the
effectiveness of the outcome. It assumes neutral environment without social bonds or politics and
simplifies complex decisions to a two-polar dimension, that is more simple than reality is. That is
the reason why we used Blake and Mouton‘s Managerial (Leadership) Grid® that joins concern for
production and concern for people in a model with two intersecting axes (Figure 3.1). Each of the
axes is drawn as a 9-piont scale. By plotting scores from each of the axes, various leadership styles
can be illustrated. As we have already mentioned in Chapter 3.1 it portrays five major leadership
styles.
4.2 Data Analysis
Our independent variables are nine GLOBE cultural dimensions. Dependent variables are
two different types of leadership behaviors: Concern for Results and Concern for People.
Data analyses were performed in three major steps. In the first step, mean distribution
histograms (n=160) were constructed for nine cultural dimensions (Figure 4.1) and each of them
were compared with the other countries‘ the same cultural dimensions. In the second step, core
leadership behaviors and interviews‘ results were analyzed to describe the dominant leadership style
in Georgia. In the third step, correlation and regression analysis were conducted in order to find out
relationship between cultural dimensions and core leadership behaviors.
Cultural dimensions’ data analysis
Figure 4.1 describes the cultural dimensions of Georgia. These data help us to understand
how people of Georgia see the society in which they live and work in terms of cultural values.
Georgia‘s

cultural

dimensions

high-score

categories

are

In-Group

Collectivism,

Assertiveness Orientation, and Power Distance. The low-score categories are Gender
Egalitarianism, Uncertainty Avoidance, and Future Orientation. Performance Orientation,
Institutional Collectivism, and Human Orientation are medium-score categories.
Now we can compare Georgia‘s culture dimensions to other countries‘ culture dimensions.
The following Tables present information from the GLOBE project about how subjects from
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different cultures describe the dimensions of those cultures. For a better comparison we will put at
the top of each table our findings for the same cultural dimension of Georgia.

Figure 4.1

Cultural Dimensions Mean Score for Georgia on national Level

Culture Dimensions Mean Score for
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UA = Uncertainty Avoidance

IGC = In-Group Collectivism

FO = Future Orientation

PD = Power Distance

GE = Gender Egalitarianism

PO = Performance Orientation

IC = Institutional Collectivism

A = Assertiveness

HO = Human Orientation

Georgia‘s the highest ranking is on In-Group Collectivism. In-Group Collectivism reflects
the degree to which individuals have strong ties to their small immediate groups.
The example of the most family collective countries is Iran and the lowest collective
countries - Denmark (Table 4.1). As we observe Georgia is between medium and the most family
collective countries on In-Group Collectivism. It was clear from conducted interviews that this
variable is decreasing though it should be higher a decade ago.
Georgia‘s the second highest ranking is on Assertiveness. Assertiveness refers to the degree
to which individuals are assertive, dominant and demanding in their relationships with others.
Sweden and Germany (former East) represent examples of the least and the most assertive countries
respectively (Table 4.2). Georgia is among the most assertive countries.
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Table 4.1

Country Rankings on In-Group Collectivism

IGC index of Georgia is 5.11

Least Family Collective

Medium Family Collective

Most Family Collective

Countries in GLOBE

Countries in GLOBE

Countries in GLOBE

Denmark

3.53

Japan

4.63

Egypt

5.64

Sweden

3.66

Israel

4.70

China

5.80

New Zealand

3.67

Qatar

4.71

Morocco

5.87

Netherlands

3.70

Austria

4.85

India

5.92

Finland

4.07

Italy

4.94

Iran

6.03

SOURCE: http://zicklin.baruch.cuny.edu/.../breakfastwithexecutives.pdf

Table 4.2

Country Rankings on Assertiveness

A index of Georgia is 5.04

Least Assertive Countries

Medium Assertive Countries

Most Assertive Countries in

in GLOBE

in GLOBE

GLOBE

Sweden

3.38

Egypt

3.91

Spain

4.42

New Zealand

3.42

Ireland

3.92

U. S.

4.55

Switzerland

3.47

Philippines

4.01

Greece

4.58

Japan

3.59

Ecuador

4.09

Australia

4.62

France

4.13

Germany (former

4.73

EAST)
SOURCE: http://zicklin.baruch.cuny.edu/.../breakfastwithexecutives.pdf
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Georgia‘s the third high ranking is on Power Distance. This cultural variable refers the
degree which members of a collective expect power to be distributed equally.
Based on people‘s implicit beliefs Denmark is the lowest power distance country and
Morocco is the highest one on it (Table 4.3).

Georgia is among medium power distanced

countries.
Table 4.3

Country Rankings on Power Distance

PD index of Georgia is 5.03

Lowest Power Distance

Medium Power Distance

Highest Power Distance

Countries in GLOBE

Countries in GLOBE

Countries in GLOBE

Denmark

3.89

England

5.15

Russia

5.52

Netherlands

4.11

France

5.28

Spain

5.52

South Africa

4.11

Brazil

5.33

Thailand

5.63

Israel

4.73

Italy

5.43

Argentina

5.64

Costa Rica

4.74

Portugal

5.44

Morocco

5.80

(Black Sample)

SOURCE: http://zicklin.baruch.cuny.edu/.../breakfastwithexecutives.pdf

Georgia‘s ranking on Performance orientation is 3.33. Russia is among the least
performance oriented countries and Singapore is among the most performance oriented countries
(Table 4.4). This cultural variable reflects the degree to which a collective encourages and rewards
group members for performance improvement and excellence. Georgia is among the least
performance oriented countries.
Georgia‘s ranking on Institutional Collectivism is 3.31. This cultural variable refers the
degree to which individuals are integrated into groups within the society.
Greece is among the most individualistic countries but Sweden among the most collectivist
countries (Table 4.5). Georgia is among the most individualistic countries.
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Table 4.4

Country Rankings on Performance Orientation

PO index of Georgia is 3.33

Least Performance Oriented

Medium Performance Oriented

Most Performance Oriented

Countries in GLOBE

Countries in GLOBE

Countries in GLOBE

Russia

2.88

Sweden

3.72

U. S.

4.49

Argentina

3.08

Israel

3.85

Taiwan

4.56

Greece

3.20

Spain

4.01

New Zealand

4.72

Venezuela

3.32

England

4.08

Hong Kong

4.80

Italy

3.58

Japan

4.22

Singapore

4.90

SOURCE: http://zicklin.baruch.cuny.edu/.../breakfastwithexecutives.pdf

Table 4.5

Country Rankings on Institutional Collectivism

IC index of Georgia is 3.31

Most Individualistic

Medium Individualistic

Most Collectivist

Countries in GLOBE

Countries in GLOBE

Countries in GLOBE

Greece

3.25

Hong Kong

4.13

Denmark

4.80

Hungary

3.53

U. S.

4.20

Singapore

4.90

Germany (former East)

3.56

Egypt

4.50

Japan

5.19

Argentina

3.66

Poland

4.53

South Korea

5.20

Italy

3.68

Indonesia

4.54

Sweden

5.22

SOURCE: http://zicklin.baruch.cuny.edu/.../breakfastwithexecutives.pdf
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Georgia‘s ranking on Human Orientation is 3.25. This cultural variable reflects the degree to
which a collective encourages and rewards individuals for being fair, altruistic, generous, caring and
kind to others.
Former West Germany is among the least human oriented countries and Philippines are
among the most human oriented (Table 4.6). Georgia is among the least human oriented countries.
Table 4.6

Country Rankings on Human Orientation

HO index of Georgia is 3.25

Least Human Oriented

Medium Human Oriented

Most Human Oriented

Countries in GLOBE

Countries in GLOBE

Countries in GLOBE

Germany (Former

3.18

Hong Kong

3.90

Indonesia

4.69

Spain

3.32

Sweden

4.10

Egypt

4.73

France

3.40

Taiwan

4.11

Malaysia

4.87

Singapore

3.49

U. S.

4.17

Ireland

4.96

Brazil

3.66

New Zealand

4.32

Philippines

5.12

WEST)

SOURCE: http://zicklin.baruch.cuny.edu/.../breakfastwithexecutives.pdf

Georgia‘s ranking on Future Orientation is 3.08. This cultural variable reflects the extent to
which a collective encourages and rewards future-oriented behaviors such as delaying gratification,
planning and investing in the future.
Georgia is among the least future oriented countries (Table 4.7).
Georgia‘s ranking on Uncertainty Avoidance is 3.00. Uncertainty Avoidance refers to the
extent to which a society, organization, or group relies on social norms, rules and procedures to
alleviate unpredictability of future events. Russia has one of the lowest uncertainty avoidance index
and Switzerland is high on it (Table 4.8). Georgia is among the lowest uncertainty avoidance
countries.
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Table 4.7

Country Rankings on Future Orientation

FO index of Georgia is 3.08

Least Future Oriented

Medium Future Oriented

Most Future Oriented

Countries in GLOBE

Countries in GLOBE

Countries in GLOBE

Russia

2.88

Slovenia

3.59

Denmark

4.44

Argentina

3.08

Egypt

3.86

Canada (English
speaking)

4.44

Poland

3.11

Ireland

3.98

Netherlands

4.61

Italy

3.25

Australia

4.09

Switzerland

4.73

Kuwait

3.26

India

4.19

Singapore

5.07

SOURCE: http://zicklin.baruch.cuny.edu/.../breakfastwithexecutives.pdf

Table 4.8

Country Rankings on Uncertainty Avoidance

UA index of Georgia is 3.33

Lowest Uncertainty Avoidance Medium Uncertainty Avoidance

Highest Uncertainty Avoidance

Countries in GLOBE

Countries in GLOBE

Countries in GLOBE

Russia

2.88

Israel

4.01

Austria

5.16

Hungary

3.12

U. S.

4.15

Denmark

5.22

Bolivia

3.35

Mexico

4.18

German (Former

5.22

WEST)
Greece

3.39

Kuwait

4.21

Sweden

5.32

Venezuela

3.44

Ireland

4.30

Switzerland

5.37

SOURCE: http://zicklin.baruch.cuny.edu/.../breakfastwithexecutives.pdf
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Table 4.9

Country Rankings on Gender Differentiation

GE index of Georgia is 2.77

Most Gender Differentiated

Medium Gender Differentiated

Least Gender Differentiated

Countries in GLOBE

Countries in GLOBE

Countries in GLOBE

South Korea

2.50

Italy

3.24

Sweden

3.84

Egypt

2.81

Brazil

3.31

Denmark

3.93

Morocco

2.84

Argentina

3.49

Slovenia

3.96

India

2.90

Netherlands

3.50

Poland

4.02

China

3.05

Venezuela

3.62

Hungary

4.08

SOURCE: http://zicklin.baruch.cuny.edu/.../breakfastwithexecutives.pdf

Georgia‘s ranking on Gender Egalitarianism is 2.77. Gender Egalitarianism refers to the
degree to which a collective minimizes gender inequality.
Hungary and South Korea have the least and the most gender differentiated cultural indexes
respectively (Table 4.9). Georgia is among the most gender differentiated countries.
Table 4:10 provides an overall mean for how these dimensions were viewed by people from
all of the cultures. We entered Georgia‘s culture dimensions mean scores in the last column to get a
better understanding of how Georgians perception of their own culture compares to that of others.
We can also compare these scores to other specific cultures (e.g., Middle East or Latin America).
How Georgian culture relates to other cultures is the first step to improved understanding between
Georgian people and people from other cultures.
Power distance dimension scores for different selected cultural clusters are not available
because GLOBE research data of Power Distance dimension were not conclusive for cultural
clusters.
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Table 4.10

Cultural Dimensions and Mean Scores for Selected Cultural Clusters

Mean Scores of Selected Cultural Clusters
GLOBE
Cultural
Dimensions

Anglo

Latin
America

Middle
East

Southern
Asia

Latin
Europe

Globe
Overall

Georgia

Uncertainty
avoidance

4.42

3.62

3.91

4.10

4.18

4.16

3.00

Power
distance

Not
available

Not
available

Not
available

Not
available

Not
available

5.17

5.03

Institutional
collectivism

4.46

3.86

4.28

4.35

4.01

4.25

3.31

In-group
collectivism

4.30

5.52

5.58

5.87

4.80

5.13

5.11

Gender
3.40
egalitarianism

3.41

2.95

3.28

3.36

3.37

2.77

Assertiveness

4.14

4.15

4.14

3.86

3.99

4.14

5.04

Future
orientation

4.08

3.54

3.58

3.98

3.68

3.85

3.08

Performance
orientation

4.37

3.85

3.90

4.33

3.94

4.10

3.33

Humane
orientation

4.20

4.03

4.36

4.71

3.71

4.09

3.25

Table 4:11 summarizes the information given in the previous tables of this chapter and
gives a final picture how Georgian cultural dimensions are related with the same variables of other
countries, that is, into which group (―the least‖, ―medium‖, or ―the most‖) are they fallen. For
example, Performance Orientation represents medium-score category for Georgia, whereas it falls
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into ―the least‖ group in relation with other countries. This will help us to describe the culture of
Georgia in relation of others.

Table 4.11

Cultural
Dimensions

Nation Culture Dimensions of Georgia in Relation with Other Cultures

Rankings of Culture In relation to other countries
Dimension of Georgia

In-group
collectivism

5.11

Between ―medium‖ and ―the most‖

Assertiveness

5.04

―the most‖

Power
distance

5.03

―medium‖

Performance
orientation

3.33

―the least‖

Institutional
collectivism

3.31

―the least‖ (the most individualistic)

Human
orientation

3.25

―the least‖

Future
orientation

3.08

―the least‖

Uncertainty
avoidance

3.00

―the least‖

Gender
egalitarianism

2.77

―the least‖

In the second step, mean frequency distribution histograms (n=90) were constructed for two
main types of leader behavior: Concern for Results and Concern for People and interviews results
were analyzed.
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Leadership behaviors’ data analysis
Figure 4.2

Concern for People Frequency vs. Concern for Results Frequency

Concern for People vs. Concern for Results
35
30
30

25
20

Concern for People
14

10
5

21 22

19

15

32

14

11
4 0

5 2

6

Concern for Results

0

0

SCORING INTERPRETATION
1.0-2.4 Very low range
2.5-2.9 Low range
3.0-3.4 Moderately low range

3.5-3.9 Moderately high range
4.0-4.4 High range
4.5-5.0 Very high range

Based on scoring interpretation we can
conclude:
Concern for People Distribution:
9% - Very low;
11% - Low;
19% - Moderately low;
32% - Moderately high;
29% - High;
0% - Very high.

Concern for Results Distribution:
2% - Very low;
7% - Low;
16% - Moderately low;
30% - Moderately high;
26% - High;
19% - Very high.

As we can see there is correlation (r = 0.6) between Concern for people and Concern for
results variables (Figure 4.2). This itself indicates that dominant leadership style from subordinates
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observation should value both Concern for People and Concern for Results behaviors. Though only
the 9% of production oriented results fall into the low and the very low range, when the 20% of
employee oriented results are in the same range; and the 19% of production oriented results fall in
the very high range, when there is no results for employee oriented variable in the same range. Both
behaviors‘ distributions are skewed to the left.
Figure 4.3

Concern for People Distribution

Concern for People
Very high
0%

High
29%

Very low
9%

Low
11%

Mod.low
19%
Mod.high
32%

Concern for people sample distribution mean, median, and mode fall into moderately high
segment (mean=3.5; median=3.6; and mode=3.9). Standard deviation is 0.70031. 99% confidence
interval for population mean will be (3.34; 3.72). Hence probability that Concern for people
population mean will fall into Moderately low or Moderately high range is 0.99.
Concern for Results sample distribution mean, median, and mode also fall into moderately
high segment (mean=3.85667, median=3.9, and mode=3.6). Standard deviation is 0.62334. 99%
confidence interval for population mean respectively will be (3.68; 4,03). Probability that Concern
for results population mean will fall in Moderately high or even will reach High range is 0.99.
According to the scoring interpretation 99% confidence interval for both Concern or results
and Concern for People falls into Moderately high range though Concern for Results is a bit higher
than Concern for People.
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Figure 4.4

Concern for Results Distribution

Concern for Results
Very low; 2%

Very high;
19%

High; 26%

Low; 7%

Mod.low;
16%
Mod.high; 30%

Interviews analysis
From conducted interviews was clear that two factors, labor market environment and
historical development had their direct impact on employees‘ answers on Leadership Behavior
Description Questionnaire. Now we will describe each of these impacted factors.
Factor 1. Interviewees‘ evaluation of their leader‘s behavior was related with the labor
market environment of Georgia and with their job satisfaction level. High level of unemployment in
Georgia is associated with lower level of job satisfaction. Unemployment rates characterize working
conditions so far that they describe the labor market environment. High unemployment in Georgia
puts pressure on the economy as well as on the employed people to work more and also under worse
conditions. It increases competition for scarce jobs and people might be prepared to settle for worse
jobs because of the lack of alternatives. In short, people would be happy to have ―a job‖ instead of
having ―a good job‖ because of high unemployment in Georgia. Employees in Georgia are afraid of
being made redundant and thus accept worse conditions, which make them ―satisfied‖ with their job.
Gizachew Tiruneh (2004) assumes that the larger is the income of the middle class, the wider
is the distribution of power and the higher is the level of democracy. In other terms the power
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distribution will cluster around the average citizens. High level of unemployment results in lack of
middle class that in its part weakens the position of employed people in Georgia.
Factor 2. Interviewees‘ evaluation of their leader‘s behavior was related with the historical
development of Georgia. Throughout last decades and even centuries, society of Georgia was ruled
by governments and leaders who exercised power in a top down fashion when it seemed much
easier to maintain order and discipline using iron hand. Decision making was centralized at the
upper echelons. Implementation of action plans was based upon instructions from the top.
Over time the workers in such organizations only do as they are told. Top management reduces
thinking workers into unthinking robots since all decisions are made at the top and the slightest
change needs management approval. Also to practice favoritism is not exception. When fear of
losing control was strong enough vital information was guarded zealously. Only the trusted few had
the privilege to share some of the information, the rest of the workers needed only do as instructed.
Such organizations were slow in meeting the needs of customers and refused to recognize the reality
of external environment. Instead of looking outwards at the realities of the market, they were inward
looking.
All leaders have a healthy desire for power. It is only when power gradually becomes
abused does the negative influence on the organization. Unwillingly in Georgia such autocratic
leaders have become role models not only for some leaders but for some employees too.
The interview analysis‘ results made obvious that because of above mentioned two factors
interviewees‘ evaluation on Concern for people leadership behavior was comparably higher than it
was really meant. Their often repeated phrase was: ―Looking at others I don‘t have to complain.‖
Based on Leadership behaviors‘ data analysis and interviews analysis we can conclude that the
dominant leadership style in Georgia varies from Middle-of-the-road to Authority-Compliance.

Correlation and regression analyses
In the third step, correlation, linear and stepwise multiple regression analyses were
conducted between cultural variables and leadership behavior variables.
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Table 4.12

Mean, Range, and Correlation between Cultural Dimensions and Leadership Behaviors
Cultural Dimensions

LB

Mean Range IGC

CR

3.86

CP

3.5

2.274.53
1.64.6

A

PD

PO

IC

HO

FO

UA

GE

.47

-.23

.22

.44

-.41

.44

.21

.31

.24

.33

-.41

-.14

.28

.01

.11

.11

.32

.16

Table 4.13 Stepwise Multiple Regression Analysis of Cultural Dimensions predicting Leadership Behaviors

Concern for People
R Square

UA
UA, PD
UA, PD, IC
UA, PD, IC, IGC
UA, PD, IC, IGC, GE
UA, PD, IC, IGC, GE, A
UA, PD, IC, IGC, GE, A, FO
UA, PD, IC, IGC, GE, A, FO, PO
UA, PD, IC, IGC, GE, A, FO, PO, HO

Adjusted R

0.10139
0.132812
0.14773
0.189794
0.189953
0.245078
0.252369
0.273208
0.287584

0.069297
0.068575
0.049391
0.060161
0.021193
0.048142
0.014486
-0.00367
-0.033

R square change

0.031422
0.014918
0.042064
0.000159
0.055125
0.007291
0.020839
0.014376

Concern for Results
R square

UA
UA, PD
UA, PD, IC
UA, PD, IC, IGC
UA, PD, IC, IGC, GE
UA, PD, IC, IGC, GE, A
UA, PD, IC, IGC, GE, A, FO
UA, PD, IC, IGC, GE, A, FO, PO
UA, PD, IC, IGC, GE, A, FO, PO, HO

0.09386
0.128334
0.281747
0.408116
0.40841
0.419488
0.423005
0.574775
0.582633
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R adjusted

0.061498
0.063766
0.198872
0.313415
0.285162
0.26805
0.239415
0.412785
0.394818

R square change

0.034474
0.153413
0.126369
0.000294
0.011078
0.003517
0.15177
0.007858

Table 4.14

Linear Regression Analysis between Cultural Dimensions and Leadership Behaviors

Cultural Dimensions

Concern for People
INTERCEPT
SLOPE
2.933091
0.16718
3.881682
-0.09187
3.355291
0.004748
2.712114
0.128392
3.072045
0.109559
4.549944
-0.2377
3.188347
0.071148
2.948864
0.134043
3.186428
0.058105

Uncertainty Avoidance
Power Distance
Institutional Collectivism
In-group Collectivism
Gender Egalitarianism
Assertiveness
Future Orientation
Performance Orientation
Human Orientation

Table 4.15

Concern for Results
INTERCEPT
SLOPE
3.300418
0.124905
2.977086
0.117876
4.153626
-0.13797
2.890407
0.143481
3.292994
0.122305
4.13791
-0.10274
3.33605
0.112801
3.105545
0.165407
3.06293
0.176084

Summary of Proposed Hypothesis and Results

UA

PD

IC

IGC

GE

A

FO

PO

HO

Concern for Results

+

+

--

++

+

-

+

++

+

Concern for People

+

--

+

++

+

--

+

+

+

Note:
+ symbol = positive relationship
- symbol = negative relationship
++ symbol = positive relationships that support hypothesis
- - symbol = negative relationships that support hypothesis

IGC cultural dimension contributes to Concern for People as well as Concern for Results
leadership behavior. Both Power Distance and Assertiveness cultural dimensions restrict Concern for
People behavior. Performance Orientation contributes to Concern for results leadership behavior
while Institutional Collectivism inhibits it.
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Conclusion
According to our research, people see the society of Georgia in accordance to their implicit
belief-set as highly in-group collectivistic, highly assertive, with highly unequally distributed power,
moderately performance and human oriented, moderately collectivistic, highly gender differentiated,
low in uncertainty avoidance, and least human oriented. However, this picture will be slightly
changed if we compare it with other cultures. When taking into account information provided by
Table 4.11 and interview result, the picture of Georgia in terms of cultural dimensions is such as
following: they are moderately devoted, loyal and cohesive to their families or organizations.
Generally children live with their parents before their marriage and aging parents generally live at
home with their children. Parents take pride in the individual accomplishments of their children and
children do the same, though presently this tendency is moderately decreasing; they are highly
dominant, confrontational and demanding in their relationships with others; power is unequally
shared throughout the society and followers are often expected to obey their leaders without
question; they are less achievement driven because they are not rewarded for excellent performance;
they prefer individual interests rather than broader collective goals and accomplishments. Individual
interests are preferable even if collective goals suffer; Women are unequally treated; Rules and laws
are not stressed as a way to maintain order; and they don‘t emphasize strategic planning and are
engulfed in solving current problems than in planning for the future.
Dominating leadership style in Georgia varies from Middle-of-the-Road to AuthorityCompliance. This is the basic characteristics how employees in Georgia view their leaders‘
leadership style: generally leaders attempt to find a balance between emphasizing the work
requirements and still taking people into account. Though it seems as an ideal solution but it
includes in itself a necessity of giving away a bit of each behavioral value. This makes them
compromisers, who have an intermediate concern for the task and an intermediate concern for
people who do the task, but they are not committed. Their compromising style gives up some of the
push for production and some of the attention to employee needs. Leaders are more concentrated on
―numbers‖ and creativity and innovations are not preferred. As a result, neither production nor
employees needs are fully met. They prefer individualistic approach over collectivistic, that is
revealed in a positive as well as in a negative way. Also it is not rare for leaders to place heavy
emphasis on task and job requirements and less emphasis on people to the extent that people become
tools for getting job done. Moreover, employees sometimes do not expect to be involved in
decision-making, and as a result they do not have desire any more for that. Also there is a high
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tendency for Georgian leaders to practice favoritism. The leaders not so seldom are seen as
controlling, demanding, hard driving, and overpowering.
In-Group Collectivism, Institutional Collectivism, Assertiveness, Performance Orientation,
and Power Distance are related with the dominant leadership styles in Georgia, as Middle-of-theRoad and Authority-Compliance.
High In-Group Collectivism dimension contributes to both Concern for People and Concern
for Results. Hence it is the variable that contributes to Middle-of-the-Road Leadership style. Both
high Power Distance and high Assertiveness contributes to Authority-Compliance leadership style.
Though Performance Orientation is low, it contributes to Middle-of-the-Road as well as Authoritycompliance Leadership Style. Low Institutional Collectivism contributes to Middle-of-the-Road
leadership but inhibits Concern for result behavior.
Hence, especially high Power Distance and Assertiveness cultural dimensions do have its
restrictive and inhibiting impact on the leadership process development.

Recommendations and suggestions


Leaders should effect on organizational cultural values. Despite the hindering effect of
some cultural dimensions on leadership processes development in Georgia, organizational
leaders should effect on organizational cultural values and make it effective. Since leadership
and culture are ever-enveloping paradigms effecting and shaping each other, effective
organizational cultural values for its part will drive leadership to further development.



Leaders should stress group collaboration. Effective leadership requires a team effort,
because leadership is a relationship between those who inspire others and also those who
choose to follow and it is the quality of this relationship plays a decisive role when leaders
are engaged in getting difficult things done. Leader as a single person cannot transform a
great plans into significant realities through only his actions. Group collaboration and
individual accountability is that builds organization. Leaders in Georgia will not be able to
manage the present challenges during this economical transition without stressing the human
resources. Employees‘ participation into decision making processes should be encouraged
and team members should know that they would not be punished for disagreeing with
leader‘s point of view or anyone else. Team diversity and intense debates that lead to the
best decisions should become a competitive advantage for the organizations in Georgia.
When relationship with leaders and subordinates is not emphasized except for the purpose of
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giving instructions about task, a huge invisible wall is erected between leadership and
workers and mutual trust is severed. The style of relationship that‘s characterized by fear
builds distrust between leader and followers and will never produce anything valuable. Over
time subordinates become irresponsible and noncommittal. Georgian Leaders may set
performance goals but if the workers do not see some benefits in fulfilling organizational
goals, what leadership gets is the careless attitude of the workers. They do the minimal that
will keep them out of trouble, and that‘s it. They put on a façade when leaders are around.
The moment leaders are away, the careless behavior resumes. It is great teams that create
great companies.
Thus, team leadership style can effectively use existing human resources of Georgia to create
great teams that would become a competitive advantage. And it is great teams that can
contribute to the economical development of Georgia and build enduring, successful
organizations.


Leaders should avoid favoritism. Authority-Compliance leadership style is almost always
characterized by Favoritism. Leaders need to think rationally and act objectively without bias
and favoritism. The practice of favoritism in organization is definitely one of the weaknesses
of leadership. Leaders have to mold his subordinates into well united team and bring
everyone into agreement on major goals and objectives.



Necessary traits that Georgian leaders should have:
1. Maintaining and developing the unique personal characteristics. Leaders need to
develop their own leadership approach that would be consistent with their personality
and character. The fact that all leaders are different is valuable. Therefore leaders do not
have to imitate all the acknowledged characteristics of a leader in order to develop the
image or persona of a leader. Especially they do not have to imitate celebrity CEOs from
movies or real life but to stay their own person. At first it may not seem so essential but
over time it will interfere to build environment of integrity and trust. Though leaders may
be born with leadership potential, they need to develop themselves to become good
leaders. While imitation of others does not require much effort, developing own
leadership approach may takes of many years of personal development, experience, and
hard work. Often the pressures of an organization push them to get adjusted to its
normative approach. But if leaders conform to an approach that is not consistent with
who they are, they will never become effective leaders.
111

Furthermore, over time leaders will have to polish their approach to be effective in
leading different types of people in different types of environment. This is essential for
their development as a leader. Leadership is not virtual rather real lifetime experience
and there are times to encourage, inspire, and motivate people, and times to be tough
about people decisions or financial decisions. There are times to delegate work, and
times to be deeply engaged in the details. There are times to communicate public
messages, and times to have private conversations. The use of adaptive styles does not
mean losing identity, and is also very different from playing a succession of roles rather
than it means being yourself.
2. Understanding the purpose of own leadership. Everyone in order to become a leader first
must answer the question, ―Leadership for what purpose?‖ Leaders are attracted to the
power and prestige of being a leader of an organization and the financial rewards that go
with it. In spite of very high unemployment level and scarce job opportunities in
Georgia, leaders have to understand the purpose of their leadership. Without a real sense
of purpose, leaders are at the mercy of their egos and are vulnerable to narcissistic
impulses. There is no way leader can adopt or make impression that he has adopted
someone else‘s purpose and still be an effective leader. Leader can study the purposes
others have and he can work with them in common purposes, but in the end the purpose
his leadership must be uniquely his.
3. Practicing solid values. Leaders are defined by their values and their character. These
values and personal qualities are shaped by leaders‘ personal beliefs, developed through
study, introspection, consultation with others and finally, the lifetime of experience.
These values determine leaders‘ moral compass that directs him. Without that any leader
can be lost on the way to success, because they would lack sense of right and wrong.
While the development of fundamental values is crucial, integrity and credibility is the
values that are required in every leader. Integrity is not just the absence of lying, but
telling the whole truth, as painful as it may be. Values are empowering and motivating.
They keep leaders focused on why they are doing, what they are doing and on the ends
toward which they are striving. His values will keep him focused on purpose. Georgia
needs leaders who will affect the organizational culture with deep sense of purpose and
true essential core values, who will not be seduced by immediate opportunities for
―success‖ and end up sacrificing the future of their organizations and people they lead. In
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response to the current problems in Georgia, new laws, regulations, and other changes
may be appropriate and necessary, but it is impossible to legislate integrity, stewardship,
and sound governance. Over the long term purpose-oriented, mission-driven, valuecentered organizations create great teams that build great organizations, become peak
performers and in this way benefit the whole country.
4. Establishing enduring relationships with employees. One of the distinguishing marks of a
leader is the capacity to develop close and enduring relationships. Sometimes leaders
think that their job is to create the strategy, organizational structure, and organizational
processes. Then they just delegate the work to be done, remaining apart from the people
doing the work. The detached leadership style will not be successful. Employees need
personal relationships with their leaders before they will submit themselves fully to their
jobs.
5. Practicing and demonstrating self-discipline. This quality is essential for the leaders.
Although some leaders may have good values but lack of discipline will keep them away
from converting those values into consistent actions. Georgian Leaders must have the
self-discipline to do everything possible to demonstrate their values through their actions.
In case when fail, it is equally important to admit their mistakes. Generally leaders are
highly competitive people and they have to know that competing requires a consistently
high level of self-discipline to be successful. Sometimes leaders who generate near-term
results by improving operational effectiveness are confused with genuine leaders.
Achieving operational effectiveness is an essential result for any leader, but it alone does
not ensure long-term success.
6. Encouraging heart of employees. Over the last years, businesses in Georgia have strived
to engage the physical and mental abilities of their employees and as a result, maximize
the output of their workers. Leaders have to go one step further by engaging the hearts of
their employees through sense of purpose. When employees believe their work has a
deeper purpose, their results will incredibly increase. This factor will become company‘s
competitive advantage.
Hence, Georgian leaders in order to build enduring business organizations should develop
their own leadership approach consistent to their personality and be self-disciplined; lead with
purpose, meaning, and values; and build enduring relationships with employees.
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Appendix 1

Dimensions of Culture Questionnaire

1. In this society orderliness and consistency are stressed, even at the expense of
experimentation and innovation.
Strongly
disagree
1

2

3

4

5

Strongly
agree
7

6

2. In this society, people are generally:
Non-aggressive
1

Aggressive
2

3

4

5

6

7

3. The way to be successful in this society is to:
Take life events
as they occur
1

Plan
ahead
2

3

4

5

6

7

4. In this society, the accepted norm is to
Accept the
status quo
1

Plan for
the Future
2

3

4

5

6

7

5. In this society, a person‘s influence is based primarily on:
Contribution to
the society

Individua
l
performance

1

2

3

4

5

6

7

6. In this society, people are generally:
Non-assertive
1

Assertive
2

3

4

5

6

7

7. In this society, leaders encourage group loyalty even if individual goals suffer.
Strongly
disagree
1

Strongly
agree
2

3

4
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5

6

7

8. In this society, most people prefer to play:
Only team
sports
1

Only individual
sports
2

3

4

5

6

7

9. In this society, people are generally:
Not at all
concerned
about others
1

Very concerned
about
others
2

3

4

5

6

7

10. In this society, people are generally:
Non-dominant
1

Dominant
2

3

4

5

6

7

11. In this society, children take pride in the individual accomplishments of their parents.
Strongly
disagree
1

Strongly
agree
2

3

4

5

6

7

12. The economic system in this society is designed to maximize:
Collective
interests

1

individual
interests
2

3

4

5

6

7

13. In this society, followers are expected to:
Question their
loeaders when in
disagreement
1

2

Obey their
leaders without
question
3

4

5

6

7

14. In this society, people are generally:
Tender
1

Tough
2

3

4
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5

6

7

15. In this society, teen-aged students are encouraged to strive for continuously improved
performance.
Strongly
disagree
1

Strongly
agree
2

3

4

5

6

7

16. In this society, most people lead highly structured lives with few unexpected events.
Strongly
disagree
1

Strongly
agree
2

3

4

5

6

7

17. In this society, boys are encouraged more than girls to attain a higher education
Strongly
disagree
1

Strongly
agree
2

3

4

5

6

7

18. In this society, major rewards are based on:
Only factors other than
performance (for example,
seniority or political connections)
1

2

Only
performance
effectiveness

3

4

5

6

7

19. In this society, societal requirements and instructions are spelled out in detail so citizens
know what they are expected to do.
Strongly
disagree
1

Strongly
agree
2

3

4

5

6

7

20. In this society, being innovate to improve performance is generally:
Not rewarded

1

Substantially
rewarded
2

3

4

5

6

7

21. In this society, people are generally:
Not at all
sensitive
toward others
1

Very sensitive
toward others

2

3

4
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5

6

7

22. In this society, there is more emphasis on athletic programs for:
Girls
1

Boys
2

3

4

5

6

7

23. In this society, parents take pride in the individual accomplishments of their children.
Strongly
disagree
1

Strongly
agree
2

3

4

5

6

7

24. This society has rules or laws to cover:
Very few
situations
1

Almost all
situations
2

3

4

5

6

7

25. In this society, people in positions of power try to:
Decrease their
social distance
from less
powerful people
1

Increase their
social distance
from less
powerful individuals
2

3

4

5

6

7

26. In this society, rank and position in the hierarchy have special privileges.
Strongly
disagree
1

2

3

4

5

6

Strongly
agree
7

27. In this society, aging parents generally live at home with their children.
Strongly
disagree
1

Strongly
agree
2

3

4

5

6

7

28. In this society, more people:
Live for the
future than live
for the present
1

Live for the
present than live
for the future
2

3

4
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5

6

7

29. In this society, people place more emphasis on:
Planning for the
future
1

Solving current
problems
2

3

4

5

6

7

30. In this society, people are generally:
Not at all
tolerant of
mistakes
1

Very tolerant of
mistakes

2

3

4

5

6

7

31. In this society, people are generally:
Not at all
generous
1

Very
generous
2

3

4

5

6

7

32. In this society, power is:
Shared throughout
the society
1

2

Concentrated
at the top
3

4

5

6

7

33. In this society:
Individualism is
valued more
than group cohesion
1

2

Group cohesion is valued
more than
individualism
3

4

5

6

7

34. In this society, it is worse for a boy to fail in school than for a girl to fail in school.
Strongly
disagree
1

Strongly
agree
2

3

4

5

6

7

35. In this society, who is more likely to serve in a position of high office?
Woman
1

Men
2

3

4
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5

6

7

36. In this society, children generally live at home with their parents until they get married.
Strongly
disagree
1

Strongly
agree
2

3

4

5

SOURCE: http://www.bsos.umd.edu/psyc/.../GLOBE_Phase_2_Beta_Questionnaire.pdf
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Appendix 2
A = Always

Leader Behavior Description Questionnaire
B = Often

C = Occasionally

D = Seldom

E = Never

1. S/he does personal favors for group members.

ABCDE

2. S/he makes her/his attitudes clear to the group.

ABCDE

3. S/he does little things to make it pleasant to be a member of the group.

ABCDE

4. S/he tries out his new ideas with the group.

ABCDE

5. S/he acts as the real leader of the group.

ABCDE

6. S/he is easy to understand.

ABCDE

7. S/he rules with an iron hand.

ABCDE

8. S/he finds time to listen to group members.

ABCDE

9. S/he criticizes poor work.

ABCDE

10. S/he gives advance notice of changes.

ABCDE

11. S/he speaks in a manner not to be questioned.

ABCDE

12. S/he keeps to her/himself.

ABCDE

13. S/he looks out for the personal welfare of individual group members.

ABCDE

14. S/h assigns group members to particular tasks.

ABCDE

15. S/he is the spokesman of the group.

ABCDE

16. S/he schedules the work to be done.

ABCDE

17. S/he maintains definite standards of performance.

ABCDE

18. S/he refuses to explain her/his actions.

ABCDE

19. S/he keeps the group informed.

ABCDE

20. S/he acts without consulting the group.

ABCDE
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21. S/he backs up the members in their actions.

ABCDE

22. S/he emphasizes the meeting of deadlines.

ABCDE

23. S/he treats all group members as her/his equals.

ABCDE

24. S/he encourages the use of uniform procedures.

ABCDE

25. S/he gets what s/he asks for from her/his superiors.

ABCDE

26. S/he is willing to make changes.

ABCDE

27. S/he makes sure that her/his part in the organization is understood by

ABCDE

group members.
28. S/he is friendly and approachable.

ABCDE

29. S/he asks that group members follow standard rules and regulations.

ABCDE

30. S/he fails to take necessary action.

ABCDE

31. S/he makes group members feel at ease when talking with them.

ABCDE

32. S/he lets group members know what is expected of them.

ABCDE

33. S/he speaks as the representative of the group.

ABCDE

34. S/he puts suggestions made by the group into action.

ABCDE

35. S/he sees to it that group members are working up to capacity.

ABCDE

36. S/he lets other people take away her/his leadership in the group.

ABCDE

37. S/he gets her/his superiors to act for the welfare of the group.

ABCDE

38. S/he gets group approval in important matters before going ahead.

ABCDE

39. S/he sees to it that the work of the group members is coordinated.

ABCDE

40. S/he keeps the group working together as a team.

ABCDE

SOURCE: http://cehs.unl.edu/mbryant/801/LeaderQuestionnaire.htm
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