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Introduction
Multiculturalism has become inextricably linked to the phenomenon of

globalization: the two phenomena form a dichotomy that dominates the current
debate in research and practice about cultural convergence or divergence
(Brewster, 2002; Blyton, 2001; Landes, 2000; Porter, 2000; Cray and Mallory,
1998; Poortinga, 1997; Smith and Bond, 1993).
Why is globalization important for cross-cultural management? One of the
reasons is that there are signs of a certain global cultural standardization that
may eventually lead to one or more global cultures. This scenario would imply
that today’s cultural pluralism or multiculturalism will disappear. In
management this would lead to universally and globally applicable principles.
In this scenario, the rationale and motivation for cross-cultural research would
cease to exist.
As I will argue below, the effects of globalization on cross-cultural
management may have been overemphasized in the past, and more
differentiated hypotheses about the interaction of globalization and
multiculturalism are being postulated.
One is that the two phenomena are complementary rather than mutually
exclusive, and they occur at different levels: globalization occurs at the macrolevel

and

mostly

impacts

cultural artifacts

and

behavior,

whereas

multiculturalism occurs at the micro-level and affects lower cultural levels such
as assumptions, values and attitudes.
Before reviewing multiculturalism and its effects on management, i.e. crosscultural management, I want to briefly describe the context in which
multiculturalism is now embedded - globalization. Held et al. describe
globalization as “the widening, deepening, and speeding up of a world-wide
interconnectedness in all aspects of contemporary social life” (Held et al., 1998:
2). The authors suggest that three approaches to globalization may be
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distinguished: the hyperglobalist thesis asserts “the denationalization of
economies through the establishment of transnational networks of production,
trade and finance” (Held et al., 1998: 3); the skeptical thesis argues that the
world is as globalized as it was in the past, and that nations are not in danger of
being merged into ‘superstates’ (Held et al., 1998: 5); the third, the
transformational thesis states that globalization brings together global and local
(Cf. Hilb, 2000) and that cultural distribution depends more on wealth and
resources than on geographic distribution (Held et al., 1998: 7). House et al.
similarly argue that it was globalization that created an increased need for
cross-cultural research and practical advice for leaders of global organizations
(House et al., no date: 6). Empirical observation of nations and supranational
institutions (e.g. the European Union) in recent years suggests that the
hyperglobalist scenario is not very likely to occur, since nations are reluctant to
give up their identity and political freedom. The skeptical and the “glocal” or
transformational theses (Hilb, 2000: 6) are more likely to occur.
Despite globalization - or perhaps because of it - multiculturalism is a
driving force at the micro-level and, in a business context, affects teams, work
groups, and individuals (Held et al., 1998, 415-416). Multiculturalism and
globalization, however, are not new phenomena: multiculturalism, for example,
is deeply rooted in history.
(…) in the Middle East and the Mediterranean World, a multiplicity of
cultures coexisted in rural areas as well as in cities since Antiquity.
From the time of Alexander the Great, Greek speaking urban elites
dominated lower groups pertaining to a wide variety of languages,
religions and cultural traditions from Egypt to Central Asia or
Northern India. The Roman Conquest did not modify substantially this
pattern. With Islam, the religion and language of ruling groups
changed, but the cultural mosaic was not rubbed out. Diasporas played
an important part in the religious and economic life of major
kingdoms and empires since the ancient times (Claval, 2001: 1).

Contrary to other authors arguing that globalization will erase cultural
differences, Claval (2001: 11), argues that increased mobility and enhanced
communication has enabled many cultures to survive, instead of perishing.
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Although the presence of mass cultures leads to a high degree of cultural
standardization, Claval (2001: 10) goes on to argue that the latter process has
mainly affected the upper levels or layers of cultures, i.e. their manifestations
and products (Cf. chapter 2.1.1). On a lower level, assumptions, values and
attitudes have remained unchanged, or were even reinforced as a reaction
against global standardization.
Guillén also argues that globalization encourages rather than discourages
diversity and multiculturalism (Guillén, 2000: 2). One argument that supports
this thesis is that, in line with social science approaches, variation and diversity
of economic action provide multiple solutions to complex problems of
economic performance. In a global world such solutions are also of paramount
importance.
Vargas Llosa argues differently by saying that the disappearance of local or
national cultures is in fact underway and “unavoidable”, but due to
modernization, not to globalization (Vargas Llosa, 2001: no page). A
significant aspect of modernization is technology, and since technology is also
mostly universal, a universalization of technology-related aspects of life is
somehow unavoidable. Vargas Llosa concurs with the authors cited above in
arguing that the dynamic aspect of culture must not be forgotten: it is natural
that cultures evolve over time (Cf. chapter 1.4), and it is in this context that a
potential convergence of cultures, at a certain level, must be verified.
That is why the best defense of our own cultures and languages is to
promote them vigorously throughout this new world, not to persist in
the naive pretense of vaccinating them against the menace of English
(Vargas Llosa, 2001: no page).

The cultural convergence or divergence issue focuses on both the macrolevel (societies, organizations) and on the micro-level (groups, individuals).
Child argues that on the micro-level multiculturalism prevails, i.e. people
making up organizations maintain or strengthen their cultural dissimilarities
(Child, 1981: 305). Laurent (quoted in Adler, 1991: 42-46) argues that
managers working outside their country tend to emphasize their native culture

4

Introduction

even more instead of acquiring traits from their hosting country. Thus, Italians
become even more Italian; Germans become more German, and so on.
Organizational culture seems to further enhance national cultural differences
instead of erasing them (Cf. also Hofstede, 2001: 426).
Until now, most cross-cultural management (CCM) research has focused on
the multiculturalist thesis, using the cultural convergence and “universalist”
standpoint as a null hypothesis (Smith, 2001: 21). In the “universalist” scenario,
cultural dimensions would play a negligible role and would have no impact on
universal managerial practices. It is indeed difficult to tell - from a practical
perspective - whether a managerial practice such as goal setting (i.e.
management by objectives) is, for example, a universally applicable managerial
practice or if cultural differences in assumptions, values and attitudes must be
considered when using this instrument (Cf. Vansteenkiste, 1996). One of the
goals of CCM, as an applied research field, is to define which managerial
practices are universal and which are culturally contingent.
As some authors postulate, it is important to clarify the researcher’s cultural
background before discussing assumptions, values and attitudes, and
formulating hypothesis about cultural theories. Tayeb notes that “researcher’s
own cultural values and attitudes could get in the way of understanding their
subjects of study” (Tayeb, 2001: 102). For this reason I will outline my cultural
origins below to provide a basis for understanding my personal bias.
I was born in the northern, German-speaking part of Switzerland, but spent
most of my life in the southern, Italian-speaking part of Switzerland (Ticino). I
went to school in Ticino, but I had to move to St. Gallen, in the Germanspeaking part of Switzerland, to attend university. I spent the last twelve years
mostly in the north, St.Gallen and Zurich. As my parents are Swiss-German,
and I grew up in a Swiss-Italian region and later spent considerable time in the
German-speaking part of Switzerland, my values are probably a blend of the
Germanic and the Latin.
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A self-assessment of values is not a simple task, so I decided to use the
questionnaire I developed for this dissertation to assess my culture. The
questionnaire is based on standardized items from Project GLOBE’s interim
results, and on cultural dimensions defined in the same project. This project and
its findings are discussed further in chapter 2.4.8. More information about the
questionnaire can be found in chapter 3.
The following are my scores from my assessment of the cultural dimensions
at the societal level (As Is) for my bicultural background (CHD for SwissGerman and CHI for Swiss-Italian) and on the individual (To Be) (1=lowest,
7=highest):
Level of analysis Cultural dimension (GLOBE) As Is To Be
Societal level:

Power Distance

3

1

As Is

Uncertainty Avoidance

6

2

Humane Orientation

5

3

Institutional Collectivism

3

2

Family Collectivism

2

3

Assertiveness

5

2

Gender Egalitarianism

3

6

Future Orientation

5

3

Performance Orientation

5

6

Table 1: Own cultural assessment; Source: author, based on
House et al., no date: 76

The assessment of current practices (As Is) and value orientations (To Be)
on the societal level provides insight into the researchers’ own cultural
orientation and bias; this might become relevant in the qualitative section of
this dissertation. My own view on societal culture’s value orientations (To Be)
in German-speaking Switzerland is the following: high Gender Egalitarianism
and Performance Orientation, low Power Distance, low Uncertainty Avoidance,
Assertiveness and Institutional Collectivism, moderately low Humane
Orientation, Family Collectivism, and Future Orientation. If I had to fill in the
same questionnaire for societal culture in Italian-speaking Switzerland, the
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resulting scores would be markedly different in the Humane Orientation,
Family Collectivism, Assertiveness and Performance Orientation dimensions.
I would like to start this cross-cultural journey with a practical example of
perceptual differences. According to Hall, “language is one of the extension
systems that most characterizes human beings”, and is one of the main
expressions of our own culture (Hall, 1976: 169). Language differences show
how cultural differences may affect communication and perception. The
following sentence illustrates the role of perception:
FINISHED FILES ARE THE RESULT OF YEARS OF SCIENTIFIC STUDY
COMBINED WITH THE EXPERIENCE OF YEARS

By quickly counting the F’s in the above sentence, perceptual differences
between native and non-native English speakers become apparent. Most native
English speakers count three to four F’s, whereas non-native ones will count up
to all six of them. The reason for overlooking the ofs is that, based on our
cultural conditioning, we pay more attention to the important parts of the
sentence. Similar examples are managers who fail to mention certain facts that
are obvious to them because of their cultural conditioning (Adler, 1991: 68).
In the following chapters I will provide a particularistic view of Swiss
cultures from an organizational perspective, and explore their impact on
managerial practices in an increasingly global environment.

1.1

Background and motivation

My motivation for undertaking this dissertation was basically two-fold: my
own experience of the impact of culture on real-life organizational and societal
contexts, and the interesting research opportunities in the field of cross-cultural
management.
During my past working experience I had the opportunity to work and live
among many different cultures and nationalities from both the western and
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eastern hemispheres. During the course of this project work, I had to deal with
many different cultures, deliver by deadlines, within budget constraints and
defined quality standards. The manager leading people from different cultures
suddenly faces questions about her/his employees’ assumptions, values, and
attitudes and the role these dimensions play with regards to the project’s
success. I personally faced the same questions, which made me curious about
the mechanisms underlying cross-cultural management.
As outlined in the introduction, my bicultural background enables me to
view many real-life situations from two viewpoints: the German-Teutonic and
the Italian-Mediterranean Kulturbrille (Cf. Hall, 1976). This open-mindedness
alone did not always enable me to understand my colleagues from the U.S.,
U.K., India, Japan or other countries when collaborating on a highly complex
and risky project. My experience is that it is difficult to understand and master
cross-cultural issues intuitively, and that it is important to combine personal
insights with a proper theoretical background. This is one reason why I chose to
write this dissertation.
My own cross-cultural insights as a project or team leader were limited and,
in retrospect, not very specific. Firstly, both formal and informal
communication is very important in cross-cultural project environments. I
learned that enough time must be devoted to understanding how your team
members understand and interpret orders or directions, and to how they
understand and intend to solve common issues. Another important insight from
a practical perspective was that having a mediator or informant (a person from
a foreign culture, but with some experience in cross-cultural team work) in a
team can substantially help to increase team cohesion and effectiveness. A
common ground for cross-cultural teams is always constituted by the specific
and common functional or technical knowledge the team members possess. I
also found that, to a certain extent, an ethnocentric or parochial behavior is
unavoidable (Cf. Adler, 1991; Hofstede, 2001). Leading or being part of a
project in one’s own country promotes the attitude “it is my country, and they
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have to adapt to my/our customs”. Unfortunately, as my personal experience
shows, this approach creates significant problems and is probably detrimental
to achieving the project’s goals. These are some of the personal insights I
gained from my relatively narrow, though intensive, experience, with no
previous grounding in cross-cultural theory. In my opinion, neither these
insights nor cross-cultural awareness is enough to manage a cross-cultural team
properly and achieve superior performance. Theoretical knowledge about the
interplay of culture and organizational outcomes is also needed. This is another
reason for my decision to write this dissertation.
Another motivation stems from the wider business context: core values are
one of the four control systems by which business strategy is implemented
(Simons, 1995: 159). This highlights the relevance of culture at the strategic
level, as well (Cf. Chapter 2.1.2).
In a wider research context, as mentioned in the first chapter, the issue of
cross-cultural team management is an important research topic in the era of
globalization and world wide mobility. The trend toward cross-cultural teams is
unbroken and fed by increasing mobility and globalization of organizations and
by cultures coexisting within nations for historical or immigration-related
reasons. Switzerland is a special case in this regard as it unifies two phenomena
in the same nation, within-nation and domestic multiculturalism - the difference
between the phenomena will be explained in chapter 1.6 - which makes the
issue of cross-cultural management in Switzerland even more complex to
investigate. These questions of a more scientific nature also motivated me to
undertake this study.

Introduction

1.2

9

Research domain

In the following chapters I will try to identify the most important gaps in
current cross-cultural research. For this purpose I will specifically review the
state of present-day cross-cultural research that indicates the direction in which
this research is headed.
Smith, for example, argues that in the future cross-cultural research will
have to improve in the following areas: theory, understanding of the level of
analysis (country/nation, organization, and individual), comparability of
measurements, and finally the exploration of the efficacy of managerial
practices in different cultural settings (Smith, 2001: 21).
Tayeb sees other areas for improvement: she argues that the cultural
dimensions portrayed by Hofstede Triandis, Schwartz, and Trompenaars are
oversimplified and do not promote an in-depth understanding of cultural
phenomena (Tayeb, 2001: 92). Other aspects of culture than those in the
defined cultural dimensions might have influenced one’s assumptions, values,
or attitudes. She argues:
We really need to look at national culture in a more holistic manner,
with our eyes and ears open to all possibilities – to see the whole
elephant and not just a few parts of its body; we need to understand
the raison d’être of our discipline deeper and better (Tayeb, 2001: 96).

Osland and Bird have created such a holistic framework. I will present it in
chapter 2.4.7.
The statements by the above-mentioned authors demonstrate the significant
gaps in the discipline of cross-cultural research despite the considerable volume
of publications in the last two decades and the need for detailed research in
many areas (Triandis, 2001: 20). Some of the gaps cited above can be
addressed by improving research design; others are related to the execution of
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the empirical section. The gaps and solutions for bridging them will be
considered in the corresponding chapters of this dissertation.
Until now, most cross-cultural research has been carried out in the western
hemisphere, more specifically in the U.S., with a few notable exceptions in
Asia. (Cf. Smith, 2001). Comparisons of managerial practices in the U.S. and in
Asia abound, but need to be supplemented with within country assessments. I
have also (unsuccessfully) attempted to include CCM research from countries
such as Italy and Switzerland. Research has been conducted on a global scale in
the last three to five years thanks to Project GLOBE (Cf. chapter 2.4.8). Project
GLOBE, which involved researchers from more than fifty countries, is a first
step in the direction of globally distributed research efforts in CCM.
It is likely that independence from the U.S. cross-cultural research
hegemony as claimed by Bond et al. (2001:28) will enhance the process and
propositions of cross-cultural research. In fact, culture may not only be the
research topic, but may also influence the choice of research strategies and
methods (e.g. holistic approach) and, accordingly, produce innovative research
results.

1.2.1

Research scope

The scope of this dissertation is to analyze cross-cultural management
within Switzerland in a Swiss financial services company. I will analyze
societal, organizational and suborganizational subculture as well as leadership
prototypes in Switzerland. The differences - or similarities - between the
empirically assessed cultures will constitute the basis for new conceptual
frameworks for cross-cultural management in Switzerland.
The rationale for choosing Switzerland to carry out within-country crosscultural research is well summarized by Lewis: “In terms of cultural collision,
Switzerland is a prime candidate” (Lewis, 1999: 214). Limiting the scope to
Switzerland will cover a gap in current research regarding within-country
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cultural assessments. Living in the analyzed country and sharing the Swiss
value systems enables the researcher to analyze this culture from both an emic
(within Switzerland) and an etic (comparing subcultures) research perspective
(Cf. House, 1999; Gudykunst, 1994; Bird, 2000; Schaffer and Riordan, 2001;
Smith and Bond, 1993). The terms emic and etic will be defined in chapter
1.3.3.
The bulk of international cross-cultural research has treated Switzerland as
one homogeneous culture. Only a few authors, such as House et al. (2002)
(Project GLOBE, Cf. chapter 2.4.8) and, to a certain extent, Hofstede (2001),
have assessed Swiss subcultures. Many studies on Swiss culture from an
insider’s perspective exist, but their approach is of a more political nature, and
their main interest lies in national cohesion (Cf. the SOPHIA study in chapter
1.6.4). An all-encompassing assessment of Swiss culture in the context of
cross-cultural management (CCM) does not exist to date.
Other factors to consider with respect to past research on CCM in
Switzerland are: a) it has relied heavily on Hofstede’s or other authors’
empirical scores, without independently assessing the corresponding cultural
dimensions, and b) almost none of the researchers analyzing Swiss culture from
a cross-cultural management perspective were Swiss. This is in line with other
cross-cultural studies, where only 4% used an emic analysis (Schaffer and
Riordan, 2001: 5).
The most encompassing recent cross-cultural management research study
(Project GLOBE) is an exception: the two researchers assessing cultures in
Switzerland are German but lived in Switzerland for a considerable time. CCM
research carried out by a Swiss citizen in Switzerland does, however, increase
the

researcher’s

bias.

Her/his

findings

are

increasingly

prone

to

misinterpretations or the researcher could fail to clarify unstated assumptions
that could later influence other factors, such as the research methods employed.
The emic perspective, as postulated by Tayeb (2001: 96) and other authors,
may be fruitful for gaining more depth in empirical data collection. My
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knowledge of two (Italian- and German-speaking Switzerland) of the three
cultures in Switzerland will - in my opinion - contribute to the assessment and
interpretation of results. Appropriate measures will be put in place to reduce the
influence of bias (Cf. chapter 3.2). This dissertation will attempt to assess
cultural dimensions empirically and independently at different levels, and to
compare the results to the empirical results of other authors (Cf. Schaffer and
Riordan, 2001).
In his analysis of success determinants of the Swiss Radical Right in
Switzerland, Skenderovic reaches interesting conclusions regarding the
homogeneity of Swiss culture.
[…] Switzerland is generally described as the prototype of a statenation strongly relying on political will […]. The federal state brings
together four ethnoculturally distinct regions with their own languages
and cultures. This and the institutional mixture of the three key
elements: direct democracy, federalism and neutrality, is seen as a
pillar of Swiss national identity […]. Some thus argue that Swiss civic
nationalism is difficult for the radical right to exploit, which, in its
ultra-nationalist discourse, depends upon the concept of a
homogenous ethnic and culture nation (Skenderovic, 2001: no page).

According to Skenderovic a common, homogeneous Swiss culture does not
exist, although some elements constitute a common Swiss national identity.
The constructs of identity and culture are difficult to separate: what is
identity and what is culture, does culture determine identity or vice-versa? As
Hofstede puts it, “identities consist of people’s answers to the question: Where
do I belong? They are based on mutual images and stereotypes and on emotions
[…] but not on values” (Hofstede, 2001: 10, emphasis added). He further
argues that two people may share a common culture (and therefore values), but
have a different identity, for example a linguistic region. Camilleri and
Malewska-Peyre distinguish two types of identity: social identity, as opposed to
personal identity. Social identity deals with attributes of similarity to other
individuals and social groups (Camilleri and Malewska-Peyre, 1997: 48), and is
more relevant for CCM research. The concept of social identity will be further
discussed in connection with the Social Identity Theory (SIT) in chapter 2.1.3.
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The concept of perceived similarity, together with specific implications of SIT
on work groups and teams, will be reviewed in chapter 2.7.
Whether linguistic regions constitute subcultures per se (including values),
or whether they are merely different identities within the same culture, is a
research question that can only be partially answered in this dissertation. The
interplay between identity and culture is particularly interesting when
considering societal culture and identities beyond the political boundaries of
nations. An example of this interplay in Switzerland and the surrounding
countries will be presented in chapter 4.2.3.
Language regions in Switzerland can be geographically divided as follows:

Figure 1: Language regions in Switzerland; Source: author

The Swiss “Germanic” cultural cluster encompasses German-speaking
Switzerland and approximately 85 % of the Swiss population. The Latin
cultures such as the Swiss-French, Swiss-Italian and the Swiss-Roman or
Romansch are hypothesized to be different.
The empirical rationale for doing cross-cultural management research in
Switzerland is that numerous companies in Switzerland are organized
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regionally, and the management of these organizations and their employees
requires not only cross-cultural awareness, but also knowledge of how to best
employ the available cultural diversity.
This dissertation’s research scope is further limited to the analysis of
management teams in a defined and possibly homogenous professional culture.
The reasons for choosing one homogeneous professional culture will be
detailed at the beginning of chapter 3.
Apart from a nation or society, other cultural entities will be simultaneously
analyzed: these are the organization, suborganizational (e.g. organizational
unit) and individual. This dissertation will focus on four distinct levels: societal
culture (defined a national culture and/or subcultures), organizational culture,
organizational subculture and leadership prototypes, which in this dissertation
are assumed to be located at the individual level of analysis.
Punnett and Withane included these levels of analysis in a conceptual
framework that will be taken as a basis for the whole dissertation.
Organizational
culture
Contingencies
• Economic/
technological
setting
• Political/legal
setting
• Ethnic background
• Religion

Societal culture:
-Customs
- Language

Individual culture
- Personal values/
ethics
- Attitudes
- Assumptions

Organizational
behavior

Figure 2: General conceptual CCM framework;
Source: Punnett and Withane, 1990: 70

According to the framework presented above, organizational behavior is
determined in part by the employee’s individual culture, which, in turn, is
influenced by organizational and societal culture. Societal culture is influenced
by various contingencies and influences organizational culture. I will separately
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assess all these cultural entities in the empirical section and formulate
appropriate hypotheses at the end of the same chapter.
Aycan et al. (2000) analyzed the impact of the environment on internal
work culture and HRM practices more in detail. They differentiate between the
physical and socio-political environment (including aspects such as history,
politics and socialization), and the enterprise environment (including market
characteristics, nature of industry, ownership/control and resource availability).
The physical and socio-political environment influences the enterprise
environment and socio-cultural dimensions, which I will term societal culture.
The corporate environment and socio-cultural dimensions influence the internal
work culture, which is equivalent to the organizational and suborganizational
culture. Societal and organizational contingencies also play an important role in
this dissertation’s analysis and will be considered accordingly.
Other diversity dimensions such as age, gender, ethnicity or other related
aspects will not be specifically analyzed. In the empirical quantitative part (Cf.
chapter 3.3.3) I will briefly analyze gender-related effects for the collected
evidence.
The aspect of virtuality (Cf. Scholz et al., 2001; Maznevski and Chudoba,
1996) is closely related to this dissertation’s topic and would deserve separate
attention, but will not be specifically analyzed herein. However, in the
empirical qualitative section (Cf. chapter 3.3.6), the aspect of trust in virtual
teams will be discussed.
In terms of managerial practices, this dissertation will mainly focus on
leadership, communication, team roles and specific aspects of organizational
behavior. Other practices such as team development and performance will be
explained in chapter 2.7 to provide the context for the team management, but
will not be specifically in the empirical part.
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1.2.2

Research questions

This dissertation examines the following research questions:
a) Societal culture
Is Switzerland culturally homogenous or not? Which subcultures
can be identified? Which cultural dimensions are homogeneous
among subcultures, and which are not?
b) Organizational culture
How is organizational culture perceived in the three Swiss
language regions? How strong is the perception of organizational
culture compared to organizational subcultures? What is the
relationship between societal and organizational culture and
subcultures? Do organizational cultures and subcultures override
societal cultures and subcultures?
c) Leadership prototypes
Do leadership prototypes differ in Switzerland? Which attributes
of leadership prototypes differ in which language regions?
d) Frameworks (ex-ante hypotheses)
What is the impact of cultural differences on managerial
practices?
The null hypothesis of this dissertation is addressed in the first question. If
empirical data demonstrates that Swiss subcultures do not differ significantly,
the null hypothesis will be confirmed, and Switzerland’s culture may be
assumed to be homogenous for cross-cultural management purposes. Although
this conclusion would contradict direct observation in Switzerland as well as
previous research from House and other authors, it would also be considered an
acceptable conclusion of the dissertation. The general implication of the null
hypothesis would be, for example, that managerial practices do not need to be
adapted within Switzerland.
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Research objectives

The primary research objective of this dissertation is of an exploratory
nature (Yin, 1994: 15): to explore cultures and cross-cultural management
within Switzerland. The goal is to collect data and to explore the defined
constructs and, if possible, their relationships.
The secondary goal is to construct new hypotheses based on potential
outcomes from the explorative section (Yin, 1994: 31). Primary and secondary
research goals take precedence over the development of new theory.
The stated goals have implications for both research and practice. The
evidence assessed in this dissertation’s empirical part, i.e. the quantitative
cultural dimensions, may be further employed, e.g. for validation and testing
purposes. The employed research techniques, i.e. the questionnaire, may be
further refined by future cross-cultural researchers in or outside Switzerland.
Finally, it is hoped that the stated hypotheses will provide a point of departure
for research and practice to increase cross-cultural awareness and form a
tentative basis for cross-cultural management within Switzerland. As Bond et
al. point out, as disciples of management science “we have accepted a mandate
to inform practice. More than most fields interfacing with culture, ours may be
tested in the give and take of practical outcomes” (Bond et al., 2001: 25).
Another specific objective is to contribute to wider cross-cultural research
by assessing House et al’s cultural dimensions in Italian-speaking Switzerland.
Although the scores assessed in this dissertation may not be entirely
representative, the comparison to French-speaking and German-speaking
Switzerland will provide interesting results.
A further research objective can be attained by assessing leadership
prototypes. As Hofstede puts it “asking people to describe the qualities of a
good leader is in fact another way of asking them to describe their culture”
(Hofstede, 2001: 388). According to Hofstede, leadership prototypes provide
an additional view on culture in a defined setting. The identification of different
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leadership prototypes also has direct implications for practice and research,
such as providing a basis for new hypotheses.
Although the scope of this dissertation is limited to Switzerland, its
subcultures, and their impact on managerial practices in Switzerland, this study
may contribute to wider cross-cultural research in the following ways:
a) By demonstrating that in Switzerland, as in other countries with strong
within-nation and domestic or “immigrated” multiculturalism, cultural
dimensions scores are not homogeneous as assumed by past and current crosscultural management research (Cf. Hofstede, 2001), but need to be assessed
separately for each subculture;
b) By formulating hypotheses on the impact of culture on organizational
behavior, more specifically leadership and team roles in Switzerland. Such
hypotheses may also be adapted and tested in other nations and cultures;
c) By contributing to the exploration of new combinations of different
research methods employed in CCM research.
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Methodology

The methodological part of this dissertation consists of two chapters: the
first will follow immediately and deals with general methodological aspects of
the dissertation; the second will start at the beginning of chapter 3 and will
discuss more specific methodological aspects of the empirical section such as
case design.
This dissertation is based on the general assumption that the external world
is objectively knowable and that, to a certain extent, it is possible to relate
observable phenomena to causes in cross-cultural research. I also assume that
constructs such as cultural attitudes or behaviors may be related to and
determined by other variables, and that these variables can be identified.
Realism, positivism and determinism thus constitute one pillar of this
dissertation. This positivist approach is also historically rooted in the western
culture.
In cross-cultural management, researchers have increasingly recognized the
importance of advantages of holistic approaches since some outcomes may not
be clearly attributable to cultural or non-cultural determinants (Smith, 2001;
Tayeb, 2001). Therefore, an interpretivist approach shall also be adopted as a
second pillar to gain more depth in understanding cultural dimensions, levels
and how cause-effect relationships really function in this research field (Cf.
Miles and Huberman, 1994).
These two pillars form the dissertation’s foundation. The primary goal of
the dissertation is of an explanatory nature, as previously stated, whereas the
second goal relates to the creation of new hypotheses. Both description and
generalization will thus be employed in the dissertation. The descriptive or
interpretive part is needed to gain a more in-depth understanding and it should
yield a thick description of the cultures under analysis (Triandis, 2001: 19).
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Generalization might provide new hypotheses or theories, for example in the
form of a framework for further testing.
In the next chapter I will review differences between positivism vs.
interpretivism, description vs. generalization, and induction vs. deduction as
applied to cross-cultural research.

1.3.1

General research approaches

Two distinct approaches are seen in social research concerning multicultural
phenomena: comparative research and cross-cultural research. Both
approaches will be reviewed in the following chapters and sections.
The issue of comparative vs. cross-cultural research approaches in social
sciences dates to the period of Emile Durkheim (1858-1917) and has several
dimensions, one of which is the previously mentioned positivist vs.
subjectivist-interpretivist approach to research.
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The following table summarizes the differences and similarities between
description, generalization and comparison.
Factors
Status of data
Richness of data
Data gathering

Description
Focused data
Very rich
Inductive

Strategic use of
research
Testable
Hypothesis
Positivism,
Interpretivism
Nature of theory
Realism
Speculation
Data accuracy
Credibility of
analysis

Understanding
Minor
importance
Interpretivism,
subjectivism
Primary
High
Low
High
High

Comparison
Comparative data
Very rich
Inductive/
deductive
Differentiation

Generalization
Limited data
Low quality
Deductive

Major importance

Major
importance
Positivism,
subjectivism
Tertiary
Low
High
Low
Low

Interpretivism,
subjectivism
Secondary
High
Low
High
High

Universalization

Table 2 Research approaches; Source: Venkatesch, 1995: 12

Description involves a detailed account of facts as observed and gathered
by the researcher, along with her/his impressions of the people, settings,
practices, and institutional arrangements. Under description, one may also
include interpretation.
Comparison may be viewed as a logical extension of description in that two
or more cultures are examined along one or more pertinent dimensions.
Comparison in this sense means cross-cultural comparison.
Researchers speak of generalizations when comparisons lead to valid
generalizations across cultures on the basis of cross-cultural similarities.
The positivist tradition aims at generating universal principles of behavior
across different cultural settings whereas the subjectivist tradition emphasizes
differences rather than similarities between cultures.
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Traditionally, cross-cultural psychologists have tended to be more
positivistic.

Sociologists

have

tended

to

be

slightly

less,

whereas

anthropologists have used interpretive methods (Cf. Hofstede, 2001; Triandis,
1995a; Gudykunst, 1994; Hall, 1976). Psychologists and sociologists often rely
on theories and frameworks that are monocultural, and their main research
efforts are directed toward applying their monocultural theories to crosscultural settings. This has led many researchers to assume that the fundamental
properties of behavior must be the same in all cultures, with only situational
differences. As the term psychology suggests, the focus of attention is
individual behavior or, more specifically, individual psychological behavior,
which is shaped by cultural factors (Cf. Steers and Sanchez-Runde, 2002;
Nisbett et al., 2001; Sperber and Hirschfeld, 1999; Skynner and Cleese, 1993).
In this sense, this dissertation takes a primarily subjectivist, descriptive and
comparative stance and thus aims to achieve an in-depth understanding of both
cultural phenomena and differences.

1.3.2

Methodological best practices

Much has been written about the need for sound methodological approaches
and better theory by cross-cultural research authors (Tayeb, 2001; Smith; 2001;
Triandis, 2001; House et al., 1999). The newly founded International Journal of
Cross-Cultural Management has generated a substantial number of articles on
this topic.
Hofstede’s seminal study in the late 1970s and continued reference to it in
the scientific community, for example, have led researchers to question whether
the application of Hofstede’s cultural dimensions to many different fields is
reasonable (Cf. McSweeney, 2000; Hampden-Turner and Trompenaars, 1997;
Søndergaard, 1994). The general consensus seems to be that quantitative
studies are necessary to gain more breadth in cross-cultural research, but must
be complemented by qualitative studies to gain more depth (Cf. Tayeb, 2001).

Introduction

23

Schaffer and Riordan analyzed a significant number of cross-cultural
studies and propose methodological best practices for cross-cultural research
(Schaffer and Riordan, 2001: 31). They have identified three stages.
In stage one - the formulation of the research question - both an emic and
etic approach should be adopted (Cf. Jackson and Aycan, 2001; Gudykunst,
1994; Berry, 1989). The viability of country as a synonym for culture should be
assessed: does a country/nation correspond to a culture, or do several cultures
coexist in one country/nation? Furthermore, if using Hofstede’s dimensions,
variables should be assessed instead of using Hofstede’s country scores (Cf.
Hofstede, 2001).
In stage two – the alignment or the research context – the equivalence of
samples and proper survey administration should be ensured.
In the last stage – the validation of research instruments – semantic and
measurement equivalence should be ensured (for further details Cf. Salzberger
et al. 1999: 25). Semantic equivalence needs to ensure that the same
concept/construct is understood identically by different respondents.
The first stage mainly applies to the early theoretical section of this
dissertation, and will be considered accordingly. The second and third stage are
relevant for the empirical part, and will be examined at the beginning of chapter
3.

1.3.3

Cross-cultural research approaches

Triandis identified three methodological alternatives for cross-cultural
research: first, thick description, in line with the anthropological approach, of a
single culture using qualitative methods (Jackson and Aycan, 2001: 7); second,
what he calls the indigenous perspective, which focuses on the impact of local
phenomena on managerial practices; third, the cross-cultural perspective,
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which examines phenomena across cultures (Triandis, 2001: 19). A
combination of these approaches will be adopted in this dissertation.
Cross-cultural or comparative research (“vergleichende Kulturforschung”)
can be carried out with both quantitative and qualitative methods. Hilb calls the
quantitative method the Western approach, whereas the qualitative method is
referred to as the Japanese approach (Hilb, 2000: 46).
These approaches are different and yield different results, as the table below
shows. Brewster further divides the western research paradigms into
universalist (American approach) and contextualist (European approach)
(Brewster, 1999: 214-215).
Methods
Criteria
Theoretical
position

Western approach:
quantitative method
“Universalism”
knowledge
accumulation

Research goal

Hypothesis testing

Number of
countries
Cultural
research
approach

Analysis of many
countries
- analytical
- hierarchical
- rational
- abstract
- goal-oriented
Critical rationalism

Our cross-cultural
approach
UniversalismCulturalism:
knowledge and
experience
Address open research Search for hypotheses
questions
Analysis of one
Analysis of few
country
countries
- synthetic
Combination of both
- harmonic
research approaches
- intuitive
- specific
- holistic
Historicism
Optimistic realism

Comparison of
different issues

Holistic comparison
(helicopter view)

Representative sample
Only “hard” methods

Case study
Only “soft” methods

Emphasis on
similarities between
cultures

Emphasis on
differences between
cultures

Philosophical
approach
Research
context
Sample
Research
method
Data analysis

Japanese approach:
qualitative method
“Culturalism”
experience
accumulation

Holistic comparison in
specific key
dimensions
Opportunistic sample
“Hard” as well as
“soft” methods
Emphasis on patterns
between cultures
(similar/different)

Table 3: Cross-cultural approaches; Source: based on Hilb, 2001: 47

Like Tayeb (2001: 96) and Smith (2001: 23), Hilb concludes that a
reconciliation of the Western and the Japanese approach is necessary to fully
exploit CCM research. Multi-method research with a combination of
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quantitative and qualitative designs is preferable to a merely quantitative
comparison of many countries. This is also one of the gaps in current CCM
theory, where much research has been conducted using Hofstede’s five
dimensions, but not enough in-depth, “thick” and interpretivist research is
available on specific countries or cultures (Cf. Schaffer and Riordan, 2001).
This dissertation will contribute to filling this gap by adopting a promiscuous
research approach as suggested by Triandis and Hilb.
Cross-cultural research distinguishes between emic (culture-specific or
within-culture) and etic (culture-general or universal) aspects of behavior (Cf.
Triandis, 2001; Bird, 2000; House et al., 1999). Etic behaviors can be
uniformly measured across cultures, whereas an emic analysis would focus on
the uniqueness of behaviors, or on the specific variations of etic behavior
within or across cultures. The distinction between emic and etic was introduced
in cross-cultural research by anthropology and cross-cultural psychology
(Poortinga, 1997: 352; Smith and Bond, 1993: 47).
House et al. (1997), for example, describe Project GLOBE’s research
design as follows.
We are interested in both etic (generalizable) and emic (culture
specific) phenomena. With respect to etic phenomena, we seek to
identify falsifiable nomothetic (law-like) statements on which theories
concerning cross-cultural phenomena can be built. Nomothetic
research is directed toward the discovery of behavioral regularities,
global behavior patterns, and law-like relationships among important
variables. We believe that a nomothetic approach will be helpful in
explaining and predicting such phenomena and will be useful in
resolving many of the issues specified in the present essay (House et
al., 1997: 78).

In CCM research emic approaches focus on a single culture and employ
both descriptive and qualitative methods. Findings are contingent to the
analyzed cultural setting and not transferable to other settings. Etic approaches
would compare different cultures using standardized methods (House et al.,
1999: 18).
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The distinction between different levels of analysis and the separation of
non-cultural factors is another aspect to consider in research design (Tayeb,
2001: 97). Organizational-culture influences should, if possible, be isolated
from national-culture influences.
It goes without saying that within the context of work, organizational
culture and indeed professional culture […] are some additional
influences besides the national culture of the actors involved […] the
disentanglement of the influences of these various cultures on the
behaviors and actions of members of organizations is a daunting
challenge which has not yet been fully met […] However (Hofstede’s)
study did not demonstrate in a concrete manner the extent to which the
respondents’ values and attitudes had their roots in national or
organizational culture (Tayeb, 2001: 98).

An interesting perspective is added by Bond et al. (2001: 25). The authors
argue that as a result of Western research ethnocentrism, cross-cultural research
to date has focused on the individual as a unit of analysis rather on the
relationship between individuals. The latter is a research perspective which, in
Bond et al’s opinion, would be more suitable for collectivist settings.
Furthermore, they argue that instead of focusing on the individual’s
perceptions, values, beliefs, attitudes and attributions, cross-cultural research
should focus on behaviors to add more value to practice.
The conclusion of this chapter is that a combination of qualitative and
quantitative, emic and etic, positivist and interpretivist approaches is necessary
in cross-cultural research in order to achieve in-depth, contextual and also
causal understanding, but that cultural influences are difficult to disentangle
from situational influences or other contingencies.
A combination of qualitative and quantitative approaches, as suggested, will
be adopted in this dissertation: quantitative questionnaires - widely used and as
such efficient research techniques - will be combined with qualitative research
methods such as interviews, direct observation, and document review.
The next chapter will first examine the structural approach of the
dissertation and then review the attributes, benefits and limitations of
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qualitative and quantitative approaches to provide a strong foundation for the
choice of suitable research methods.

1.3.4

Research design

This chapter is about general aspects of this dissertation’s research design.
This dissertation is basically structured in four chapters: introduction,
theory, empirical section and conclusions.
The theoretical section of this dissertation involves an in-depth crosscultural research literature review. Although the main focus is on CCM
research, theories relating to cross-cultural psychology, sociology and
anthropology will also be considered. The aim of this section is to construct a
theoretical framework based on existing theories.
The research method that will be employed in the empirical part of this
dissertation is discussed in the following sections. First, I will review
qualitative and quantitative research methods, with particular attention to case
studies. Afterwards, I will conclude and decide on the research method to be
adopted for the empirical part of this dissertation. The detailed research design
of the empirical part will be discussed at the beginning of chapter 3.
Qualitative research
Creswell defines qualitative research as “an inquiry process of
understanding based on distinct methodological traditions of inquiry that
explore a social or human problem (Creswell, 1998: 15). The researcher builds
a complex, holistic picture, analyzes words, reports, detailed views of
informants, and conducts the study in a natural setting”. Qualitative research
methods are suited to the understanding of social phenomena with little
disruption to the natural setting. The underlying assumption in qualitative
research is that reality is constructed by people in interaction with their physical
and social contexts (Miles and Huberman, 1994: 7).
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Four unique characteristics of qualitative research have to be mentioned.
First, qualitative research strives to understand phenomena from the
perspective of those participating in them not just from the researcher’s
standpoint. This has been called an emic, or insider’s perspective, as compared
to an etic, or outsider’s, perspective in cross-cultural research (Cf. Tayeb, 2001;
House et al., 1999).
Second, in qualitative research, the researcher is the primary instrument for
data collection. Data are mediated through the human instrument, rather than
through questionnaires or other data collection instruments (Cf. Creswell, 1998)
Understanding the situation is seen to be a key ingredient in determining what
data means in a given context. In a cross-cultural perspective this would imply
that the researcher’s bias and categorizations become, to a certain extent, part
of the research.
Third, qualitative research entails substantial fieldwork in which the
researcher actually visits and becomes immersed in a site rather than viewing
events at a distance through data sets. Cross-cultural research must involve
itself with the cross-cultural setting, experience the cultures under examination,
and understand issues.
Finally, qualitative research uses an inductive strategy to construct a theory
from the bottom up based on observations.
The product of qualitative research is a description of situations and the
meanings people assign to events and processes within them. For qualitative
researchers, the particularisms of a situation are the main source of
understanding. House et al. (1997) concur with the strengths of qualitative
research:
Although our own approach is based on quantitative analysis, we
believe that ethnographic and other qualitative research approaches
are required to provide insights and enhance understanding of specific
cultural entities, to identify emic (culture specific) manifestations of
cultural forces, and to generate theoretical hypotheses and prescriptive
assertions to be tested quantitatively (House et al., 1997: 3).
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Qualitative research designs may encompass data collection methods such
as focus groups, interviews, participant and non-participant observation, and
unobtrusive measures based on cultural artifacts or narratives in media (Cf.
House et al., 1999; Miles and Huberman, 1994; Jick, 1979). Qualitative
techniques may be combined with traditionally quantitative tools, for example
by posing open-ended questions (qualitative) in a questionnaire (quantitative).
Sample selection and hypothesis construction with participatory techniques
may be done by means of qualitative techniques in a mainly quantitative study.
Case study research
Case studies, according to Miles and Huberman, belong to the domain of
qualitative approaches (Miles and Huberman, 1994: 7). They are defined by
Yin as follows:
A case study is an empirical enquiry that a) investigates a
contemporary phenomenon with its real-life context; when b) the
boundaries between phenomenon and context are not clearly evident;
and in which c) multiple sources of evidence are used” (Yin, 1994: 13,
emphasis added).

I previously mentioned the difficulties in cross-cultural research of
differentiating between cultural and the environmental influences. According to
Yin’s definition, case study research seems to be the appropriate research
strategy when dealing boundary problems between phenomenon and context.
Another distinctive feature reflecting qualitative research’s tradition is the
presence of multiple sources of evidence. The sources need to be combined in a
triangulative manner to validate and strengthen previously found evidence (Cf.
chapter 3.2).
A case study answers the questions of “how” and “why”. Other research
approaches such as survey and experiments answer the “what”, “who”, and
“where” questions. Accordingly, a case study is most frequently used for
explanatory purposes although it may also be used for descriptive, exploratory
and illustrative purposes (Yin, 1994: 15).
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Another research design option within the case study approach is to include
one or many cases in case study design. Yin distinguishes between four types
of designs: single-case holistic, single-case embedded, multiple-case holistic
and multiple-case embedded designs (Yin, 1994: 38-39).
Compared to other research strategies, case studies have three distinctive
features: they are particularistic, which means that case studies focus on
specific situations, events, programs or phenomena; they are descriptive: the
end product of a case study is a rich or thick description of the phenomenon
under study; they are heuristic inasmuch as the case study clarifies the reader’s
understanding of the phenomenon under analysis (Yin, 1994: 15).
Quantitative research
Quantitative research methods involve the use of statistical and
mathematical approaches with standardized data and include social research
techniques such as questionnaires and experiments. They are generally linked
to positivist approaches to research (Miles and Huberman, 1994: 40) and they
tend to take an etic rather than emic approach to CCM research, as they
compare countries from an outsider’s perspective.
The main benefits of quantitative techniques are structured data collection,
statistical pattern identification and variance explanation. Especially with a
multi-level inquiry, discerning patterns in a sample of several hundred cases
and several variables (e.g. cultural dimensions) is a difficult task when using
descriptive methods only. Quantitative methods such as significance tests and
cluster building generally need to be employed. Hofstede’s (2001) and House et
al’s (2002) research illustrates this need, although House recognizes the need
for a more holistic understanding, and integrates qualitative techniques such as
observation, focus groups, and unobtrusive measures.
From a research design perspective, quantitative studies also pose some
challenges to CCM research. Results may be counter-intuitive on occasion, as
in the case of Hofstede’s high “masculinity” or task-orientedness score among
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Japanese, which suggests that Japanese have low relationship concerns. This
contradicts other research (e.g. Hofstede’s own Individualism/Collectivism
measures) and direct observation.1
In a more general context, dilemmas arising from quantitative research can
be solved by the integration of qualitative approaches. This integration is not
only necessary to verify the “how” and “why”, but is also necessary for
triangulation (House et al., 1997: 72), i.e. the verification of the “what”.
Conclusion
Different research strategies or approaches are suited to different research
questions. For the research questions posed in this dissertation, both
quantitative and qualitative approaches may be used. The case-study approach
permits the combination of different strategies within the same method, is
appropriate when boundaries between phenomenon and context are unclear,
and permits exploratory approaches. These factors make it a suitable research
approach to the questions raised in and objectives pursued by this dissertation.
A qualitative approach and case studies in particular also match the
requirements for an in-depth, emic, empirical inquiry of culture in a chosen
natural and contemporary setting. For these reasons a case study research
approach has been chosen.
One limitation of using qualitative techniques in CCM research is related to
the researcher’s mediating role as a data collection instrument: for example, the
innate tendency towards categorization and stereotyping (Cf. chapter 2.2) may
influence the way reality is perceived and the conclusions that are drawn.
The formulation of hypotheses is not limited to ex ante (or a priori), but ex
post (or a posteriori) hypothesis formulation will also be employed. Eisenhardt
puts forward that hypothesis formulation prior to the execution of the actual
case study is not necessary and can “retain theoretical flexibility” (Eisenhardt,
1989: 533). The process of theory construction, according to Eisenhardt, is an
iterative process between data collection and hypothesis or theory construction
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(Eisenhardt, 1989: 533), and is also possible in case study research strategies
(Yin, 1994: 30).
This chapter has addressed general methodological alternatives for this
dissertation and has determined methodological guidelines. These guidelines
will be specified and detailed at the beginning of the empirical section in a
detailed case design.
A final word in this chapter should be devoted to the reasons for discussing
methodological issues early on in the introductory chapter. The first reason is
that methodological issues are currently under review by CCM researchers (Cf.
Triandis, 2001; Bond et al., 2001; Tayeb, 2001). Efforts are underway to
enhance research design in CCM research, which further underlines the role of
methodology in CCM research today. Another reason is that the adopted
research strategy is strongly linked to the research questions raised and the
research objectives pursued. The latter are both included in the introduction and
therefore I chose to include the general methodological discussion in the same
chapter.

1.4

Definitions

Adler defines cross-cultural management as a) the description of
organizational behavior within countries and cultures, b) the comparison of
organizational behavior across countries and cultures; and c) the interaction
between co-workers and other people from different countries and cultures
(Adler, 1991: 10-11).
Cross-cultural management is an applied field combining concepts from a
variety of scientific fields (Triandis, 2001: 18). The cognition-related
definitions I will review in the next chapter are from the field of social or crosscultural psychology. Afterwards definitions of work groups and teams will be
reviewed. This, together with the organizational level, is the most common
level of analysis in management sciences. Last, culture-related definitions will
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be reviewed; most are from anthropology and sociology, but a significant
number are from cross-cultural psychology.

1.4.1

Basic definitions

Cross-cultural management research mainly deals with concepts such as
values, attitudes, assumptions, behavior and organizational outcomes such as
motivation (Cf. Steers and Sanchez-Runde, 2002: 194). Many other concepts
employed in CCM derive from social psychology, sociology, anthropology:
cognition, perception and attributions are some the most relevant examples.
These and other concepts will be defined below.
Cognition encompasses “the intellectual processes through which
information is obtained, transformed, stored, retrieved, and used” (Lahey, 2001:
9). Cognition’s basic unit is the “concept”.
Perception may be defined as "our awareness of what is taking place in the
environment” (Gudykunst, 1994: 111), or as one’s experience of an event or the
process by which a person senses reality and comes to a particular
understanding or view. Stereotyping is, for example, a perceptual distortion of
behavior and attitudes based on a faulty categorization.
Attributions are "our attempts to explain others' behavior" (Gudykunst,
1994: 115). In other words, attribution signifies determining why events occur:
the reason may be either personal or situational. Schubert’s review of crosscultural psychology research on attribution shows how collectivistic or
interdependent selves tend to explain other’s behavior more with situational
arguments, whereas independent selves or individualists tend to explain it with
personal arguments (Schubert, 2002: 47). For a detailed analysis on how
culture is presumed to influence attribution see Schubert (2002: 51-54).
Attitude may be defined as “a predisposition to respond in a favorable or
unfavorable way to objects or persons in one’s environment.” (Steers and
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Sanchez-Runde, 2002: 209). Adler defines attitude as “a construct that
expresses values and disposes a person to act or react in a certain way toward
something” (Adler, 1991: 17). Attitudes are formed through direct, personal
experience, genetic and physiological factors, and third determinants like
parents and groups, and mass media, and can, but are not necessarily predictive
of behavior.2
Unlike attitudes, values are general in nature: they do not focus on a specific
event, but they cover many attitudes (Hofstede, 2001: 5). Rokeach defines
values as "enduring belief that a specific mode of conduct or end-state of
existence is personally or socially preferable to an opposite or converse mode
of conduct or end-state of existence" (Rokeach, 1973: 18). Hofstede defines
values as “a broad tendency to prefer certain states of affairs over others”
(Hofstede, 2001: 5). Schwartz defines values as “conceptions of the desirable
that guide the way social actors select actions, evaluate people and events, and
explain their actions and evaluations” (Schwartz, 1999: 25). House et al. define
values as “cognitively based judgments of the appropriateness or worth of
entities, events, behaviors and outcomes" (House et al., 1999: 58). The first two
definitions are more general in nature, whereas in Schwartz and particularly in
House et al’s definition values are clearly determined by cognition. For an
encompassing review on values refer to Smith and Schwartz (1997) who
thoroughly reviewed values and their impact on cross-cultural psychology.
Norms are guidelines of how we should or should not behave. They have a
basis in morality. Rules are guidelines for the ways we are expected to
communicate, and are not based in morality (Gudykunst, 1994: 37). Hofstede
argues that norms are referred to as collectives and reflect acceptable variances
of value instances (Hofstede, 2001: 10).
As Aguinis and Henle note, "culture sets the stage for behavior, but does not
include behavior. Behaviors are consequences of culture and should not be
confused with the construct" (Aguinis and Henle, in press: 6; emphasis added).
Attitudes are part of culture. Behavior, which may be determined by attitudes
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(Cf. La Piere, 1934), is not. House et al. note that "attitudes that are related to
specific behaviors are predictive of such behavior in the short term in response
to very specific stimuli and incentives, but often not predictive of more
generalized stable global behavior patterns such as leadership styles […]”
(House et al., 1999: 58).
Ingroups may be defined as “groups of individuals about whose welfare a
person is concerned, with whom that person is willing to cooperate without
demanding equitable returns […]. Ingroups are usually characterized by
similarities among the members, and individuals have a sense of common fate
with members of the ingroup. […] Clear outgrups are groups with which one
has something to divide […] or are harmful in some way, groups that disagree
on valued attributes, or groups with which one is in conflict.” (Triandis, 1995a:
9, emphasis added).

1.4.2

Team management

Work groups in this dissertation will be defined according to Guzzo. He
argues that work groups are characterized by the following concurrent
attributes: “they are social entities embedded in larger social systems; they
perform one or more tasks relevant to their organization’s mission; their task
performance has consequences that affect others inside or outside the
organization; they are made up of individuals whose work roles require them to
be […] interdependent; they have membership that is identifiable not only to
those in the group but also to those outside it” (Guzzo, 1996: 2).
Teams may be defined as “a small number or people with complementary
skills who are committed to a common purpose, performance goals, and
approach for which they hold themselves mutually accountable” (Katzenbach
and Smith, 1993: 45).
Throughout this dissertation I will use the term cross-cultural teams or
multicultural teams to define a group composed by members of different
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cultures. I will not employ the terms multinational (Early and Gibson, 2002:
15) or transnational teams (Snow et al., 1996: 50) for two reasons: the first
reason is that, as I will argue later in this dissertation, nation is sometimes a
problematic construct in the field of cross-cultural research; the second reason
is that this dissertation has a clear within-country focus where it is more
appropriate to speak of cross-cultural or also multicultural teams.

1.4.3

Culture

Epistemologically, culture comes from the Greek word Kultura, which
means to act upon nature. This constant struggle against nature, leads people to
organize themselves to better cope with this struggle (Cf. Freud, 1927).
Freud assumes that behavioral programs - the individual cultural component
- are not fully inherited, but that society is able to reproduce its culture through
its institutions. The most important institution in this context is the family,
which is the primary place of socialization and cultural inheritance. The family
aims at influencing the individual’s innate so-called “Triebverhalten”, a preprogrammed, intuitive behavior. The individual management of this conflict,
between Triebverhalten and cultural premises determines the degree to which
the individual will have to invest energy to solve this dilemma. Freud’s
definition, although not immediately helpful from a CCM perspective, will
show how definitions of culture have evolved over time, and how the concepts
of society, family, socialization and environment were already associated with
culture at the beginning of the 20th century.
One of the important functions of culture is to screen individuals from the
outside world and avoid information overload (Hall, 1976: 85). As Hall puts it,
“culture is man’s medium: there is not one aspect of human life that is not
touched and altered by culture” (Hall, 1976: 16).
More encompassing definitions of culture have emerged over the last forty
years,

and
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Anthropologists started analyzing and defining culture in the 1960s and 1970s
(Kluckhohn, Hall), social psychologists in the 1970s and 1980s (Hofstede,
Bond, Triandis), management sciences researchers from the 1990s onwards
(Trompenaars, House, Tayeb).
I will now review definitions of culture and evaluate their appropriateness
for this dissertation. Straub et al. (2002: 14) distinguish three categories of
definitions of culture. The first and most well-represented category refers to
definitions of culture based on values. Rokeach’s definition of value as an
“enduring belief that a specific mode of conduct or end-state of existence is
personally or socially preferable to an opposite or converse mode of conduct or
end-state of existence" was mentioned in chapter 1.4.1 (Rokeach, 1973: 18).
Kluckhohn, Murdock, Geertz, Triandis and Hofstede are the most well-known
followers of this stream. The second category of definitions of culture focuses
on the problem-solving aspects of culture. Kluckhohn and Schein follow this
line of thought in their cross-cultural research. At the beginning of this chapter
I also cited Freud as an early precursor of this stream. The third and last
category refers to all-encompassing definitions.
Definitions of culture based on values
According to Adler “the cultural orientation of a society reflects the
complex interaction of values, attitudes and behaviors” (Adler, 1991: 15).
Values define what is right or wrong for an individual or a group in a given
cultural context. Values can influence modes, means or end of actions. The
action or reaction of a person towards an event or an object, by means of its
values, is defined with the attitude construct. The resulting human action is
called behavior. Adler focuses on a wider cultural group, society, and
introduces the concepts of attitude and behavior instead of Schein’s artifacts.
Geertz argues that “culture is best seen not as complexes of concrete behavioral
patterns […] but as a set of control mechanisms for the governing of behavior”
(Geertz, 1973: 44; emphasis added).
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Hofstede’s popular definition of culture is as follows: “the collective
programming of the mind, which distinguishes the members of one group or
society from those of another” (Hofstede, 2001: 2). This definition highlights
how, for example, the societal culture in which an individual is socialized has a
significant impact on the development of her/his mind and, consequently, on
psychological attributes. This implies that culture is not only present at a
societal level, but also at an individual level. According to Hofstede,
manifestations of culture are heroes, rituals, symbols and values.
Hofstede distinguishes three levels of so-called “mental programs":

individual
collective
universal

Figure 3: Hofstede's levels of mental programs;
Source: Hofstede, 2001: 3
The universal level of mental programming is shared by all, or almost
all, mankind. This is the biological 'operating system' of the human
body, but it includes a range of expressive behaviors such as laughing
and weeping and associative and aggressive behaviors which are
found in higher animals. […] The collective level of mental
programming is shared with some but not with all other people; it is
common to people belonging to a certain group or category [....].The
whole area of subjective human culture [...] belongs to this level. […]
The individual level of human programming is the truly unique part no two people are programmed exactly alike, even if they are identical
twins raised together (Hofstede, 2001: 3, emphasis added).
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Using a value-based definition of culture, subcultures may be defined as
"groups within a culture whose members share many of the values of the
culture, but also have some values that differ from the larger culture"
(Gudykunst, 1994: 38).
Jehn et al’s research demonstrated that value diversity both causes the
biggest problems, and has the greatest potential for enhancing workgroup
performance. Their research found that value diversity in their study decreased
satisfaction, intent to remain, and commitment to the group (Jehn et al., 1999:
758). This is a valid rationale for choosing a value based approach to CCM
research, especially when dealing with organizational outcomes like behavior,
performance or conflict.
Definitions of culture based on cognition
"Basic" processes such as categorization, learning, inductive and
deductive inference and causal reasoning are generally presumed to be
the same among all human groups. [...] The assumption of universality
of cognitive processes lies deep in the psychological tradition"
(Nisbett et al., 2001: 295).

Nisbett et al. propose that cognitive processes are culture-specific or
culture-bound (Nisbett et al., 2001: 296). This has important consequences for
the previously assumed universality of the underlying cognitive processes.
Although cognition is not the only determinant of behavior, it plays a
substantial role in determining it. Cray and Mallory, for example, postulate a
model whereby individual cognition moderates the impact of national culture
and organizational culture on behavior (Cray and Mallory, 1998: 99).
Culture may be defined as a "set of psychological commonalities shared by
a group that limits the behavioral choices of its members" (Aguinis and Henle,
in press: 6).
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House et al’s definition of societal culture is as follows: “[…] societal
culture consist of commonly experienced language, ideological beliefs systems,
[…] ethnic heritage and history” (House et, 1997: 13). Their operationalization
of organizational culture “consist of commonly used nomenclature within an
organization, shared organizational values, and organizational history” (House
et al., 1997: 14). The definition of organizational culture is based more on
values, whereas the societal culture definition is based more on psychological
commonalities (Cf. House et al., 1997).
Definitions of culture with a problem-solving focus
According to Schein the culture of a group is defined as “a pattern of shared
basic assumptions that the group learned as it solved its problems of external
adaptation and internal integration, that has worked well enough to be
considered valid, and therefore, to be taught to new members as the correct way
to perceive, think and feel in relation to those problems” (Schein, 1992: 12). As
mentioned in the previous paragraphs, Schein also focuses on the environment
as a determinant of culture, and on the transmission of shared basic
assumptions, values and artifacts to new group members. Schein’s levels of
culture and their interactions are depicted in Figure 4. On the upper level,
artifacts can be easily observed and described, though they are hard to decipher.
On the lower level, the underlying assumptions are unconscious and hidden,
hence difficult to observe and describe.
All-encompassing definitions
Triandis argues that “tools are part of culture, just as are words, shared
beliefs, attitudes, norms, roles, and values, all of which are called elements of
“subjective culture” (Triandis, 1995a: 4). Unstated assumptions also play an
important role in culture. “The assumption that we are bound together into tight
groups of interdependent individuals is fundamental to Collectivism. The
assumption that we are independent entities, different and distant from our
groups is fundamental to Individualism” (Triandis, 1995a: 4). Chapter 2.4.3
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will expand further on Triandis’ differentiation between Individualism and
Collectivism.
Hall's conceptualization that "culture is communication and communication
is culture" (Hall, 1959: 169), highlights the importance of communication in
the context of culture although he does not contribute with a formally correct
definition.
Conclusions
This dissertation is based on a value-based approach toward culture.
Unfortunately an encompassing value-based definition of culture could not be
found (Cf. also Appendix A). The reviewed definitions, however, share some
aspects that are deemed to be important in this dissertation.
One aspect shared by many of the above definitions is the distinction
between cultural levels such as assumptions, values, beliefs, programs,
attitudes, behaviors, manifestations and artifacts. Another aspect is the implicit
or explicit distinction between cultural entities such as individual, group,
organization and society. Cultural levels and entities are important concepts for
cross-cultural management research, and will be further defined in chapter 2.1.
A further aspect that emerges from some definitions is culture’s dynamic
nature, i.e. the culture’s characteristic to vary over time. A last aspect that is
important to mention is the implicit nature of culture: assumptions, values or
societal norms, as I will outline in chapter 2, are mostly implicit and hard to
observe.
In the following chapter I will explore culture in a historical perspective, in
order to show how culture, multiculturalism and other related phenomena have
evolved over the last twenty centuries.

42

Introduction

1.5

Historical annotations

Globalization, global cultures, and multiculturalism are fashionable terms in
today’s economic, political and social environment. However, not all of these
phenomena are new. The trade-off between global and local cultures has
existed for the past two millennia: Roman and Greek cultures dominated, and
co-existed, over centuries, and local cultures have co-existed with global
cultures. I will briefly review below the main cultural streams over the last
twenty centuries to place the scope of this dissertation in a historical context.
From Antiquity to the Middle Ages, the interest in other cultures was very
small: other ethnicities were even considered barbarians. This ethnocentrism
further broadened in the Middle Ages as a consequence of the dogma of
Christian ethnohistory (Jahoda and Krewer, 1997: 5). Empirical evidence
against this dogma was strictly banned. The transition towards diversity only
took place between the 15th and the 16th century and was later followed by
discussions on humanity and diversity during the Enlightenment (Jahoda and
Krewer, 1997: 9).

1.5.1

Global cultures in Antiquity

In Antiquity until the collapse of imperial Rome, two main global cultures
existed: the Greek and the Roman.
Mythology illustrates how Greek myths – in the sense of a cultural myth influenced Roman myths: Greek deities appeared in nearly identical form in
Roman culture. Minerva (Roman goddess of wisdom, medicine, art and of war)
corresponded to the Greek deity Athena, Saturn corresponded to Cronos,
Neptune to Poseidon, Venus to Aphrodite, Mercury to Hermes, Zeus and
Jupiter, and so on.3 Homer’s Iliad and Odyssey were and are important works
of ancient Greek literature, and Virgil’s Aeneid was the Roman counterpart, in
terms of importance and popularity. Although the Greek and Roman cultures
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may seem very homogeneous to the observer, multicultural traces were already
present in these days. As early as the fifth century BC, for example, the Greek
Sophists could be classified as individualists: they argued that everyone should
pursue their own goals and strive to be successful. The Ionians and Athenians
displayed a particularly great sense of personal freedom, a preference for
debate and a positivist curiosity towards the nature of objects (Nisbett et al.,
2001: 294). Plato and Socrates rejected this kind of Individualism as immoral,
and argued that the pursuit of truth should precede the pursuit of one’s own
goals (Triandis, 1995a: 20).
Excursus: personal vs. collective, holistic vs. analytic in Antiquity
On the other side of the globe, an alternative position to the emerging Greek
positivist, personal agency attitude emerged: the ancient Chinese with their
collective agency and social obligation tenets. Confucianism, the Chinese
empire’s moral system, elaborated on the obligations between individuals in
different roles.
Confucius lived from 551 to 479 BC. The main tenets of Confucian
tradition, according to Hofstede (1991: 165), are as follows:
−
−
−
−

The stability of society is based on unequal relations between people.
Relationships are based on mutual and complementary obligations.
The family is the prototype of all social organizations. Saving face is
all-important.
Virtuous behavior toward others consists of not treating others as one
would not like to be treated oneself (the negative version of the
Golden Rule).
Virtue with regard to one’s tasks in life consists of trying to acquire
skills and education, working hard, not spending more than necessary,
and being patient and persevering.

Chinese, in line with collective agency theory, pursued ingroup harmony
and discouraged confrontation and debate.
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It is interesting to note how technologically the Chinese were far more
advanced than the Greeks. This is most likely due to the Chinese sense of
practicality. Nothing was explored unless further action was not planned. “The
Chinese did not make formal models of the natural world, but rather proceeded
by intuition and empiricism.” (Nisbett et al., 2001: 293).
Nisbett et al. call this difference in cognition holistic (Chinese) vs. analytic
thinking (Greeks) (Nisbett el al, 2001: 295). The term holistic entails taking
into account the analyzed object as well as the entire context and experiencedbased knowledge. Analytic thought is based on the use of symbolic
representational systems and computations. The authors argue that these
systems of thought continue to exist in their original form. In fact, Triandis
(1995a), Hofstede (2001), Markus and Kitayama (1991) analyze contemporary
cultural phenomena based on this distinction.

1.5.2

Medieval local cultures

In medieval times – between the eighth and the sixteenth century - a variety
of local, fragmented cultures existed.4 People were living in communes and
kingdoms, and a handful of cities acted as important cultural poles. This
fragmentation provided fertile ground for initiatives and cultural heterogeneity,
especially in northern Europe. Significant artwork and literature emerged in
medieval centuries, with Dante Alighieri, Boccaccio, and Michelangelo, to
name a few.5 Religion was extremely important in medieval Christian Europe:
everything depended upon God, the Pope, and the Church. God was supposed
to be the owner of everything on earth. This meant that Church could claim
property rights from local rulers, although European medieval society, unlike
Islam, had a clear distinction between clerical and political power.
After periods of strong population growth and subsequent decimation due to
the “Black Death” the fourteenth and fifteenth centuries were periods
characterized by strong growth and technological advances. In 1452 Gutenberg
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invented printing and published the Bible. This invention was a major
cornerstone because it allowed “high cultures” to develop further and spread
quickly by rapid dissemination of books. “Low cultures”, however, were
mainly shared and transmitted orally (Landes, 1998: 51-52).
The innovations that followed catapulted Europe ahead of every other
country in terms of innovation and growth. Religion also experienced
substantial changes: Martin Luther’s “Ninety Five Theses” started the
secessionist movement of the Protestants in northern Europe (Landes, 2000:
11).
Medieval Europe, and especially the 16th to 18th centuries were
characterized by a clear-cut trade-off between catholic and Protestant
religion. Both religions provided specific values and norms for
society, one of them being Protestant ethic, which fostered literacy,
promoted skepticism, curiosity, hard work and thrifty use of money.
From the 18th century, a shift occurred; its religious bases lost a part
of its significance. The idea of Progress gained prominence. During
the last fifty years, globalization has triggered a proliferation of
multicultural situations. At the same time, Western societies have lost
what was central to their civilization because of the crisis of the idea
of Progress. In order to find a new basis for their creeds, Western
people stress the social dimension of the idea of progress, exemplified,
according to them, by the ideals of democracy, human rights,
multiculturalism and sound ecological management (Claval, 2001:
11).

In the sixteenth century the balance of power shifted towards northern
Europe, and Britain took over the role of the industrial leader until the
beginning of the nineteenth century.
Social behavior evolved from a traditional action in pre-modern societies
towards a more rational and methodological behavior which was called
Zweckrational by Max Weber. This efficient and goal-oriented resource
employment - one of the tenets of the Protestant ethic - had become
predominant (Weber, 1864-1920: 22).
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1.5.3

National and supranational cultures

Starting in the middle of the eighteenth century, the nation-state started to
affirm itself as a culturally homogeneous entity. National cultures have their
roots in the industrial revolution and try to propagate themselves as the “glue”
that holds the nation-state together.
McSweeney argues that national cultures were always elitist cultures that
were elevated to national culture (McSweeney, 2000: 3-6). As such they were
never fully representative or endorsed by all citizen of a nation-state.
Benedict Anderson (1991) argues that nations are just “imagined
communities” because the majority of the citizens are emotionally linked
though will never be able to meet each other, yet everyone imagines a common
identity. Anderson presents a concept of nationalism that differs significantly
from those of other nationalism theorists (e.g. Gellner) and rejects the notion
that elites determine and impose a nation’s culture. The peculiarities of
Anderson’s concept of nationalism are a) that nationalism provides a substitute
for declining religious belief, b) the concept of a dynastic realm in which
everything is centered on the monarch is replaced by a horizontal idea of social
cohesion, and c) understanding of time and space evolves into a concept of
simultaneous progress, as opposed to the cyclical concepts of time that
prevailed in the Middle Ages.
Today, globalization and other factors such as modernization seem again to
threaten multiculturalism, i.e. local, regional and national cultures.

1.5.4

Multiculturalism

I would like to start this paragraph with a provocative quotation from the
homepage of the Ayn Rand Institute. Ayn Rand was a former citizen of the
Soviet Union and became a famous and controversial writer in the U.S. in the
early 20th century. She put forward the so-called values of individualism and
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“objectivism” in her books, and argued that as long as an individual pursues
her/his own interests, the community will automatically benefit from it.6
Multiculturalism is racism in a politically-correct guise. It holds that
an individual’s identity and personal worth are determined by
ethnic/racial membership and that all cultures are of equal worth,
regardless of their moral views or how they treat people.
Multiculturalism holds that ethnic identity should be a central factor in
educational and social policy decisions. Multiculturalism would turn
this country into a collection of separatist groups competing with each
other for power.7

According to Ayn Rand’s philosophy, an individual’s identity is not
determined by her/his ethnic membership. Individuals should rather define
themselves by their individual merits and abilities, regardless of their ethnic
membership. This quotation’s merit is that it lends a new provocative
perspective to the phenomenon of multiculturalism. Still, it must not be
forgotten that this statement originates from the United States, where diversity
is discussed in terms of affirmative action. Affirmative action, by its original
definition, tries to establish equal treatment without regard to race, gender or
ethnicity. On occasion, affirmative action has led to reverse discrimination.8
This is the context from which the above quotation originates.
Multiculturalism in this dissertation is not intended as a political instrument
such as affirmative action, but rather a social phenomenon that enables equality
between citizens of diverse ethnic background, promotes mutual respect and
cross-cultural understanding and discourages discrimination.9 Multiculturalism
is a challenge to the idea of a national culture: the recognition of different
ethnicities in one nation-state impedes the creation of a national homogeneous
culture (Cf. McSweeney, 2000).
Multiculturalism may be defined as having different roots: historical
multiculturalism grows as a result of the historical aggregation of different
ethnicities into a federation of states (e.g. Switzerland); modern, opportunistic
multiculturalism has its roots in the immigration of foreigners, for example for
employment reasons, and requires a certain degree of tolerance from the
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hosting country and citizens; lastly, political multiculturalism, such as the U.S.
model, which promotes affirmative action and diversity as political programs
and imposes multiculturalism politically.

1.6

Culture in Switzerland: The quest for a Swiss culture

A German, a French and a Swiss citizen are discussing about how children
are born. “The stork brings the children,” argues the German, “We find the
children in the bushes,” argues the French. The Swiss mulls over it for a while
and finally says, “In Switzerland it is different from canton to canton”.
This blend of joke and stereotype is a good illustration of particularism,
which is so characteristic of Switzerland. Common stereotypes also reflect
Switzerland’s political and/or cultural particularism. Some of the most amusing
ones are included in chapter 2.2 (and they may even prove true).

1.6.1

Facts and figures about Switzerland

Switzerland was founded in 1291 as a federation of three cantons “to protect
themselves and their own […] to assist each other in any eventuality." The
declaration further states: "We will neither accept nor recognize any judge in
the aforementioned valleys who had bought that office at some price or for
money, nor any who is not our inhabitant and one of our people […], to quiet
the dispute between the parties as appears most expeditious […]. The
pronouncements, written above and designed for the common health and safety,
shall be of eternal duration if God wills it”.10
The declaration “Eternal Bond of Brothers” of Uri, Schwyz and
Unterwalden makes clear that Switzerland was conceived as the result of an
external threat, in an attempt to protect oneself from it. Between 1291 and
1522, several other cantons joined the Swiss federation, until in 1648
Switzerland declared its independence and became a nation. In 1815,
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Switzerland’s present borders were established: it became a neutral nation
encompassing 24 cantons with four language regions.
Article 2 of the current Swiss Constitution - most of it still originates from
the foundation of the Swiss confederation in 1848 - declares that the Swiss
nation “promotes common welfare, sustainable development, inner cohesion,
and cultural diversity of the country” or even in the preamble, is “determined to
live our diversity in unity respecting one another”.11
Compared to other continental European countries, Switzerland is very
small in terms of both surface area (41,000 km2) and population; of its seven
million inhabitants, one and a half million are foreign citizens. Despite the
small size of the country, three to four language regions and subcultures have
co-existed for many centuries: the north-eastern German-speaking part of
Switzerland accounts for approximately 64% of the total population. HighGerman is the written language and is spoken at school, but in everyday use,
Swiss-German is spoken in the form of regional dialects. Swiss-German
dialects and other local peculiarities (e.g. traditions) sometimes impede contact
even within Swiss language regions. The French-speaking, Romandie accounts
for approximately 20% of the Swiss population. The southern part of
Switzerland, the Italian-speaking Ticino and Grigioni italiano host only 8% of
total Swiss population, and are topologically separated from the rest of
Switzerland by the Swiss Alps. The fourth language is Romansh; it is spoken
by only approximately 1% of Swiss population and is located in southern
Switzerland.12 Generally speaking, Switzerland may be divided into two “less
heterogeneous” regions: a Latin region encompassing Italian- and Frenchspeaking Switzerland, and a northern Germanic region including Germanspeaking Switzerland.
Looking at an online survey of the language of Swiss Internet users
language, the overwhelming majority of Swiss users is German-speaking (2.46
million users), 780,000 users are French-speaking, and only 170,000 users are
Italian-speaking. According to House et al. (no date), the relatively low Internet
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penetration in the Latin cluster would indicate lower Uncertainty Avoidance in
the same cluster. This preliminary indication will be verified in the next chapter
with data from Project GLOBE, and in chapter 3, based on empirical evidence.
Switzerland’s multicultural setup with up to four national languages and
corresponding subcultures is a true example of multiculturalism within the
same nation. This is to be differentiated from a so-called domestic
multiculturalism (Adler, 1991: 14), which originates from immigration.
Switzerland has experienced widespread immigration in the last two decades:
according to the latest figures, the percentage of immigrants in Switzerland is
20%.13 This adds a component of domestic multiculturalism to the inherently
multicultural configuration within Switzerland. In light of cross-cultural
management, immigration in Switzerland would be worthy of one or more
separate dissertations; however, it is beyond the scope of this dissertation.
Another important determinant of culture is religion. In Switzerland, the
Catholic and Protestant religions are currently evenly distributed: 46% are
Roman-Catholic and 40% are Protestant. The Protestant religion is more
prevalent is northern Switzerland, whereas the Catholic religion is evenly
spread across Switzerland. Other religions play a minor role, at least in
demographic terms.
Other economic and demographic figures for Switzerland are listed below.
Country/cluster
Switzerland
Germanic cluster
Latin cluster
World

Life
expectancy
78.8
77.8
78
66.7

GDP per
capita (GNI)
27.171
24.123
17.296 (GNI)
6.980

PPP ranking (Human
development Index.)
11
13.5 (med)
22 (med)
81 (med)

Table 4: Additional economic figures about Switzerland;
Source: Szabo et al., 2002, no page

These figures reveal that Switzerland, compared to the world and to
European, Germanic and Latin clusters of nations, is wealthy, has living
conditions that ensure high life expectancy, and ranks high in the human
development index (HDI - Human Development Report - 2000) from both a
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European and global perspective. In addition, the female population accounts
for approximately 50% of the total Swiss population. According to House et al.,
the combination of high incomes and a high ratio of females is an unobtrusive
measure of high gender egalitarianism (House et al., no date: 79).

1.6.2

Swiss culture

History may explain to a certain extent how certain typical Swiss values
have emerged: for example, unity against the enemy and the respect of cultural
diversity may have determined values such as closure, discretion, attention to
detail and respect of diversity.
Cultural values evolved significantly over the last thirty years. According to
a study of the Swiss research institute DemoSCOPE, values such as soberness
and parsimony that characterized Swiss culture in the sixties and seventies have
developed into hedonism and progressiveness.14 This study limited its sample
to 2000 Swiss-German and Swiss-French respondents: Swiss-Italian culture
was disregarded. The survey portrays Swiss culture as dynamic, not only as
traditional and inwards-oriented, as existing stereotypes suggest.
The principle of subsidiarity has characterized Switzerland since 1848: the
federal state is the last instance and involves itself only if the family, the
community, or the canton - in this order - are unable to help (Szabo et al., 2002:
no page). This principle, combined with direct democracy, has a substantial
influence on the political aspect of culture in Switzerland.
Swiss culture - provided such a surrogate of different subcultures exists comprises artifacts such as concrete art (konkrete Kunst), which reflects the
“parsimony of means, rationality and soberness.15 These attributes reflect
values that may be part of Swiss culture. Other artifacts such as food16, music
literature and other traditions are tokens of Switzerland’s –partly- rural origins:
together with other cultural artifacts, they are currently experiencing
considerable change, in part due to globalization. Swiss writers have described
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and experienced Switzerland as “narrow, provincial, mercantile, and egoistic”:
such attributes, as mentioned above, are historically rooted in part in the
purpose and origins of the Swiss confederation.
Ethnographically speaking, there is no Swiss people and no
homogeneous Swiss nation. Nor can one talk about a Swiss culture,
because various cultures came into contact with one another and even
today still overlap. Switzerland has remained a mosaic of world and
regional history, religions, languages, and dialects, all confined in a
very small space. The basic principle that holds the country together is
a political will to remain culturally independent, and not just a
collection of peculiarities in the heart of Europe.17

The above quotation is from the Swiss embassy, which demonstrates that a
uniform Swiss culture is not even being promoted by the ambassadors of our
country. The most appropriate definition of Swiss culture is probably a mosaic
of subcultures and cultural components.
Still, some authors believe they have identified more or less homogeneous
Swiss values. According to Lewis, Swiss values include politeness, cleanliness,
punctuality, dullness, cautiousness, honesty and the quest for control (Lewis,
1999: 215). I will confess my serious reservations towards a book such as
Lewis’ collection of presumed national values, manners, etc. This compilation
of stereotypes provides a further basis for cross-cultural interaction based on
categorization instead of true and profound cross-cultural understanding.
A valuable source for understanding Swiss cultures is to look at the cultures
in the neighboring countries of France, Germany and Italy. Martin Gannon and
Associates (1994) used metaphors to characterize cultures. Although
Switzerland was not characterized in the described way, the neighboring
countries are included and deliver an alternative, but consistently researched
view on habits, and attitudes. Italy is compared to an “opera” (Gannon and
Associates, 1994: 43) where pageantry and spectacle, voice, exteriority, chorus
and soloists, and the family meal are the opera’s main “ingredients”. France is
compared to a “wine” where purity, classification, composition, suitability, and
the maturation process are part of this enological metaphor. An additional
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characteristic of France, according to Gannon and Associates, is their greatness
and future orientation. Germany is compared to a “symphony” (Gannon and
Associates, 1994: 66), where elements like efficiency, precision, synchronicity,
harmony, conformity and unity, love of music, and leadership all play an
important role in shaping the “cultural symphony”.

1.6.3

Swiss identity

In order to collect further evidence about Swiss identity, I reviewed a
survey of the Swiss national television “SRG SSR Idée Suisse” (subsequently
termed “SRG survey”) about media and Swiss identity, which I will summarize
below.
The authors of this study point out the difficulties in defining national
identity: a Swiss culture providing a basis for a common identity is difficult to
identify. Still, many Swiss artifacts that are not of an exclusively cultural nature
may form the basis of such an identity: the Swiss Franc, national politics, the
Swiss Alps, religion, Fondue (a traditional Swiss dish consisting of melted
cheese), Swiss chocolate and others. Language is certainly one of the most
important elements of such an identification process.
What is also important is the dynamic nature of the identification process:
identity is a function of time as it is constantly challenged, e.g. by external
contingencies (Cf. Hofstede, 2001; Camilleri and Malewska-Peyre, 1997). Any
given identity is valid at a certain point in time only; an empirical study of
identity hence has validity solely for the time period in which it is carried out.
Once external contingencies or other factors change, identity may change as
well. This is also applicable to the results of the above-mentioned study.
In the context of this dissertation, it is particularly important to assess how
Swiss regional cultures (or subcultures) see themselves or others; the resulting
attributes reveal the nature of Swiss regional subcultures. I assume that most of
the resulting regional attributes are a result of the underlying cultural values
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and, attitudes and assumptions. The following paragraph will summarize Swiss
regional cultures on the basis of the SRG survey.
The study has two parts: the first part includes a discussion with opinion
leaders and other groups; the second part is a representative two-wave survey.
The most important outcomes of the study’s first part are that a) the SwissGerman region should not be considered homogeneous because of economic
power differentials (e.g. Zurich, Basle, Bern); b) the Swiss-French have a
tendency to assume the role of the subjugated minority; c) the Swiss-Italians’
distinctive characteristic is their flexibility; d) the Swiss-Germans are evaluated
more negatively (e.g. lack of tolerance, stiffness) than the Swiss-French or
Swiss-Italians; e) identity is a process with a strong political component.
The second part of the survey encompassed 3,300 respondents (1,250
respondents in the German and French-speaking regions each, 800 in the
Italian-speaking region). More than 70% of respondents, regardless of regional
origin, believe that there are differences between the three language regions in
Switzerland: the main differences are found in mentality and language.
The attributes that characterize the Swiss-Germans are as follows:
−
−
−
−
−
−

courage and risk-taking
entrepreneurship
environmental awareness
pride in their work
sense of organization and administration
stereotyping (against other regions)

The Swiss-French are characterized as possessing the following traits:
−
−
−
−
−

courage and risk-taking
creativity
openness for international issues
flexibility and change orientation
optimism and trust in the future
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And lastly, these characteristics are attributed to the Swiss-Italians:
−
−
−
−

creativity
flexibility and change orientation
“joie de vivre”
optimism and trust in the future

These attributes provide a good picture about Swiss regions and
corresponding subcultures. The study demonstrates that important regional
differences are perceived by Swiss citizens. Due to the subjective nature of
identification, the study could not explore whether these differences are
accountable to categorizations/stereotypes, attributions, or cognition, or the
extent to which they reflect the “objective” or real nature and attributes of these
cultures. What is interesting is that a self-evaluation by the regions’
representative largely corresponds with the evaluation of other regions’
representatives (evaluation by a third party).

1.6.4

SOPHIA 1998

A social research institute based in Lausanne (Switzerland) conducted a
survey of opinion leaders and the population in Switzerland about national
cohesion in Switzerland (Miauton and Reymond, 1998). 351 leaders responded
to the mailed questionnaire, and 504 citizens were interviewed by telephone.
35% of the opinion leaders were either from French- or Italian-speaking
Switzerland, and 65% were from German-speaking Switzerland. The
frequencies of the population sample were similar. No systematic distinction
was made between French- and Italian-speaking Switzerland, i.e. a Latin cluster
was assumed to exist, although this was not explicitly stated.
The authors found considerable differences between French-, Italian- and
German-speaking Switzerland.
The first main difference is the political reference point chosen by each
opinion leader and citizen: The vast majority of respondents in German-
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speaking Switzerland chose the nation (Switzerland) as its political reference
point, whereas an overwhelming majority of respondents in the Latin regions
chose the region as its primary political reference point (Miauton and
Reymond, 1998: 7).
The second main difference is the perceptions of Swiss identity. SwissGermans perceive Swiss identity more strongly (54%) than Italian- (25%) or
French-speaking (11%) respondents (Miauton and Reymond, 1998: 10).
The third main difference is the perception of the foundation of the Swiss
confederation. The Latin regions consider the past to be a greater bond than the
present or the future in holding Switzerland together as a nation (Miauton and
Reymond, 1998: 9). By contrast, German-speaking respondents believe that the
present and the future are greater bonds for the confederation.
The fourth main difference is the characterization of each region’s
inhabitants.
Residents of German-speaking Switzerland, according to Miauton and
Reymond (1998: 11) are:
−
−
−
−
−

environmentally aware
good administrators, organizers, and serious persons
analytic, attentive to details
entrepreneurial and trained in business skills
professionally dynamic and quality-oriented

French- and Italian-speaking Swiss inhabitants, according to Miauton and
Reymond (1998: 12), are characterized as:
−
−
−
−

open-minded
mobile and flexible (particularly Italian-speaking Swiss)
more tolerant
more original

Communication is a fifth area where the regions markedly differ: opinion
leaders see Italian-speaking Switzerland as the region whose population makes
the most efforts to communicate (approx. 54%), German-speaking Switzerland
follows closely (approx. 40%), whereas only 2% of the respondents think that
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French-speaking Swiss makes the most efforts to communicate (Miauton and
Reymond, 1998: 25).
A strength of this survey is its representative sample of opinion leaders and
citizens, which allows generalization. A limitation of this study, however, is
that French- and Italian-speaking regions are combined in one Latinregion.
Although Miauton and Reymond are not the only social researchers grouping
French- and Italian-speaking Switzerland into a Latin cluster, the study’s results
would have been even more enlightening had the two Latin cultures been
separated.
One example of a potential difference between the two aforementioned
Latin cultures is the virtue of open-mindedness. Having lived in Italianspeaking Switzerland for more than thirty years, and in light of the interview’s
findings (Cf. chapter 3.3.6), I cannot necessarily confirm that this trait was
particularly prevalent in Italian-speaking Switzerland in the past. In the last five
to ten years certain steps in the direction of a greater opening have been
undertaken. In view of the various and intensive contacts between Italianspeaking Switzerland and Italy, the cross-national region “Regio Insubrica”
was created. This region has more of an economic and social foundation than a
political one: agreements concerning the recognition of universities and
common initiatives to support regional cultural exchange are a few examples of
activities of the “Regio Insubrica”. Some argue that this process is irreversible,
and that in the long term Italian-speaking Switzerland will increasingly orient
itself towards the Lombardy region of Italy (Centonze, 2002, no page). In this
sense an opening is already underway.
Another example is originality or creativity, which, according to the
interviews conducted in connection with this dissertation, is confirmed to be a
characteristic of French-speaking Switzerland, but not necessarily of Italianspeaking Switzerland.
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In brief, a separate assessment of the three or four language regions in
future cultural research in Switzerland would permit an assessment of societal
and regional cultures as well as of political culture.

1.6.5

sWISHes

The Swiss National Exhibition in 200218 - Expo.02 - was an important
moment for federalism and the celebration of multiculturalism in Switzerland.
Several exhibitions’ projects revolved around the themes of culture, technology
and the future.
One of these projects was called sWISH19, and allowed the visitors to post
their wishes in four categories: free wishes; Swiss wishes, i.e. wishes relating to
Switzerland; gender wishes; and special wishes. Researchers of the University
of Zurich analyzed the content of these wishes and discovered patterns that
correspond to the language regions in Switzerland in the first two categories
(Artho and Gutscher, 2002).
In the category of free wishes, German-speaking Swiss citizens expressed
significantly more pragmatic wishes than French- and Italian-speaking Swiss
citizens. Social and material wishes were mainly expressed by French-speaking
citizens, and wishes relating to tolerance and spirituality were expressed more
often by Italian-speaking citizens.
Other differences were discovered in the category of Swiss wishes: Frenchspeaking Switzerland expressed significantly more wishes relating to more
openness than the other regions; Italian-speaking Switzerland expressed the
majority of wishes related to politics and the economy. Another finding in this
category is that Italian-speaking citizens had a significantly stronger preference
than the other regions for the diffuse category of diverse wishes.
Unfortunately, the study does not include a theoretical framework
embedding wishes, values, attitudes, and assumptions and showing causal
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relationships. This would have also permitted a theoretical verification of
whether wishes are culturally contingent, i.e. determined by implicit
assumptions or values. Based on the empirical findings an ex-post hypothesis
that wishes are culturally contingent could be formulated, despite the lack of a
theoretical foundation.

1.6.6

Three Swiss value orientations

A survey (n=1’004) undertaken by the Swiss Research Institute GFS20,
categorized and clustered value orientations of Swiss citizens into three value
orientations or “value types”: outward-oriented-modern, Swiss-modern, and
Swiss-conservative.
The distribution of these value types across the regions reveals differences
between the language regions, and is therefore of interest for this dissertation.
Language region
French-speaking
German-speaking
Italian-speaking

Outwardorientedmodern
50
33
27

Swissmodern
28
36
45

Swissconservative
22
31
28

Table 5: Value orientation distribution across language
regions in Switzerland; Source: Longchamp, 2002: 22

The three main value types are the result of a combination of four bipolar
value preferences: modern vs. conservative, equal opportunities for Swiss and
foreigners vs. favoritism, open-mindedness vs. closure, strong vs. weak army
(Longchamp, 2002: 14).
In French-speaking Switzerland the outward-oriented-modern value type is
clearly dominant. This is the result of the combination of the value preferences
modern, equalitarianism, open-mindedness, and weak army.
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In Italian-speaking Switzerland a similar dominance is achieved by the
Swiss-modern value orientation. This value type is the product of the value
preferences modern, favoritism, open-mindedness, and strong army values.
In German-speaking Switzerland, the value orientations are equally
distributed.
The limits of the relevance of this survey’s results to this dissertation are
that the authors analyzed what they term "political culture", which I will
distinguish from societal culture. A definition of political culture is offered by
Rose: “A political culture is a more or less harmonious mixture of values,
beliefs and emotions dominant in a society […] that influence support for
authority and compliance with its basic political laws” (Rose, 1985b: 127-128).
The second part of the definition – the “support for authority” and compliance sets political culture apart from societal culture.
Accordingly, the value preferences assessed by Longchamp are not directly
comparable to the cultural dimensions discussed later in this dissertation. The
strength of this analysis is that it offers a different perspective on language
regions' differences, which can be helpful in the further analysis of empirical
data and in the conception of a framework.

1.6.7

Swiss religions

Cross-cultural research has shown that religious influence is one of the
determinants of culture. The importance of religion in Switzerland, as in many
other countries, is even anchored in the preamble of the political constitution:
“In the name of God the almighty!”21
Modern-day Switzerland, like many other countries, is not homogenous in
religious terms; as previously stated, apart from religious diversity caused by
immigration, Switzerland has two main national religions: Catholic (46% of the
Swiss population) and Protestant (40% of the Swiss population). Moreover,
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Switzerland was never homogeneous in terms of religion, and the religious
differences had specific economic consequences. Protestant cantons became the
centers of the export manufacturing industry, whereas the Catholic cantons
were primarily agricultural (Landes, 1998: 177).
Swiss Reformation, Calvin (1509-1564)22 and Zwingli (1484-1531)23,
played a particularly important role in shaping not only their cities’ culture
(Zurich and Geneva, respectively), but also the culture of surrounding regions
in German- and French-speaking Switzerland.
Zwingli started to question some of the Catholic Church’s pillars in Zurich,
and the surrounding, influential regions of Basel and Berne later adhered to the
Reformation. The victory of the Catholics in the battle “Kappel am Albis” in
1531 temporarily stopped the diffusion of the Protestant religion in Germanspeaking Switzerland. Geneva became the centre of Calvinist Protestantism
between 1541 and 1564, where virtues like cosmopolitanism and the
acceptance of refugees who brought expertise and capital to Geneva was
counterbalanced by rigid codes of conduct and intolerance against nonCalvinists.24
Calvin had been called to Geneva to establish this city as a Protestant
capital. Under his influence Geneva became the “Rome of Protestantism”.
Later, many Catholic refugees sought and found shelter in Geneva, and
substantially contributed to Geneva’s wealth and international orientation. The
roots go back to the trade markets of the 15th century, the large Protestant banks
in the 18th century, and the fact that Geneva has become a preferred location for
international organizations.25 A hypothesis relating to Calvin’s pervasive
influence on Geneva26 and based on this dissertation’s empirical data will be
presented in chapter 3.3.6.
The Reformation resulted in a split between Protestant and Catholic
Switzerland that has persisted, despite the softening of the borders provoked by
the Catholic Counter-Reformation.
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Italian-speaking Switzerland was a jurisdiction (so called “baliaggio”) in the
16

th

century. This meant that it was administered by governors (so called

“landfogti”) coming from German-speaking Switzerland. These Italian terms
still exist today, and are used, and sometimes abused by some political parties,
when the relationship to the Swiss capital (Berne) comes into play.
Under the influence of Carlo Borromeo’s Catholic dioceses, Italianspeaking Switzerland was only marginally affected by the Reformation, but
directly experienced the ensuing Counter-Reformation.27 Geneva (1815) and
Ticino (1803) were also among the last Swiss cantons officially annexed to the
Swiss confederation.
Some of the values anchored in the Protestant ethic, such as diligence,
punctuality, and primacy of the work domain (Rose, 1985a: 29) still
characterize the stereotype of how of Switzerland’s population is perceived
abroad. The SRG survey, on the other hand, identified entrepreneurship, pride
in one’s work and sense of organization and administration as attributes of
Swiss-German identity. These attributes roughly correspond to the Protestant
ethic’s ideal type.
The Catholic religion, compared to Protestant denominations, had a quite
different understanding of work-related values: the ideal job had a decidedly
clerical character. Romans in ancient times believed that work had to be
performed by slaves in order to allow their masters to achieve their ideal of life:
independence of external things, self-sufficiency and satisfaction with oneself.
Max Weber concluded that Protestants prospered more under capitalism
than Catholics did (Weber, 1864-1920: 23). Whether capitalism and the
Industrial Revolution led to the Protestant ethic or vice versa is still under
debate. The hypothesis that the Protestant religion was and is more
individualistic in nature than Catholicism, which was and is more communityoriented is truly not far-fetched28. Franke et al’s (2002) review of relevant
literature highlighted how the Protestant work ethic, along with other factors,
may be a determinant of economic performance.
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Inglehart’s clustering of nations divides Europe according to the nation’s
religion. Switzerland would thus be half in the Catholic Europe and half in the
Protestant-Europe cluster, but the clusters would not correspond to the
language regions (Inglehart, 2000: 85).

1.6.8

Conclusions

In the previous chapters I have discussed the impact of history and religion
on cultural values, and reviewed recent social research about culture in
Switzerland. I will further refer to religious influences on Switzerland’s
cultures in the empirical section of this dissertation.
The common characteristic of the studies reviewed is that they directly or
indirectly assessed culture in Switzerland and found differences between the
language regions analyzed in this dissertation. The DemoSCOPE study
concluded that Swiss value orientations have changed significantly over the last
decades. The SRG survey yielded an encompassing and differentiated picture
of cultural identity of the three language regions. The SOPHIA study revealed
further interesting cultural differences between Germanic and Latin
Switzerland. The analysis of “sWISHes” identified differences in the wishes of
Swiss citizens. Longchamp identified three distinct value orientations and
demonstrated that value orientations in Italian- and French-speaking
Switzerland differ.
It is interesting to note how Miauton and Reymond and Longchamp reach
different conclusions about the question of the sense of belonging in terms of
geography: Miauton and Reymond argue that the political reference point is the
nation for German-speaking Switzerland while for Italian- and French-speaking
Switzerland, it is the region or canton ; Longchamp argues that despite the
fragmentation of value orientations, Swiss citizens still feel that they
“geographically belong” to Switzerland, rather than to their language region or
canton (Longchamp, 2002: 20).
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In summary, these studies have found Swiss culture to be quite
heterogeneous within Switzerland and more homogenous within the language
regions. This would confirm the viability of language regions as a
homogeneous level of analysis for cross-cultural research in Switzerland. The
goal would be to find a level of analysis where the variance within a cultural
entity or instance is minimal.

1.7

Structure of the dissertation

In this introductory chapter I have defined this dissertation’s research scope,
objectives, questions, and research design principles. I was able to identify
some gaps in current cross-cultural research, two of which I will try to bridge:
firstly, I will employ societal instead of national culture as a level of analysis in
Switzerland; secondly, I will combine quantitative-etic with qualitative-emic
approaches to explore culture and cross-cultural management practices indepth. This first chapter combined a brief theoretical review of cross-cultural
research methodology and definitions with a historical and empirical outline of
culture in Switzerland.
Chapter 2 provides the theoretical foundation of this dissertation and
consists of four main blocks.
In the first block, from chapter 2.1 to chapter 2.3, I will review the basic
theoretical background of culture and related cross-cultural research concepts.
In the second block, from chapter 2.4 to chapter 2.6 I will first review so-called
cultural frameworks of cross-cultural scholars like Hofstede, Triandis, Hall and
House. . I will then present the same authors’ empirical findings and conclude
this block with an evaluation of the presented frameworks.
In the third block, a first specific aspect of cross-cultural management will
be

presented: cross-cultural team management. Practices like team

management, communication and team development will be presented with a
particular focus on cross-cultural aspects.
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The second specific aspect of cross-cultural management, cross-cultural
leadership, will be presented as the fourth and last block of chapter 2 in chapter
2.8. One of the theories reviewed in this chapter is House et al’s research on
universal attributes or transformational leadership, which will serve as a further
basis for the empirical part of this dissertation.
The empirical part of this dissertation follows in chapter 3. In the first two
(chapters 3.1 and 3.2) I will further detail this dissertation’s research design
and describe the research procedures and instruments that were adopted in this
dissertation.
Chapter 3.3 will be devoted to the presentation of this dissertation’s
empirical results: the chapter will be divided into three main blocks.
In the first block - chapters 3.3.2 to 3.3.5 – the results of the quantitative
part of this dissertation will be presented.
The second block encompasses chapters 3.3.6 to 3.3.8 where results of the
qualitative part are presented.
The third and final block introduces chapter 4 by presenting frameworks
consisting of sets of a posteriori hypotheses for cross-cultural management in
Switzerland.
As a conclusion, the last chapter of this dissertation will explore
implications for research and for practice.
1

http://www.itapintl.com/useandmisuse.htm, accessed on November 1, 2002.

2

http://www.psychology.su.se/units/gu/FK/attitudesocht01.pdf, accessed on June 6, 2002.

3

http://www.bulfinch.org/fables/, accessed on April 25, 2002.

4

http://www.ravensgard.org/gerekr/cultures.html, accessed on April 25, 2002.

5

http://www.brown.edu/Departments/Italian_Studies/dweb/society/index.shtml, accessed on March

20, 2002.
6

http://www.aynrand.org/aynrand/, accessed on November 1, 2002.

7

http://multiculturalism.aynrand.org/, accessed on May 18, 2002.
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http://www.adversity.net/Terms_Definitions/TERMS/Affirmative_Action.htm, accessed on

November 1, 2002.
9

http://www.pch.gc.ca/multi/, accessed on May 9, 2002.

10

http://library.byu.edu/~rdh/eurodocs/swit/brudeng.html, accessed on June 30, 2002.

11

http://www.uni-wuerzburg.de/law/sz00000_.html, accessed on June 30, 2002.

12

http://www.eda.admin.ch/tokyo_emb/e/home/cult/swicu.html#0002, accessed on June 30, 2002.

13

http://www.statistik.admin.ch/stat_ch/ber00/dkan_ch.htm, accessed on September 9, 2002.

14

http://www.demoscope.ch/angebot_weg_d.htm, accessed on May 10, 2002.

15

http://www.admin.ch/ch/d/schweiz/index.html, accessed on May 18, 2002.

16

http://www.about.ch/culture/food/index.html, accessed on June 30, 2002.

17

http://www.eda.admin.ch/tokyo_emb/e/home/cult/swicu.html#0001, accessed on June 30, 2002.

18

http://www.expo02.ch/, accessed on November 1, 2002.

19

http://www.swish.ch/, accessed on September 10, 2002.

20

http://www.gfs.ch/, accessed on September 10, 2002.

21

http://www.admin.ch/ch/d/sr/1/101.de.pdf, accessed on July 27, 2002.

22

http://www.smartlink.net/~douglas/calvin/, accessed on October 14, 2002.

23

http://www.zwingli.ch/, and http://www.unizh.ch/irg/zwingli.html accessed on October 14, 2002.

24

http://www.staendigevertretung.com/Schweiz.htm and

http://www.ticino.com/usr/libex/riformacorpoelv.html, accessed on October 14, 2002.
25

http://www.ville-ge.ch/site_de/de/geschichte.htm, accessed on October 14, 2002.

26

http://www.ville-ge.ch/site_de/de/geschichte.htm, accessed on October 14, 2002.

27

http://www.larici.it/frammenti/borromeo/2.htm, accessed on October 14, 2002.

28

http://www.georgetown.edu/publications/gup/nrt/nrt_re_tropman.html, accessed on October 14,

2002.
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In this chapter, I will review the relevant cross-cultural theory. The primary

focus will be on culture and its theory; the secondary focus will be on
leadership and team management theory.
I will complement the review of cultural dimensions by presenting available
empirical data for Switzerland (based on the same dimensions). The aim is to
collect the available empirical data to construct a cultural profile of Switzerland
in chapter 2.5.
European country clusters will be mentioned several times in the following
chapters. The original definition of these clusters goes back to Ronen and
Shenkar (1985: 449) and was later refined by Brodbeck et al. (2000: 12). Ronen
and Shenkar distinguished five European clusters: the Anglo cluster covers
Ireland and United Kingdom, the Nordic cluster encompasses Denmark,
Finland, Norway and Sweden, the Germanic cluster includes Austria, Germany
and Switzerland, the Latin cluster consists of Belgium, Italy, Spain, Portugal
and France, and finally the Near-East cluster which includes Greece and
Turkey. Ronen and Shenkar assert that these clusters are based on geographical
proximity, common language or language groups and religion (Ronen and
Shenkar, 1985: 444). Brodbeck et al. (2000) as well as other authors (e.g.
Inglehart, 2000) have proposed more accurate country clusters, based on other
attributes such as religion or cultural dimensions. Nowadays, GLOBE’s country
clusters are the most recent and well-accepted ones.
Cross-cultural research covers a broad range of scientific disciplines such as
sociology, psychology, anthropology, political and management sciences, to
mention the most important ones. There is one fundamental difference between
the explanation of cultural variances in sociology, anthropology and in
psychology. Sociology and anthropology detect cultural variances using a
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value-based approach whereas psychology attempts to explain cultural variance
with perceptual differences.
The study of culture is of relevance to cognitive science for two major
reasons. The first is that the very existence of culture, for an essential
part, is both an effect and a manifestation of human cognitive abilities.
The second reason is that the human societies of today culturally
frame every aspect of human life, and, in particular, of cognitive
activity. […]Today, with a few undistinguished exceptions, it is
generally agreed among cognitive and social scientists that cultural
variation is the effect, not of biological variation, but of a common
biological, and more specifically cognitive endowment that, given
different historical and ecological conditions, makes this variability
possible (Sperber and Hirschfeld, 1999: no page).

The central question for psychologists in this context is how people select,
categorize and interpret information about the world around them. CCM
research, instead, often takes the value-based approach. According to the
definition in chapter 1.4 values are a product of cognitive processes, and do not
require the full enactment of cognitive processes but serve as a category for the
“quick retrieval” of an interpretation.
Concepts such as social structure, values, behavior and cognition and their
usage in CCM research, also illustrate the importance of an interdisciplinary
approach. Cross-cultural sociology mainly analyses the societal level, whereas
cross-cultural psychology focuses on individuals and group behavior.
Cross-cultural management studies the behavior of people in
organizations around the world and trains people to work in
organizations with employee and client populations from several
cultures. It describes organizational behavior with countries and
cultures; compares organizational behavior across countries and
cultures; and, perhaps most importantly, seeks to understand and
improve the interaction of co-workers, clients, suppliers, and alliance
partners from different countries and cultures (Adler, 1991: 10-11).

Until now CCM research has focused on the national, organizational and
professional/occupational level. As we will see later on, the appropriateness of
some of these levels for CCM research are heavily discussed by scholars.
Organizational culture has been a topic since Schein’s seminal work at the
beginning of the 1990s as well as before. Although it is not enough to explain
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cross-cultural variances, it is an important construct in CCM. In the broader
context of management studies, organizational theory provides foundation for
strategy, human resources and other management disciplines.

2.1

Culture
Culture is a useful tool to describe the luggage of know-how,
attitudes, knowledge and beliefs societies use in order to hold a grip
over their environment and organize human interaction. When
consideration is given to its normative and religious components, and
to its role in the building of identities, it gives also insights into the
way sets of uncoordinated attitudes and techniques are transformed
into systems, with their own dynamics (Claval, 2001: 4).

Claval’s description is a useful starting point for a definition of culture
capturing important aspects that are or should be addressed in current
definitions of culture. First, Claval mentions and alludes to levels or layers of
culture (attitudes, knowledge, beliefs, etc.), which will be the topic of the next
chapter. These levels are unconscious or conscious, difficult to observe or
observable, and immeasurable or measurable. As they are positioned on a
continuum, each level is difficult to define precisely.
Claval also introduces the aspect of the Freudian struggle with the
environment. The importance of this aspect lies in the fact that it illustrates how
culture is not entirely dependent upon an individual or a group, but relates to
and is defined by the surrounding environment.
Kluckhohn and Strodtbeck, anthropologists and among the pioneers of
cross-cultural research, also focus on the Freudian struggle between nature and
the environment, or nature vs. nurture.
There is a limited number of solutions of common human problems
for which all people must find some solution. There is however,
across societies, variability in the preferred solutions to those
problems (Kluckhohn and Strodtbeck, 1961: 10).
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Cultural relativism is a central concept of anthropologists (Hofstede, 2001:
15). Cultures - according to this line of thought - can be distinguished by their
specific solutions to common human problems. These specific solutions define
specific societal cultures. Whether or not this struggle with the environment is
the primary determinant of national, organizational, other cultural entities will
be discussed in the following chapters.
2.1.1

Levels (layers) of culture

In cross-cultural research it is useful to differentiate levels or layers of
culture (the terms will be used interchangeably). Cross-cultural research so far
has yielded a number of different cultural levels, with different definitions of
assumptions, values, attitudes and other presumed cultural levels. I will
summarize the most important cultural levels below.
Adler proposes a model of culture that focuses on reciprocal influences of
three levels of culture: values, attitudes and behavior.

Culture

Behavior

Values

Attitudes

Figure 4: Interaction of values, attitudes and behavior; Source: Adler, 1991: 16

She defines values as “that which is explicitly or implicitly desirable to an
individual or a group and which influences the selection of available modes,
means and ends or action” (Adler, 1991: 16). Attitudes convey values and lead
a person to act in a “preferred manner”. A positive attitude towards innovation,
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for example, leads a consumer to buy innovative products. This behavior
displays certain regularity, and makes him a so called “early adopter”, with a
specific buying pattern. The relationship between attitudes and behavior
postulated by Adler is denied by La Piere’s (1934) early seminal article. House
et al. confirm Adler’s postulated relationship in very specific situations. The
influence of attitudes on global behavior patterns, according to the authors, is
supported by “little substantial systematic evidence” (House et al., 1999: 58).
Schein defines three levels of group culture: basic underlying assumptions,
espoused values and artifacts. The latter are defined as “all the phenomena that
one sees, hears and feels when one encounters a new group with an unfamiliar
culture” (Schein, 1992: 17). This definition introduces the element of
consciousness of one’s own cultural orientation: artifacts of other cultures make
us – by comparison - aware of our own culture. Artifacts, according to Schein,
are easy to observe but very difficult to “decipher” (Schein, 1992: 17).

Artifacts

Espoused values

Basic underlying
assumptions

Figure 5: Levels of culture; Source: Schein, 1992: 21
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Basic underlying assumptions are mostly unconscious axioms, intrinsic in a
culture, and define which values are acceptable and not. The arrows between
the three levels depict for example a process of cognitive transformation, which
would transform external values into shared values, and ultimately to basic
underlying assumptions.
In Trompenaars and Hampden-Turner’s model of culture, four layers of
culture are positioned in concentric circles.
Artefacts,
products, manifestations
Behaviors
Norms,
values, beliefs
Basic
assumptions
IMPLICIT
CULTURE

EXPLICIT CULTURE

Figure 6: Trompenaars’ and Hampden-Turner’s cultural
layers; Source: Trompenaars and Hampden-Turner, 1997: 6

Basic assumptions reflect the meaning we assign to cognition, affection and
behavior, and are shared among members of a culture mostly at an unconscious
level. This kernel is very stable and unlikely to adapt to external stimuli.
Questioning of these assumptions would destabilize the cognitive and
interpersonal world and lead to anxiety (Schein, 1992: 23). Distinctions
between irrational and rational, unnatural and natural, paradoxical and logical
are typical examples of basic assumptions (Hofstede, 1991: 8).
Norms, values and beliefs are shared by most members of the same culture,
and are seldom questioned in the culture itself. Norms and values were
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previously defined in the introductory chapter. Values influence distinctions
such as good vs. evil.
Triandis (1995a: 4) and Hall (1976: 12), agree with many other authors that
significant parts of culture are implicit, difficult to perceive and to describe.
The partly unconscious Kulturbrille, through which every member of a given
culture cognitively and affectively experiences other cultures, mainly resides in
the inner layers of Trompenaars’ model. All unconscious parts of culture in the
above model are located in the inner layers.
In Trompenaars’ model, any kind of human action or behavior is
represented by the third circle and is influenced by assumptions, norms, values
and beliefs. Behavior is closely related to the role one aims to fulfill.
Professional behavior is, for instance, likely to differ significantly from private
behavior.
Artifacts represent the most superficial, visible, and verifiable part of
culture. Popular definitions of culture mostly originate from this layer, while
taking elements such as music, art, literature as proxies for culture.
It can be hypothesized that cultural convergence, as a global phenomena as
introduced in the first chapter with reference to globalization, mainly affects the
level of cultural manifestations, products and artifacts. On lower levels, or inner
circles to use Trompenaars’ model, basic assumptions and values remain
relatively untouched by this process. In this sense there is both a cultural
convergence and divergence (Hamed and Miconnet, 1999: 5). The latter
phenomenon affects the level of assumptions and values, the former the level of
artifacts and, possibly, behavior.
The opposite hypothesis has also been postulated. Funukawa (1997) argues
that common rules, roles and goals are based on the common ground of human
nature, which he sees at the level of basic assumptions. Accordingly, two
different cultures can be distinguished by their artifacts, behavior and language,
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but at a certain level, their basic assumptions form a common ground of human
nature.
I speculate that assumptions are located at the individual level of analysis
rather than at the group level (team, organizational). The complexity and the
heterogeneity of the “cultural mosaic” at the individual level and the close
interaction with other non-cultural aspects (e.g. personality) would make any
such convergence impossible. A physiological convergence due to the identity
of the hardwiring underlying cognitive processes is in my opinion the only
possible convergence at this level (Cf. Nisbett et al., 2001).

2.1.2

Cultural entities (level of analysis)

In the previous chapter I have introduced the concept of levels or layers of
culture. In cross-cultural research, a further fundamental concept is a cultural
entity, also called level of analysis in the literature. The national, societal,
organizational, suborganizational, and individual levels are typical examples of
such cultural entities. I call them cultural entities in this dissertation because
they are vehicles or carriers of cultural outcomes or processes. In the literature
they are sometimes referred to as the unit or level of analysis and on occasion
the latter term is used as a synonym for cultural entity.
Individual culture
The individual level is the locus where individual processes such as
cognition and emotion occur, attitudes are developed and stored, and behavior
is enacted. This dissertation’s assumption is that an individual level of culture
exists, and the relationships to other levels of analysis correspond to the general
framework presented in chapter 1.2.1 (Cf. Figure 2). This assumption bases on
the literature that will be briefly reviewed below.
Individual culture has its roots in the conditioning process of growing up in
a culture. This process starts with the ways babies are spoken to, which contain
implicit rules that will become part of the babies’ mental programming
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(Skynner and Cleese, 1993: 86). This programming, similar to Hofstede’s
“software of the mind” and Trompenaars’ basic assumptions and values,
becomes the departure point for all human action.
Hofstede et al. assessed the original four Hofstede dimensions, which will
be presented in chapter 2.4.4, at the individual instead of at the societal level.
They found a completely new set of dimensions, which they termed
“psychological culture” (Hofstede et al., 1993: 466). These findings
demonstrate the importance in cross-cultural research on defining the level of
analysis prior to data collection, hypothesis formulation or theory construction.
The location of culture in “institutions or people’s minds” is a recurring
dispute. As Hofstede states, this differentiation is not entirely appropriate,
because every level influences other levels and vice versa. Institutions,
organizations, groups cannot have a mind that is independent of their members’
aggregated minds (Hofstede, 2001: 20).
Cognition, emotion and motivation are individual processes relevant to
organizational behavior. If one understands organizational behavior as a field
of cross-cultural research, there is a rationale for researching the individual
level of analysis, not only in cross-cultural psychology, but also in crosscultural management research (Cf. Markus and Kitayama, 1991; Chatman,
1991).
The interaction between cognition, emotion, behavior, and the role played
by culture in this interaction, has captured the attention of several cross-cultural
researchers (Cray and Mallory, 1998; Triandis, 1995a; Markus and Kitayama,
1991). The interaction between culture and cognition has already been
addressed in the previous chapter as well as in chapter 1.4, where I reviewed
cognition-based definitions of culture. In the latter chapter I have presented
arguments for the thesis that cognition may also be culture-bound.

76

Theory
Cognitive psychology […] is primarily concerned with individual
thought and behavior. Individuals however belong to populations. […]
Individual organisms are members of species and share a genome and
most phenotypic traits with the other members of the same species.
Organisms essentially have the cognitive capacities characteristic of
their species, with relatively superficial individual variations. In social
species, individuals are also members of groups. An important part of
their cognitive activity is directed toward other members of the group
with whom they cooperate and compete. Among humans in particular,
social life is richly cultural. Sociality and culture are made possible by
cognitive capacities, […], and provide specific inputs to cognitive
processes (Sperber and Hirschfeld, 1999: no page).

Sperber and Hirschfeld argue that cognitive processes are universal; other
authors such as Nisbett et al. (2001) propose that cognitive processes are
culture-bound. Cognitive processes, such as categorization, and personality
traits, such as beliefs and emotions, play an important role in the development
of attitudes. Attitudes are a determinant of behavior and as such they are
essential for the understanding of cross-cultural phenomena from a cognitive
perspective.
Markus and Kitayama argue in their seminal article on cognition, emotion
and motivation that a fundamental distinction is to be made between individuals
with independent and interdependent selves. The independent self, in summary,
is less focused on the social context, whereas the independent self is “connected
with social context” (Markus and Kitayama, 1991: 230). Geertz defined the
independent self as “a bounded, unique, more or less integrated motivational
and cognitive universe, a dynamic center of awareness, emotion, judgment, and
action organized into a distinctive whole and set contrastively both against
other such wholes and against its social and natural background” (Geertz, 1974:
225). This definition points out that, while an independent individual does not
live isolated from her/his social environment, the locus of behavioral control is
located in her/him, not in others. In contrast, interdependent selves’ behavior is
influenced by thoughts, feelings and acts of other related persons (Cf. Smith et
al., 1995).
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Emotion was also found to be culture-bound by Markus and Kitayama
(1991: 235). Ego-related emotions such as frustration, tend to be expressed
more often by independent persons whereas other-related emotions such as
jealousy tend to be expressed more often by interdependent persons. Their
article concludes that emotions are not universal, but that culture, together with
situational factors, plays an important role in shaping emotional experience.
Another outcome at the individual level that is influenced by Markus and
Kitayama’s self-construals is motivation: the authors found interdependent
selves to experience more social or interdependent motives (e.g. sociallyoriented achievement) as opposed to individual motives (e.g. autonomy), which
are experienced more by independent selves.
This divergence in self-construals was later adopted by Triandis (1995a)
and combined with the Individualism and Collectivism dimensions (Cf. Smith
and Bond, 1993). The resulting cultural dimensions are reviewed in chapter
2.4.3.
Organizational culture
Smircich defines organizational culture as follows:
[Organizational] culture is usually defined as social or normative glue
that holds an organization together. It expresses the values and social
ideals and the beliefs that organization members come to share. These
values or patterns of belief are manifested by symbolic devices such
as myths, rituals, stories, legends, and specialized language (Smircich,
1983: 344).

Schein’s (1992) definition of group and organizational culture was
mentioned in chapter 1.4, in the section on problem-centric definitions of
culture: this anthropological definition is more outward oriented or
environment related (Cf. Appendix C). Organizational culture, according to
Hofstede, influences behaviors, attitudes and artifacts, but has marginal impact
on values (Hofstede, 2001: 394).
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Organizational culture is not assumed to be homogenous, but may rather
include other distinct cultural constructs termed organizational subcultures,
alternatively suborganizational cultures. Organizational subcultures are both
influenced by organizational and societal cultures (Scholz, 1997: 257).

Organizational
culture A

Organizational
culture B

Societal culture

Figure 7: Cultural entities; Source: based on Scholz, 1997: 257

Organizational subcultures may be based on attributes such as
organizational structure or professional culture (front-office vs. back-office,
controlling vs. sales) and vary substantially in a large organization (Schein,
1992: 14).

Theory

79

What are the components of organizational culture? The following
paragraphs will present four models of how organizational culture can be
theoretically captured.
Deal and Kennedy define five elements of organizational culture, whereby
the “business environment” represents the main exogenous factor shaping
corporate culture.
Cultural element

Description

Business
Environment

Each company faces a different reality in the
marketplace depending on its products, competitors,
customers, technologies, government influences, and
so on. To succeed in its marketplace, each company
must carry out certain kinds of activities very well. In
short, the environment in which a company operates
determines what it must do to be a success. This
business environment is the single greatest influence in
shaping a corporate culture.
These are the basic concepts and beliefs of an
organization; as such they form the heart of the
corporate culture. Values define “success” in concrete
terms for employees - “if you do this, you too will be a
success” - and establish standards of achievement
within the organization.
These people personify the culture’s values and as
such provide tangible role models for employees to
follow. Some heroes are born - the visionary institution
builders of American business - and some are “made”
by memorable moments that occur in day-to-day
corporate life. Smart companies take a direct hand in
choosing people to play these heroic roles, knowing
full well that others will try to emulate their behavior.
These are the systematic and programmed routines of
day-to-day life in the company. In their mundane
manifestations - which we call rituals – they show
employees the kind of behavior that is expected of
them. In their extravaganzas - which we call
ceremonies - they provide visible and potent examples
of what the company stands for.
As the primary (but informal) means of
communication within an organization, the cultural
network is the “carrier” of the corporate values and
heroic mythology. Working the network effectively is
the only way to get things done or to understand
what’s really going on.

Values

Heroes

Rites and Rituals

Cultural Network

Table 6: The elements of organizational culture; Source: based on Deal
and Kennedy, 1999: 4-11
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Values, heroes and rites and rituals may be considered as the main
components of organizational culture, whereas the cultural network is the
medium via which corporate culture can be disseminated.
Denison’s cultural profile of an organization29 is organized around four
groups: mission, consistency, involvement and adaptability, which form two
bipolar dimensions (Denison, 2000: 25). The first dimension that characterizes
an organizational culture according to Denison is flexible vs. stable, the second
is external vs. internal focus (Denison, 1990: 15). He further differentiates
between organizational culture and organizational climate, to conclude that the
main and "enduring" difference between organizational culture and climate
stems from their theoretical foundations rather than real differences in the
observed phenomena. Historically, organizational culture studies were
conducted using qualitative techniques although they sometimes adopted
quantitative approaches, in particular when conducting cross-cultural or
comparative research. Quantitative studies of organizations were traditionally
the domain of organizational climate studies (Denison, 1999: 18-19).
Scholz’s Lambda-Model considers the dimensions of visible vs. hidden and
internal vs. external organizational culture. He proposes three conceptual
components of organizational culture: organizational culture (internal and
hidden), organizational appearance (visible and both internal and external)
encompassing organizational design and organizational behavior, and
organizational image (external and hidden). Organizational culture, in Scholz’s
understanding, represents the organization’s “personality”, whereas the
organizational image represents how the organization is subjectively perceived
by outsiders (Scholz: 1997: 232-233).
Hilb proposes a model with six bipolar dimensions according to which
organizational cultures may be evaluated (Hilb, 2000: 83). The six dimensions
are: geocentric vs. ethnocentric, trust vs. mistrust, cooperation vs. competition,
change-friendly vs. change-adverse, outward-oriented vs. inward-oriented,
future-oriented vs. tradition-oriented. The latter poles of these six dimensions,
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according to Hilb, characterize the mechanistic organization; the former poles
characterize the ideal culture.
Is organizational culture imposed, or how does it otherwise spread and
become generally accepted? Pettigrew focused his attention on the creation of
organizational culture: he defined organizational culture as a family of concepts
where symbolism (e.g. language, ritual, forms) as well as myths play a
determinant role. He found that the role of entrepreneurs and their energy,
purpose and commitment is of particular relevance in shaping organizational
culture (Pettigrew, 1979: 573). Smircich’s methodological review of
organizational culture theory broadens Pettigrew’s approach centered on
symbolism and proposes five areas where culture and organization theory
intersect:

cross-cultural

management,

corporate

culture,

organizational

cognition, organizational symbolism and the organization’s unconscious
processes (Smircich, 1983). In comparative or cross-cultural management,
culture is seen as an independent variable that is externally “added” to an
organization, and is of particular relevance for multinational companies.
Organizational or corporate culture on the other hand may also be seen as a
culture “producing” entity. The outcomes are cultural artifacts such as rituals
and myths.
The hypothesis that organizational culture may be a strategic lever has
captured the attention of researchers and practitioners since the early 1980s.
The formulation, review and diffusion of corporate values absorb considerable
resources in many organizations and are often viewed as an integral part of
strategic work (Cf. Cray and Mallory, 1998). This constitutes a good rationale
for additional research in the field of organizational culture, particularly its
interplay with societal culture.
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Societal culture
Societal or national culture has been the most analyzed cultural entity in
CCM research so far. Hofstede (2001), House et al. (2002), Hampden-Turner
and Trompenaars (2000), Franke et al. (2002), and Triandis (1995a) still refer
to the national culture construct as a main unit of analysis. Hambrick et al.
define nationality as the “country in which an individual spent the majority of
her/his formative years (Hambrick et al., 1998: 198). It is a matter of fact that
nationality and culture affect individual ways of functioning”. National culture,
according to Hofstede, mainly influences the layers of basic assumptions and
values (Hofstede, 2001: 394).
The five cultural dimensions found by Hofstede, whose detailed description
can be found in chapter 2.4.4, operationalize culture at the national or societal
level. Other authors found different or additional cultural dimensions: chapter
2.4 gives an overview of cultural dimensions currently used in research and
how they are related to each other. The common feature of all these cultural
dimensions is their aim to operationalize culture at the national or societal level.
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Hofstede’s consulting organization ITIM30 summarized Hofstede's national
culture scores and proposes six mental images© of society:
The contest
model
(`winner takes all´)
The network
model
(consensus)
The organization
as a family
(loyalty and hierarchy)
The pyramidal
organization
(loyalty, hierarchy and
implicit order)
The solar system
(hierarchy and an
impersonal bureaucracy)
The well-oiled
machine
(order)

Competitive Anglo-Saxon cultures with low Power
Distance, high Individualism and masculinity, and
fairly low scores on Uncertainty Avoidance.
Examples: Australia, New Zealand, U.K. and
U.S.A.
Highly individualistic, `feminine´ societies with
low Power Distance like Scandinavia and the
Netherlands. Everyone is supposed to be involved
in decision-making.
Found in societies that score high on Power
Distance and Collectivism and have powerful
ingroups and paternalistic leaders. Examples:
China, Hong Kong, India, Indonesia, Malaysia,
Philippines and Singapore.
Found in collective societies with large Power
Distance and Uncertainty Avoidance. Examples:
much of Latin America (especially Brazil), Greece,
Portugal, Russia and Thailand.
Similar to the pyramid structure, but with greater
Individualism. Examples: Belgium, France,
Northern Italy, Spain and French-speaking
Switzerland.
Found in societies with low Power Distance and
high Uncertainty Avoidance, carefully balanced
procedures and rules, not much hierarchy.
Examples: Austria, Germany, Czech Republic,
Hungary, German-speaking Switzerland.

Table 7: Six mental images© of society;
Source: http://www.itim.org/7d.html, accessed November 3, 2002

These models, as the descriptions reveal, are built on combinations of
cultural dimensions, and the patterns resulting in different countries are
aggregates of typical clusters of societies. These clusters are similar but not
identical to the clusters found by Gupta et al. (2002: no page) in Project
GLOBE. These latter clusters will be discussed in chapter 2.4.7.
The interplay of national and organizational culture was analyzed, among
others, by Laurent (quoted in Adler, 1991: 59), who found that individuals
strengthen their national identity when they are members of an organizational
culture. The empirical part of this dissertation might provide additional
evidence regarding the influence of societal culture on organizational culture.
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Historical and methodological limitations of this construct have already
been addressed in the introductory chapters. Further limitations will be
described at the end of chapter 2.
Conclusion
In this chapter I have defined the cultural entities that are generally relevant
in cross-cultural management research. Figure 2 shows in general terms how
the different entities interact and determine organizational behavior.
The presented entities have distinct characteristics with respect to change
capabilities. Individuals and societies have relatively low change capabilities,
whereas organizations, according to Laurent, have a relatively high change
capability (Laurent, 1989: 85). If this conclusion should apply to cultural
change, then this would have important consequences for organizations. In the
empirical part I will present evidence indicating that culture in organizations is
persistent and accordingly slow to change.
The combination of cultural layers/levels and cultural entities allows for
some speculation: Hofstede argued that organizational culture, as opposed to
national/societal culture, has little influence over values and assumptions
(Hofstede, 2001: 394). This could mean that corporate culture can only
influence attitudes or behavior, but it cannot change employees’ values and
assumptions. This would signify that societal and organizational cultures are
complementary, rather than mutually exclusive. The discussion on the
reciprocal influence of these cultures would therefore have less bearing.
Another result of such speculation would be that a corporation’s efforts to set
corporate values would be wasted, since organizational culture is unable to
penetrate at such “deep” levels.
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From a methodological perspective, as Tayeb argues, it is important to
isolate influences from national and organizational cultures in order to discover
which entity is involved in a certain cultural conditioning process (Tayeb,
2001: 98). Concretely, this would mean that societal and organizational culture
should be held constant (e.g. one nation, one company) in an empirical study,
while another cultural entity could be assessed (e.g. departmental culture).
Another issue that is intrinsic in the term national culture has to be
mentioned at this point: “nation” is seldom a synonym for one homogeneous
culture. Switzerland is an extant example, as mentioned in the first chapter, but
many others can be found. Hofstede, along with other CCM researchers,
initially measured Swiss national culture only once. Instead, three or four
different cultures would have to be measured: Swiss-German, Swiss-French,
Swiss-Italian and Romansch. Swiss national culture could consist of the lowest
common denominator among these subcultures. The implication is that
measurement and operationalization of culture should not only occur at the
national level, but at other levels as well, such as the societal or regional level.
Culture could also be measured on the individual level: Hofstede warns that it
is dangerous to measure culture at the individual level because it might lead to
the so-called ecological fallacy. "Ecological factor analysis assumes that the
mean of the individual responses is representative of the population studied in
the respective cultural unit" (House et al., 1999: 33).
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Until now, CCM research has mainly focused on the national and
organizational culture levels, whereas anthropologists and psychologists have
focused on individual, group and societal culture as a unit of analysis.
Level

Aspect Systems

Society

Anthropology

Category

Sociology

Group

Social Psychology

Individual

Psychology

M
A
N
A
G
E
M
E
N
T

P
O
L
I
T
I
C
A
L

S
C
I
E
N
C
E

E
C
O
N
O
M
I
C
S

Table 8: Interdisciplinary approaches to cross-cultural research; Source:
Hofstede, 2001: 19

In the future, CCM research will need to integrate the individual level, i.e.
cross-cultural psychology, to examine the causal relationships between culture
and organizational behavior more systematically (Cf. Markus and Kitayama,
1991; Erez and Earley, 1993).
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Conceptual framework

In this study five theories provide a general theoretical foundation,
analogously to Project GLOBE’s conceptual model (House et al., no date: 16).
The first of the five is the Social Identity Theory (SIT) (Cf. Tajfel, 1981)
which asserts that “the social part of our identity derives from the groups to
which we belong” (Smith and Bond, 1993: 77). The ingroup or outgroup
membership depends on the evaluation of group and individual attributes and
influences categorization and subsequent behavior and “one will discriminate
against an outgroup if one identifies with the ingroup” (Smith and Bond, 1993:
82).
The second is the Implicit Leadership Theory (Cf. Bryman, 1987; Lord and
Maher, 1991). According to this theory “individuals have implicit theories
about the attributes and behaviors that distinguish leaders from non-leaders,
moral leaders from evil ones, and effective from ineffective leaders”. The
implicit leadership theory assumes that individuals have their own
categorizations of leaders and non-leaders. These collections of attributes
displayed by leaders or non-leaders are termed leadership prototypes (House et
al., 1999: 15-16; House et al., 1997: 23).
The third, the Value/Belief Theory (Cf. Hofstede, 2001; Triandis, 1995a),
asserts that behaviors of individuals, groups and organizations within the same
culture are enacted through the values and beliefs of the members. Kirkman and
Shapiro argue that the influence of culture on organizational outcomes is
mediated by resistance (Kirkman and Shapiro, 2001: 6), whereas Ajzen and
Fishbein (1970) found attitudes, which are assumed to be influenced by values,
to be predictive only of specific behaviors. House et al. found that “many
scholars assert that cultural entities influence the values of their members
which, once internalized, influence their behavior” (House et al., 1999: 58).
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In summary, the influence of values on behavior and organizational
outcomes is still not entirely clear and, as I will argue in the chapter devoted to
the theoretical implications, requires further research.
The fourth theory is McClelland’s Implicit Motivation Theory, according to
which human motivation is determined by three implicit motives or
psychogenic needs: affiliation, achievement and power (social influence) (Cf.
McClelland, 1985; Lonner and Adamopoulos, 1997). All three motives are
culturally contingent. One of them, the achievement motive, “is characterized
by behavioral expression of setting challenging goals, risk taking, persistence,
and the use of feedback in the interest of performance. Highly achievementmotivated individuals tend to be entrepreneurial and not to be concerned with
tradition or convention, protection of face, or social reciprocation" (House et
al., 1999: 44).
Lastly, the Structural Contingency Theory asserts that organizational
contingencies must be met by organizations in order to survive and be effective.
These contingencies influence organizational form and practices (Cf.
Donaldson, 1993; Child, 1981). Accordingly, organizational contingencies are
another determinant of organizational outcomes that needs to be considered.
In summary, and according to the five theories presented, there are several
determinants of organizational behavior and other organizational outcomes:
external contingencies, culture, leadership expectations and motivation, to
name just a few. One of the implications of this is that a certain organizational
behavior is difficult to attribute to one determinant, say, culture. Instead, one or
many of the above determinants are probably at work simultaneously. In such a
situation an encompassing conceptual framework may help considerably.
Applied to the scope of this research, the above theories lead to the
following, more specific assumptions: a) societal culture affects organizational
behavior; b) organizational culture affects organizational behavior; c)
organizational contingencies affect organizational behavior; d) within a specific
organizational and societal culture, culturally endorsed leadership theories are
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homogeneous; e) organizational contingencies affect organizational form,
organizational culture and practices; and f) the impact of contingencies on
organizational form, organizational culture and practices is moderated by
societal cultural forces (House et al., no date: 18-20).
House et al.’s theoretical framework is relevant for this dissertation for two
main reasons. First, it provides a theoretical foundation for the causal
relationship between societal culture, organizational culture and organizational
contingencies, analogously to Punnett and Withane’s (1990) general conceptual
framework, presented in chapter 1.2.1. Second, their framework establishes a
causal relationship between culture and leadership, based on the previously
presented theories.
Implicit leadership
theories for each culture
Societal culture,
values and practices

Organizational culture,
values and practices

Leader attributes
and behavior

Leader acceptance
and effectiveness

Organizational
contingencies

Figure 8: GLOBE conceptual framework; Source: House et al., 2002: no page
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The empirical part of this dissertation will not only assess societal,
organizational and suborganizational culture, but also leadership prototypes.
The theoretical foundation for this assessment is provided by this framework
and the aforementioned theories.
Punnett and Withane’s general framework includes organizational behavior
as well as contingencies, societal, organizational and individual culture. The
GLOBE framework presented earlier, however, does not clarify the relationship
between cultural entities and non-leadership-related organizational outcomes.
Another recent conceptual framework provides more detail regarding the
relationship between culture and organizational behaviors.

Societal
culture

Individual factors

Self-efficacy
beliefs

Culturally derived
work norms and
values

Work
motivation and
performance
goals

Behavior and
performance

Outcomes and
rewards

Performance
contingencies

Environmental
factors

Incentives and
disincentives to
perform

Job attitudes
and trust

Perceived
equity

Figure 9: Detailed conceptual CCM framework;
Source: based on Steers and Sanchez-Runde, 2002: 194

In addition to the previously presented concepts of societal and
organizational culture (culturally derived work norms and values), Steers and
Sanchez-Runde’s (2002) framework includes two of several factors that
determine behavior and performance. Self-concept, personal beliefs, values,
needs and traits are termed individual factors and address the questions “who
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we are”. Their influence on behavior and performance is moderated by selfefficacy beliefs on one side and by work motivation and performance goals on
the other (Steers and Sanchez, 2002: 194).
Etymologically, motivation derives from the Latin word movere (to move),
and refers to the moving forces determining behavior. Several theories analyzed
determinants of motivation. Two strands of influential theories are the most
relevant ones: need and cognitive theories about motivation. The most
important proponent of need theories of motivation is McClelland (1985) with
his previously reviewed theory of implicit motivation. Cognitive theories rely
on the assumption that “people tend to make reasoned choices about their
behaviors and that these choices influence, and are influenced by, job-related
outcomes and work attitudes.” (Steers and Sanchez-Runde, 2002: 201). Three
broad streams of cognitive theories may be distinguished: in the first,
motivation is based on an assessment of perceived equity (equity theory); in the
second, specific and challenging goals are believed to be a determinant of
motivation (goal-setting theory); in the third, a “multiplicative combination of
one’s belief that effort will lead to performance, that performance will lead to
certain outcomes, and the value placed on these outcomes by the individual.”
(Steers and Sanchez-Runde, 2002: 203). Both need and cognitive theories are,
to a certain extent, culture-bound, which means that culture has either a direct
or a moderating effect on motivation. The effect of culture on goal-setting will
be specifically addressed in chapter 4.2.1.
The environmental factors include family and community structures, values
and norms, occupational and organizational culture, and education and
socialization experiences. Both determine culturally-derived work norms and
values, which determine work motivation and ultimately behavior and
performance.
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An alternative position is taken by Kirkman and Shapiro, who argue that the
impact of cultural values on organizational outcomes, such as job satisfaction,
commitment or motivation, is moderated by resistance Kirkman and Shapiro
(2001: 6).
A further consideration regarding the environment must be made at this
point. A clear separation between the environment (culture free) and its impact,
and the way the environment is sampled (culture-bound) is difficult, but this is
one of the most important aspects in which cultures differ (Triandis, 2001: 18).
Hall and Barker (quoted in Hall, 1976: 100) concur that in “studying man it is
impossible to separate the individual from the environment in which he
functions”, which makes an analytical and positivist approach to culture even
more difficult. Markus and Kitayama further concur that “one’s social action is
more likely to be seen as situationally bound, and characterizations of the
individual will include this context” (Markus and Kitayama, 1991: 225). This
difficult separation of context from phenomenon is an element that must be
considered when choosing cross-cultural research design. This problem was
addressed in chapter 1.3.4 and will be discussed further in this dissertation’s
empirical part.
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Categorization and stereotyping

Stereotypes and other forms of cultural misinterpretation are phenomena
occurring frequently and that are sometimes mistaken for culture. An
examination of these phenomena reveals, to a certain extent, why they occur so
often and why it is difficult to avoid these biologically-rooted mechanisms
(Gudykunst and Bond, 1997: 129-130).
Cognitively, external stimuli are perceived by individuals and grouped into
categories for complexity reduction. These categories guide the interpretations
of other stimuli. If a stimulus is miscategorized, subsequent retrievals of the
corresponding wrong category will, for example, lead to misjudgments.
Miscategorization in the context of culture leads to inadequate interpretations
and behavior in foreign cultural settings (Adler, 1991: 71). An example of
cross-cultural miscategorization would be to assume that all Americans are
good presenters or salesmen, only to recognize later that there are many
exceptions to this rule.
The phenomena of categorization, as described above, which targets a
national or ethnic group, and is not referred to as an individual behavior, is
commonly referred to as stereotyping. A stereotype may be conscious or
unconscious, descriptive or evaluative (positive / negative), accurate or generic,
an educated guess or based on information obtained from the persons involved,
and modified or stable after a first judgment (Adler, 1991: 72). Tajfel
differentiates between stereotypes and social stereotypes: stereotypes become
social once they are shared with others (Tajfel, 1981: 146-147). Stereotyping
has an influence on communication, in particular on how we process
information and on how expectations are created. For example, individuals tend
to remember more favorable information about ingroups and less favorable
information about outgroups (Gudykunst, 1994: 92).
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A compelling, and amusing, example of
Switzerland’s language regions is reported below:
How others see
them

A federal case

Don’t be happy,
just worry

Mind your
manners

stereotyping

involving

The French-speaking Swiss are hard to
differentiate from unusually pernickety French.
The Italian-speaking Swiss are easily mistaken
for starched Italians. And the German-speaking
Swiss can often be overlooked as sedated
Germans
They have in common a red passport and a
common determination not to be like the
inhabitants of the next valley. In their
determination to be different, the Swiss are
remarkably alike.
The diversity of the Swiss is apparent in the
degree to which they worry. The Germanspeakers do little else. The French-speaking
Swiss are great visionaries and philosophers
with noble thoughts and global dreams. They
worry that their Swiss-German compatriots do
not share these dreams. The Italian-speaking
Swiss have a terrible tendency not to worry
nearly enough. Fortunately they account for only
10% of the population.
It is rude to be early and unforgivable to be late.

Table 9: Based on "Xenophobe's guide to Switzerland”;
Source: Bilton, 1995: 6, 11, 14, 20

The empirical part of this dissertation will explore how the roots of some of
these stereotypes contain an element of truth based on history, culture or
politics.
In an empirical study involving German and U.S. work groups, stereotypes
were found to be quite stable. This implies that after a period of time they are
also predictable (Meyer, 1993: 100). This has a significant impact on crosscultural teams: the slow erosion of the mental categories (stereotypes) hinders
team development, communication, and other managerial practices. A category,
however, is not eternal: the process of decategorization removes existing
categories and enables when an evaluation of foreigners is based on individual
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characteristics instead of being based on pre-established categories (Gudykunst,
1994: 101).
An interesting variation of stereotyping is sophisticated stereotyping. This
term is used by Osland and Bird to characterize current bipolar cross-cultural
research, i.e. the definition of cultural dimensions characterizing culture as two
or more opposing poles such as Individualism and Collectivism (Osland and
Bird, 2000: 68). The authors assert that the application of Hofstede’s cultural
dimensions to certain nations is just another form of stereotyping. It is
sophisticated because it is based on theory, but it still reduces characterization
choices to a significant degree while only five to eight dimensions are used.
The limitations of the described approach are that cultural paradoxes cannot be
explained. Osland Bird’s model of sensemaking is reviewed in chapter 2.4.7.
Other types of misinterpretation may also come from the following sources:
subconscious cultural blinders (Kulturbrille, Cf. Triandis, 1995a; Hall, 1976),
lack of cultural self-awareness, projected similarity, and parochialism (Adler,
1991: 75). Parochialism will be defined in the next chapter. The concept of
projected similarity will be reviewed in chapter 2.7.1.

2.3

Socialization and acculturation

There are some basic culture-related processes like socialization and
acculturation that need to be reviewed before dealing with more specific crosscultural interaction within work groups or teams.
Socialization describes the basic process as “the totality of modifications
produced in the individuals’ relationship with their environment” (Camilleri
and Malewska-Peyre, 1997: 43). Organizational socialization is defined by
Chatman (1991: 462) as the process by which an individual comes to
understand the values, abilities, expected behaviors, and social knowledge that
are essential for assuming an organizational role and for participating as an
organization member. Chatman empirically analyzed person-organization fit
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and concluded that value congruence is an important factor in the selection and
socialization practices within organizations.
Societal culture is involved in the process of socialization, whereas
organizational and suborganizational cultures are involved in the process of
organizational socialization.
Acculturation, according to Redfield et al., encompasses “phenomena which
result when groups of individuals having different cultures come into
continuous first-hand contact with subsequent changes in the original culture
patterns of both groups” (Redfield et al., 1936: 149). Triandis differentiates
between collective acculturation, where the process impacts a whole group, and
individual acculturation, where the process impacts only an individual
(Triandis, 1995a: 121).
Berry and Sam differentiate between four acculturation modes: assimilation
leads to the adoption of the dominant culture; marginalization is equivalent to
the abandonment of one’s own culture without adopting or refusing the
dominant culture; separation leads to the retention of one’s own culture without
adopting the dominant culture; lastly, integration leads one to maintain one’s
own culture and adopt the dominant culture in parallel (Berry and Sam, 1997:
296). Some of these acculturation modes (i.e. assimilation or integration)
require some degree of cross-cultural knowledge, which may be acquired over
time (Hofstede, 2001: 426). Osland and Bird’s taxonomy of cultural knowledge
will be presented in chapter 4.1.2.
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The acculturation process determines how well a foreigner will feel in a
different country after reaching the stable state.

+
Positive
c
Time

b
a

Negative

Phase

1.Euphoria

2.Culture shock

3.Acculturation

4.Stable state

Figure 10: Acculturation process and possible outcomes; Source: Hofstede, 2001: 426

In state “a” she or he will feel like a foreigner or perhaps even discriminated
against; in state “b” she or he will feel at home and can therefore be considered
culturally adapted; in state “c” she or he will feel better than at home, and
become “more Roman than the Romans” (Hofstede, 2001: 426).
Canney Davison differentiates four outcomes of interaction within
international teams, similarly to the acculturation modes above. Cross-cultural
interaction may lead to a) the domination of a subgroup (potentially the
dominant culture), b) a “polite stand-off”, c) the exclusion of one or two people
(potentially not the dominant culture), and d) interactive synergy, which is the
only approach that enables the team to realize its full potential (Canney
Davison, 1996: 164).
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Culture may be approached in three distinctive ways in an organization:
with a parochial, ethnocentric or synergistic strategy (Adler, 1991: 11). In the
parochial and ethnocentric strategies, the dominant culture is taken as a
paradigm and other cultures succumb. In the synergistic approach the dominant
and the other cultures are combined to leverage the comparative strengths of
the cultures involved. The details of each strategy are depicted in Appendix B.
Similarly, organizations can be differentiated according to their global
orientation and local adaptation. Possible combinations of these dimensions are
local, global, multinational and transnational corporations. The global and
local organizations are typically ethnocentric, since they adapt little to local
specifics. Multinational and transnational organizations adapt locally, and the
latter combines global orientation and local adaptation optimally (Hilb, 2000:
99).

2.4

Cultural frameworks

This chapter introduces a new concept: in addition to cultural levels (e.g.
assumptions, values, and attitudes) and cultural entities or levels of analysis
(e.g. individual, organizational, and societal), cultural dimensions will be
reviewed below. I will the set of theoretical propositions that integrate and
complement each author’s cultural dimensions call cultural framework.
Eight cultural frameworks will be reviewed. The seven most well-known
frameworks propose sets of distinct cultural dimensions; the eighth framework,
Osland and Bird’s model of cultural sensemaking, presents an alternative view
that goes beyond the traditional cross-cultural research cultural dimensions
thinking (Cf. chapter 2.4.7).
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The Kluckhohn-Strodtbeck framework

One of the oldest cultural conceptual frameworks is the one proposed by
Kluckhohn and Strodtbeck (1961). As anthropologists their analysis of culture
focuses on the societal level. In one significant comparative study of values
within five cultures in the Southwest U.S (Navaho, Zuni, Mexican-American,
Texan Homesteaders, and Mormon), Kluckhohn and Strodtbeck explored value
orientations around which they assumed all people seek meaning (Kluckhohn
and Strodtbeck, 1961: 12).
Their framework includes five universal dimensions, which, they assert, can
be observed in every culture: Relationship to the environment; Time
orientation; Nature of people; Activity orientation; Focus of responsibility. An
operationalization of Kluckhohn and Strodtbeck’s dimensions was, for
example, proposed by Hills (2002).
I will briefly present each cultural dimension of this framework below.
Relationship to the Environment
To what extent do people, in a given culture, feel that they are subjugated to
their environment, in harmony with it, or able to dominate it? This dimension
answers this question and puts the focus on how people perceive their relation
to their surrounding environment, and less on what that relationship actually is.
The perception of the Freudian struggle with the environment (Cf. chapter
1.4.3) gains new significance in this cultural dimension: are we dominated by
our environment, or do we dominate it?
The Kluckhohn and Strodtbeck’s framework foresees three possible
answers to this question: mastery over, harmony with, and subordination to the
environment. Mastery over the environment signifies that “the individual or
group can and should exercise total control over the forces of, and in, nature
and super-nature”.31 Harmony with the environment entails a partial control of
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nature, as described above. Living in a balance with nature and natural forces is
the goal of this orientation. In the subordination scenario, higher forces of
nature subdue individuals or groups (Kluckhohn and Strodtbeck, 1961).
These orientations towards the social and ecological environment may
impact organizational practices such as goal-setting. In “subordination
societies”, goal setting may be relatively unimportant and fatalism may impact
or replace planning in such societies. In “harmony societies” goals may be set,
but deviations are recognized and may be attributed to the environment. In
“domination societies”, goals are clearly set in organizations, with benchmarks
and specific strategies for their achievement.
Time Orientation
In many Western societies, time is viewed as a scarce resource. The focus
lies on the present and on the near future: employees are, for example,
evaluated on a yearly basis. By contrast, the Japanese tend to take a longer view
and this is reflected in their methods of performance appraisal. Japanese
executives are often given years to prove their worth. Buddhist cultures tend to
take a cyclical view of time (Kluckhohn and Strodtbeck, 1961). We also
commonly assume that time orientation varies within Europe: while for Swiss
or Northern European people it is quite normal to be on time for an
appointment, for Italians or Spaniards a small delay would be perfectly
acceptable.
A grasp of a culture’s view of time enables the CCM researcher to
understand why certain practices that are assumed to be universal are
sometimes adapted or not accepted in different cultures. Accordingly, planning
and goal-setting, performance appraisals, innovation processes, change
management, and other practices may all be influenced by different time
conceptions.
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Activity Orientation
Some cultures emphasize doing, others emphasize being. Cultures that
emphasize the former aspect, believe that the locus of meaning for selfexpression is external to the individual: they emphasize activity that is valued
by both the self and sanctioned by others in the group. Cultures that emphasize
the being aspect think that the locus of meaning for self-expression is internal
to the individual, and emphasize activity valued by the self but not necessarily
others in the group. Understanding the activity orientation of a culture can give
you insights into how people approach work and leisure and the relationship
between these (Kluckhohn and Strodtbeck, 1961).
Social Relations Orientation
A universal aspect that is present in every culture is the need to make
decisions. The question is whether there is a systematic difference in how these
decisions are taken and, more specifically, who takes responsibility for the
decision. This dimension of the Kluckhohn-Strodtbeck framework foresees
three possible answers to the above question: collaterality, linearity and
individualism. In the collaterality scenario, laterally extended groups base their
decision on consensus. In case of a linear decision, authority is deferred to
higher instances within a group (hierarchical approach). Lastly, in the
individual scenario, decisions are made by individuals, or individual families,
independently (Kluckhohn and Strodtbeck, 1961).
This dimension, along with the previous ones, may have important
implications in terms of management practices. In terms of leadership
expectations, for example, it is important to consider how cultures expect to be
involved in decisions. If people do not expect to be involved, a cooperative
decision-making process might be interpreted as a weakness. In chapter 2.4.3 I
will expand on Triandis’ dimension of Individualism and Collectivism, which
is closely related to this dimension.

102

Theory

Human Nature
A last dimension is the so-called Human Nature. Cultures tend to have
modal views of people: people are inherently good, evil or a mix of these
factors. One can see how a prevailing cultural view of people can affect the
leadership style employed in an organization. Autocratic leadership styles may
build on the assumption that people are evil, or un-trustworthy, while more
participatory styles may suggest the opposite (Kluckhohn and Strodtbeck,
1961).

2.4.2

Hall’s framework

The anthropologist Edward T Hall is considered one of the pioneers of
cross-cultural research along with Kluckhohn and Strodtbeck. Hall proposed
three cultural dimensions: time, space and context. The latter is one of the most
well known in cross-cultural research. Hofstede and other authors have been
significantly influenced by Hall’s findings. Like Kluckhohn and Strodtbeck,
Hall approaches culture from an anthropological perspective, i.e. at the core
values level.
Time
"Time is one of the fundamental bases on which all cultures rest and around
which all activities revolve” (Hall, 1976: 179). Hall differentiates between
monochronic and polychronic time orientation: people with monochronic time
orientation (northern/western hemisphere) deal with time in a sequential way,
polychronic-oriented people (southern/eastern hemisphere) in a simultaneous
way. Monochronic time is further characterized as linear, tangible, and
divisible. In monochronic time, events are scheduled one at a time and this
schedule takes precedence over interpersonal relationships. Polychronic time is
further characterized as "the simultaneous occurrence of many things and by a
great involvement with people" (Hall, 1976: 14).
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Context
High and low context refers to the amount of information that a person can
comfortably manage. This can vary from a high context culture where
background information is implicit to low context culture where much of the
background information must be made explicit in an interaction, for example by
the use of language. Language is defined by Hall as “the system most
frequently used to describe culture […] for organizing information and for
releasing thoughts and responses in other organisms” (Hall, 1976: 57).
HC

Context

Meaning

Information

LC

Figure 11: Context, information and meaning in high
and low context cultures; Source: Hall, 1976: 57

Contexting involves two processes. One takes place in the brain and is a
function of past experience (programmed contexting) and/or the structure of the
nervous system (innate contexting). The other (external contexting) involves
the situation and/or setting in which an event occurs. In an intercultural
situation with high-context persons, low-context persons must go much more
into detail than usual (Hall, 1976: 127).
People from high-context cultures send more information and implicitly
convey minimal information in the transmitted message, have a wider network,
and thus tend to stay well informed on many subjects. Other characteristics of
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high-context cultures is that context is deeply rooted and accordingly slow to
change, forms are important, and a sharp distinction is made between insiders
and outsiders. People from low-context cultures usually verbalize much more
background information, and tend not to be well informed on subjects outside
of their own interests. Other characteristics of low-context cultures are that they
are highly individualized, most of their information is transmitted in the
message, they are change-friendly, forms are less important, and they make less
of a distinction between insiders and outsiders (Hall, 1976: 91). Hofstede
argues that “high-context fits the collectivist society, and low-context is typical
for individualist cultures” (Hofstede, 2001: 212).
In the introduction I mentioned the function of culture as a screen to avoid
information overload (Hall, 1976: 85). The degree to which people are aware of
this screen is closely related to the high-low-context continuum, i.e. in high
context cultures people are very aware of this screen.
Space
Hall researched body-space, called proxemics, which I will further define in
chapter 2.7.5. This is a further area that reveals important cultural differences
among societies. Latin countries such as Spain or Italy are accustomed to half
the body distance one would find acceptable in the U.K. or U.S. Arabs also
seem to prefer a closer stance to their discussion partners, in order to discern
the discussion partner’s breath. In my experience, Northern Europeans would
not enjoy such closeness and possibly try to avoid it. This difference could give
rise to misunderstandings. Raymonde Carroll also discussed different
conceptions of body-space in her cultural comparison of Americans and French
(Carroll, 1988: 33).
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Empirical findings
Hall empirically assessed Switzerland and Germany as low context, “highly
individualized, somewhat alienated” cultures (Hall, 1976; 43, 91), where
people’s involvement with each other is relatively low. Hall also specifically
stresses the importance of time in Switzerland and Germany, though he does
not specifically dispute the underlying data, but stays at the level of empirical
direct observation.

2.4.3

Triandis’ framework

Triandis’s point of departure is that “all humans are ethnocentric” (Triandis,
1995a: 145), but through regular contact with other cultures they may become
less so. This ethnocentricity is closely related to our Kulturbrille, the previously
cited filter through which we see and interpret everyday life.
Some sources report that the Individualism and Collectivism dimensions,
nowadays associated with Triandis and Hofstede, were first identified by
Triandis in 1972, while studying traditional Greeks (collectivists) and
Americans (individualists). Other sources indicate that these dimensions were
first identified by Hall (1959). According to my literature review, many authors
have contributed to shaping today’s Individualism and Collectivism
dimensions, but Triandis was the first to analyze the roots and consequences of
Individualism and Collectivism in-depth.
Individualism and Collectivism, according to Triandis (1995a: 10), are
defined by four attributes: self-definition, goals, norms and emphasis on
relationship (Triandis, 1995a: 10). Individualists define their self as their goals
autonomously, i.e. separately from the groups they belong to. Collectivists
define themselves by using attributes of the groups they belong to, and are
concerned with both individual and collective goals, but make sure they are in
accordance In case of conflict between individual and collective goals, for the
individualist it is natural to give higher priority to individual goals, whereas the
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collectivist would clearly favor collective goals. According to the third attribute
– norms - individualists mainly act based on “what is enjoyable and required by
contractual obligations with others” (Triandis, 1995a: 11), whereas collectivists
act as specified by the ingroup’s norms. Among individualists, the final
attribute - emphasis on relationship - is closely related to their preference for
pleasure, which puts a stronger emphasis on self-esteem. It also implies an
opportunistic behavior among individualists with regard to relationships, as
they enter or leave relations to suit their goals. Collectivists maintain relations
even if it is not in their best interest to do so (Triandis, 1995a: 11).
Individualism and Collectivism are generally measured at the societal level.
At the individual level, people displaying individualistic attributes are defined
as idiocentric and people showing collectivist traits are defined as allocentric.
Oyserman et al. (2002), demonstrated, for example, that at the individual level
of analysis, Americans are less idiocentric than Hofstede’s analysis at the
societal level and other stereotypes suggest.
Apart from the previously mentioned dimension of Individualism and
Collectivism, Triandis further differentiate between Horizontal and Vertical
Orientation. This differentiation is derived from the mentioned distinction of
self in four categories: independent or interdependent (Markus and Kitayama,
1991) and same or different. In the vertical dimension inequality (different) is
well-accepted, ranking is legitimate and offers certain advantages. The
horizontal dimension emphasizes people’s similarity (same), particularly status.
The combination of the dimensions of Individualism/Collectivism and
Horizontal/Vertical leads to four combinations of cultural patterns that can be
used to analyze different cultures: Vertical Individualism (VI), Horizontal
Individualism (HI), Vertical Collectivism (VC) and Horizontal Collectivism
(HC).
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The VI culture is independent and regards itself as different from others. A
VC culture also regards itself as different, but sees itself as interdependent with
others (Triandis, 1995a: 51). Similarly, HI and HC cultures view themselves as
similar to others, but as independent in the first case, and interdependent in the
second (Cf. Triandis and Gelfand, 1998).
The four possible combinations of intergroup relations between
individualistic and collectivistic, in the case of employee-supervisor relations,
are depicted below.
supervisor
employee

Individualist

Collectivist

Individualist

OK

employee wants to act
individually, supervisor wants
him to act together

Collectivist

employee wants to act
together, supervisor wants him
to act individually

OK

Figure 12: Intergroup relations in Individualism and
Collectivism; Source: Triandis, 1995a: 123

“Homogeneous” combinations of individualistic employees and supervisors
and of collectivistic employees and supervisors are unproblematic, i.e. both
parties are able to fulfill mutual expectations.
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This is not the case in “heterogeneous” combinations where, for example, a
collectivistic employee is lead by an individualistic supervisor: the employee
and the supervisor have diverging expectations or assumptions regarding their
interaction. The employee, for example, wants to act collectively, whereas the
supervisor wants him to act independently.
The same combination of Vertical and Horizontal Orientations of
employees and supervisors produces the following matrix:
supervisor
employee

Vertical

Horizontal

OK

employee expects orders,
supervisor expects suggestions

supervisor gives orders,
employee wants to give
suggestions

OK

Vertical

Horizontal

Figure 13: Intergroup relations (Vertical and Horizontal
Orientation); Source: Triandis, 1995a: 123

In this case as well as whenever both employee and supervisor share a
vertical orientation, the mutual expectations can be fulfilled. In the
“heterogeneous” case, the mutual expectations cannot be fulfilled.
A logical conclusion of the previously presented matrices is that the
“heterogeneous” combinations are more likely to produce ineffective
performance in a work group or team than the “homogeneous” combinations.
The distinction between Individualism and Collectivism leads to other
propositions that are relevant to CCM research. First, collectivists tend to have
few intimate relationships, whereas individualists have many ingroups but
enter and exit them frequently.
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Second, collectivists have fewer interactions than individualists, and they
usually take the form of group interactions and last longer than individualists’
interactions. Research by Erez and Early, for example, confirmed that the
cultural dimensions of Individualism and Collectivism plays a significant role
in communication. Collectivism may lead not to sharing information with
outgroups (Erez and Early, 1993). The influence of culture on communication
will be further discussed in chapter 2.4.3.
Third, conflicts in collectivist cultures occur mainly between groups, rather
than within specific groups, within the boundaries of religion, language,
ethnicity or race.
“Individualists tend to break the conflict into components,
disregarding history and context. They evaluate the advantages and
disadvantages of solutions and look for solutions that maximize
payoffs. They like to end with a contract. They avoid discussion of
vague principles and believe that everything has a price. Time is
money, according to individualists. Whether the opponent likes or
dislikes the contract is unimportant. The agreement must be
acceptable to the majority of those who are affected. Communication
emphasizes content, not context (see above). Collectivists focus on the
total picture (history, general related principles, pride, and
sovereignty) and many issues are nonnegotiable. Communication uses
context more than content (see above). Successful negotiations require
that trust first be established. Thus informal negotiations must occur
before formal negotiations take place. If a contract is to be written,
there should be an escape clause that ensures that disagreement will be
settled by consultation rather than litigation. More time is needed for
negotiations than individualistic cultures. Collectivists usually do not
show their hands in negotiations and instead wait for the other side to
show its hand first. Solutions must respect nonnegotiable elements
such as pride” (Triandis, 1995a: 9, emphasis added).

Fourth, Early manipulated the ingroup-outgroup variable in a controlled
environment, finding that individualists performed better and more efficiently
working alone, and collectivists, when working with their ingroups (Early,
1993: 341).
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Fifth, Ting-Toomey (quoted in Triandis, 1995a: 77) puts forward that in
collectivist cultures, conflict resolution is more passive than in individualist
cultures.
Sixth, Early showed that social loafing - “doing less than one is capable of
doing when one’s performance is not observable”- is less likely among
collectivists working with ingroup members, compared to individualists (Early,
1993: 341).
Lastly, “[…] collectivists coming to an individualistic culture have more
difficulty than individualists coming to an individualistic culture” (Triandis,
1995a: 122).
Triandis (1995a: 124) summarizes his findings by suggesting that
collectivists should learn the following about individualists:
- They have an unusually favorable opinion of themselves and have a need to
express their high self-esteem. Their apparent arrogance is a reflection of the
culture.
- They are much more enthusiastic and use an expressive style in social
interaction that East Asian collectivists use very rarely. […]
- They stress pleasure and fun. Happiness is a very important value for them.
- They decide quickly, but the decision is often inadequately implemented
because too few people were involved in reaching it.
- They place great value on consistency, especially on consistency between
attitudes and behavior. When there is inconsistency, individualists are likely to
label the other person a “hypocrite”.
- They do not make a sharp distinction between private and public behavior.
- They are more likely to do something because it is fun than because they have
an obligation to do it.
- They expect a clear statement about their relationships, such as “if I give you
this, you will give me that.
- They expect the relationship to last a relatively short time.
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Individualists, conversely, should learn the following about collectivists:
- They like modesty. Individualists, who have a tendency toward selfenhancement that is not found among collectivists, should hide their high selfesteem and learn to present more modest selves. They will thus appear less
arrogant in the eyes of collectivists.
- They consider doing their duty much more important than happiness.
- They sometimes have difficulties making decisions. Individualists should
respect collectivists’ tendency to make decisions slowly, after much
deliberation, and preferably when there is consensus about the best course of
action. This tendency is not as “inefficient” as it appears. After all, every
decision can be seen in a broader context as involving the time that is required
to reach it and the time needed to implement it. Taking time to decide by
involving all those affected by the decision may result in quick
implementation.
- They are less concerned about cognitive consistency than are individualists.
- They pay much attention to the difference between private and public
behavior.
- They often consider doing their duty to be rewarding.
- They expect relationships to last a long time. Often they cultivate relationships
for a long time before expecting the relationship to provide benefits.
- They are quite vague about how relationships will evolve. Thus, individualists
are well advised to be patient, take time to build relationships, and establish
long-term relationships.

Further differences concerning psychological dimensions of individualistic
and collectivistic attributes were found by Fiske et al. (1998).
Chatman and Barsade (1995) analyzed the role of culture, personality and
situation in individualistic and collectivistic settings. Their findings indicate
that individualists were less cooperative in collectivist settings, and subjects
with a cooperative personality adapted to the individualistic culture by being
less cooperative. A cultural implication is that “managers attempting to
encourage cooperation need to realize that individualists may require greater
persuasion and may never actually adapt to collectivistic culture” (Chatman and
Barsade, 1995: 440). An implication for the determinants is that situation
supersedes personality if the situation is adequately perceived (Chatman and
Barsade, 1995: 440). Person-culture congruence is also argued to be a
determinant of better job performance and greater commitment to the firm
(Chatman and Barsade, 1995: 425).
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Later, Triandis (2002: 19) found additional cultural dimensions: these
additional bipolar cultural dimensions include cultural complexity, tightness,
verticality, active vs. passive role, universalistic vs. particularistic, diffuse vs.
specific, ascribed vs. achieved, instrumental vs. expressive and emotional
suppression vs. expression. As these dimensions are very similar to HampdenTurner and Trompenaars’ cultural dimensions, they will be discussed in the
chapter devoted to their framework.

2.4.4

Hofstede’s framework

Geert Hofstede has been the most influential cross-cultural management
scholar in the last twenty years. He was working as a HR manager at IBM in
the 1970s and 1980s, and at that time conducted a study of more than 116,000
IBM employees to assess national cultures. His goals were to understand the
influence of national culture on an organization, on how to use this cultural
knowledge to manage more effectively, and how to define culture more
accurately.
His analysis focused on the levels of basic assumptions and values and
aimed at comparing different nations on the national cultural level. Factor
analysis of attitude data at the country level yielded four distinct factors around
which Hofstede constructed four dimensions: Power Distance, Individualism,
Masculinity and Uncertainty Avoidance. Construction of scaled indices in each
dimension enabled Hofstede to cluster different national cultures and describe
them. The result was a ranking across four dimensions of culture for fifty
countries. A fifth dimension (“confucian dynamism” or “long-term
orientation”) was added later, based on research carried out by Hofstede and
Bond on samples of students. The four “IBM” dimensions have been
extensively used in CCM research over the past twenty years.
Søndergaard (1994), Sivakumar and Nakata (2001), and Cambridge (1998)
reviewed the influence of Hofstede’s findings on cross-cultural research.
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Søndergaard based his analysis on “applications and replications of the work of
Geert Hofstede” by collecting citations of published and unpublished material.
Søndergaard found that Hofstede’s dimensions were reviewed in four distinct
ways: a) nominal quotations; b) “more substantively interesting citations”
involving remarks and criticism; c) empirical usage of Hofstede’s cultural
dimensions, and d) (in more than two hundred cases) usage of Hofstede’s
dimensions as a paradigm (Søndergaard, 1994: 448).
The following is my review of Hofstede’s dimensions and relative empirical
scores per country, with particular attention to Switzerland.
Power Distance
Hofstede’s analysis at IBM yielded a first dimension, Power Distance,
which deals with how human inequality is handled in societies (Hofstede, 2001:
79). The construct of Power Distance is derived from Mulder (1977) who
developed the relevant theory based on laboratory and field experiments with
simple social structures. Hofstede defines Power Distance as follows: “The
Power Distance between a boss B and a subordinate S in a hierarchy is the
difference between the extent to which B can determine the behavior of S and
the extent to which S can determine the behavior of B” (Hofstede, 2001: 83).
Delimitation between the concepts of power, influence and authority is
offered by Yukl. Influence, according to him, is the process by which an agent
influences a target, whereas power refers to the agent’s capacity to influence a
target person. The outcomes of the influencing process may be commitment,
compliance or resistance (Yukl, 1994: 194-195).
A common differentiation related to Power Distance in the context of
societies is between pluralist and elitist societies, in which the latter is more
unequal than the former. In the context of organizations Power Distance is
usually related to a supervisor-subordinate relationship (Hofstede, 2001: 8283).
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An important observation is that Power Distance differs strongly among
categories of occupations: managers score significantly lower on Power
Distance than unskilled workers for the same country. This means that
professional categories in empirical analysis must be chosen as homogeneously
as possible, or clearly differentiated by category of occupation.
According to Hofstede’s empirical data, countries scoring high for Power
Distance are predominantly located in the Far East or in Latin America:
Malaysia, Guatemala, Panama, Philippines, Mexico, and Venezuela are the top
six countries. The lowest Power Distance is mainly found in Europe: Austria,
Israel, Denmark, New Zealand, Ireland, Sweden, Norway, Finland and
Switzerland are the nine lowest-scoring countries in terms of Power Distance
(Hofstede, 2001: 87).
Uncertainty Avoidance
This next dimension refers to how comfortable people feel towards
uncertainty. Cultures that ranked lower than others feel much more comfortable
with the unknown. As a result, high Uncertainty Avoidance cultures prefer
formal rules, and any uncertainty leads to higher anxiety than among low
Uncertainty Avoidance cultures. This dimension, unlike the previous one, does
not correlate with occupational categories or gender. It does however correlate
with age: the higher the age, the lower the resulting Uncertainty Avoidance,
according to Hofstede’s original IBM data.
Hofstede points out that it is important to distinguish Uncertainty
Avoidance from risk avoidance: although these concepts are related,
uncertainty deals more with the unknown and the related anxiety, whereas risk
is deemed related to something precise, and the consequences of incurring the
risk can be judged (Hofstede, 2001: 148). If Hofstede’s differentiation applies,
risk avoidance should be considered as a separate cultural dimension.
Countries that scored high on Uncertainty Avoidance in Hofstede’s survey
are mainly situated in Southern Europe or in Latin America: Greece, Portugal,
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Guatemala, Uruguay, Belgium, and are the six top-scoring countries (Hofstede,
2001: 151). The countries with the lowest Uncertainty Avoidance are spread
across the globe: Singapore, Jamaica, Denmark, Sweden, Hong Kong, Ireland,
Great Britain, Malaysia and India are the nine lowest-scoring in terms of Power
Distance. Switzerland scored thirty-third out of fifty countries, and is
accordingly slightly less Uncertainty Avoiding.
Individualism-Collectivism
This dimension was initially proposed by Hall (1959) and was further
developed by Hofstede, Triandis, and others. Hofstede’s (2001: 209) definition
of this dimension can be compared to Triandis’ (1995a) more detailed
definition which was reviewed in chapter 2.4.3: Individualism and Collectivism
refer to the extent that cultures prefer acknowledgement for and association
with individual or group achievements. Individualist cultures prefer recognition
for individual accomplishments whereas collectivistic cultures prefer
recognition for the accomplishments of the group. Hofstede also found that
there is no correlation between Individualism/Collectivism and other dimension
such as gender, occupation and age (Hofstede, 2001: 218).
The six most individualist countries, according to Hofstede’s empirical
results, are the United States, Australia, Great Britain, Canada, the Netherlands
and New Zealand. The least individualistic (and the most collectivistic)
countries are Guatemala, Ecuador, Panama, Venezuela, Colombia, Indonesia,
Pakistan and Costa Rica. Switzerland scores fourteenth out of fifty countries: it
is moderately more individualistic than the other fifty countries surveyed
(Hofstede, 2001: 215).
Masculinity-Femininity
This dimension refers to expected gender roles in a culture. Cultures that are
"masculine" tend to have very distinct expectations of male and female roles in
society. More "feminine" cultures allow a greater ambiguity in terms of what is
expected of each gender. Further, masculine cultures tend to embrace
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competitiveness, strength, and the "each man for himself" mentality (Hofstede,
2001: 279).
Hofstede’s empirical results show that the top five countries in terms of
masculinity are Japan, Austria, Venezuela, Italy and Switzerland. The countries
with the lowest masculinity index are Sweden, Norway, the Netherlands,
Denmark, Costa Rica and Yugoslavia (Hofstede, 2001: 286).
Long-term vs. Short-term Orientation (Confucian Work Dynamism)
This independent dimension was found through further research with
Michael Bond, based on a sample of students responding to the Bond’s Chinese
Values Survey (CVS) questionnaire (Hofstede, 2001: 351). One of the
limitations of Hofstede’s four previously identified dimensions was that they
were based on a questionnaire developed in the Western hemisphere, based on
a western value bias. This limitation was partly removed with the addition of
this fifth dimension.
The definition of this dimension shows its relationship with the concept of
time perception, similarly to the Time Orientation dimensions Kluckhohn and
Strodtbeck (1961) and Hall (1976) propose in their frameworks. This
dimension consists of two poles: a short- and a long-term Time Orientation
pole. The values contributing to the long-term pole are a) perseverance, b)
ordering relationships by status and observing this order, c) thrift and, d) having
a sense of shame. The short-term pole, in contrast, is characterized by: a)
personal steadiness and stability, b) saving face, c) respecting the tradition, and
d) the reciprocation of greetings, favors, and gifts (Hofstede, 2001: 354).
Hofstede did not term this dimension Confucian dynamism, as Bond did, but
chose the long-term vs. short term definition since the dimension could also be
measured in countries lacking an awareness of Confucius’s teachings.
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From an empirical perspective, China, Hong Kong, Taiwan, Japan and
South Korea scored high on the long-term orientation index. Pakistan, Nigeria,
the Philippines, Canada, Zimbabwe, Great Britain and the United States scored
low on this dimension. Switzerland’s score was not assessed (Hofstede, 2001:
356-357).
Conclusion
Hofstede’s data and results so far could not be replicated in a
comprehensive manner, mostly due to the magnitude of his study. Robert
House and other researchers around the globe are completing a similarly broad
study based on eight cultural dimensions and a similarly broad sample of 61
cultures. This research project is known as Project GLOBE: its results are
presented in chapter 2.4.7.
The strengths of Hofstede’s framework are its “rigorous research design,
systematic data collections and a coherent theory to explain variations”
(Søndergaard, 1994: 449). The main weaknesses are attributable to the choice
of the sample (only IBM employees were sampled), the derivation of the four
dimensions via factor analysis, and the survey of attitudinal data from which
values were inferred. McSweeney’s critique of Hofstede’s framework and other
frameworks assessing culture on the national level will be reviewed in chapter
2.6.2. Another weakness shared by all presented frameworks, except Osland
and Bird’s, is the dimensionalization of culture. Osland and Bird call this
sophisticated stereotyping because it reduces culture to a few dimensions and
does not convey a holistic understanding of the associated phenomena (Osland
and Bird, 2000: 70).
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The following table is a summary of Hofstede’s empirical results for
Switzerland in comparison with scores of the worldwide high and low peer
country scores:
Cultural dimensions (Hofstede)
Power Distance Index
Uncertainty Avoidance Index
Individualism Index
Masculinity Index
Long-term orientation (Bond)

CH
34
58
68
70
n/a

High
104
112
91
95
118

Mean
57
65
43
49
n/a

Low
11
8
22
5
0

Table 10: Summary of Hofstede’s scores for Switzerland;
Source: Hofstede, 2001: various pages

Hofstede made the assumption of one homogeneous Swiss national culture,
most probably based on the dominant Swiss-German culture, although in the
original IBM data Hofstede assessed French-speaking Switzerland separately,
and even found significant differences (Hofstede, 2001: 278). Still, most of the
fifteen citations of Switzerland in Hofstede’s newest book contain an explicit
comparison to Germany (Hofstede, 2001: 593).
Switzerland scores relatively high on Masculinity: this result is particularly
surprising and would appear to contradict direct observation, particularly in
light of the fact that Switzerland obtains the same score as Italy. Italy is
popularly assumed to be a high-masculinity culture (“macho” culture), but this
may be nothing more than a common stereotype or a cultural paradox (Cf.
Osland and Bird, 2000). My personal hypothesis, based on direct observation
and on direct experience, is that Latin regions of Switzerland, especially Italianspeaking Ticino, would score higher on masculinity than Germanic regions,
and that Switzerland’s score is the product of different regional scores.
Switzerland also scores above average on Individualism. This result is
confirmed by common experience and empirical observation in Switzerland
and unobtrusive measures (House et al., no date: 79).
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The empirical measurement of the Power Distance and Uncertainty
Avoidance indexes describe Switzerland as a low Power Distance and
relatively uncertainty-avoiding country like Germany, Norway, Sweden,
Finland and Ireland. Italy and France, which are assumed to have some
influence on Switzerland’s culture, both score higher on Power Distance, but
interestingly not on Collectivism. In the empirical part of this dissertation I will
reconcile the differences between Hofstede’s country scores for Switzerland
and the evidence presented.

2.4.5

Hampden-Turner and Trompenaars’ framework

Fons Trompenaars was Hofstede's student at the Wharton Business School
and became a scholar and consultant in the field of cross-cultural management.
He expanded Hofstede's four dimensions of culture into seven more inclusive
dimensions and summarized his findings in Riding the Waves of Culture
(1993). The seven cultural dimensions were validated by a study (n=100,000)
spanning the last decade.
Charles Hampden-Turner and Fons Trompenaars (2000) re-formulated and
reduced the seven dimensions into six: Universalism vs. Particularism,
Individualism vs. Communitarianism, Specificity vs. Diffuseness, Achieved vs.
Ascribed Status, Inner vs. Outer direction, and Sequential vs. Synchronous
time. Each dimension has opposing poles termed values dilemmas. According
to the authors, these value dilemmas need to be reconciled to “create value”
(Hampden-Turner and Trompenaars, 2000: 9).
A brief review of these dimensions follows below, with a focus on
Hampden-Turner and Trompenaars’s specific aspect of value dilemmas.
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Universalism vs. Particularism
The dilemma in this dimension is whether a culture focuses on differences
(Particularism) or on similarities (Universalism).
The first pole is about “rules, codes, laws and generalizations” (HampdenTurner and Trompenaars, 2000: 13). The second pole of this cultural dimension
is about “exceptions, circumstances and relations” and reflects a particularistic
world view.
An example of such a dilemma would be the choice of a supplier based on
a) an objective set of rules and criteria or b) on personal relationships. The
reconciliation of these poles leads to a win-win situation where the exception
“proves or tests the rule” (Hampden-Turner and Trompenaars, 2000: 41).
The authors’ empirical research indicates that countries with the highest
universalistic tendencies are Northern European countries such as Norway,
Switzerland, and Finland, and Australia. The most particularistic countries are
Eastern (European) countries such as Yugoslavia, Russia and Bulgaria.
Individualism vs. Communitarianism
Similar to the dimension proposed by Triandis (1995a), House et al. (no
date), and Hofstede (2001) this dimension is about the extent to which a society
bases achievement and success on individual vs. group level (Hampden-Turner
and Trompenaars, 2000: 67). More specifically, do individuals in a culture
expect individual or group recognition for accomplishments? Would individual
recognition cause a loss of face?
The Individualism pole of this dimension can be described by the following
attributes: “competition, self-reliance, self-interest and personal growth and
fulfillment”. The second pole is about “cooperation, social concern, altruism,
public service and societal legacy” (Hampden-Turner and Trompenaars, 2000:
68).
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The reconciliation of these poles attempts to combine cooperation and
competition into a co-opetition approach.32 The most individualistic countries
are Canada and the U.S., whereas the most Communitarian countries are Japan,
Singapore, China and, interestingly, France. Switzerland is among the most
individualistic countries.
Specificity vs. Diffuseness
This dimension is about the dilemma between the specific, positivist,
analytic and rational, and the diffuse, holistic, integrated orientation. The
authors argue that much of this dilemma originates from the Protestant
Reformation when Catholic religion was “diffuse, picturesque […] elaborate
and mysterious”. Protestantism was “specific, verbal, […], plainspeaking”.
(Hampden-Turner, Trompenaars, 2000: 123).
Signs of this dilemma were already visible BC in the differing paradigms
between Greek rational positivism and Chinese Confucianism, as mentioned in
chapter 1.5.
This dimension has implications for the forthcoming empirical part:
Specificity vs. Diffuseness has proven to be a particularly relevant dimension
for Switzerland, and will be further discussed in chapter 4.1.1.
The U.S. and the U.K. are relatively specific whereas South Korea, Japan
and France are relatively diffuse. Switzerland is more specific than diffuse,
although the two questions that operationalize this dimension yield different
results for Switzerland: once strongly specific, once only slightly specific.
Achieved vs. Ascribed Status
This dimension can be described as how status is accorded. More
specifically, is one's position in life determined by ascription (or status), i.e. by
family or wealth, or by achievement, i.e. by how successful one is in her/his
life, skill, intelligence, and hard work (Hampden-Turner and Trompenaars,
2000: 189). Would a culture hire a Harvard graduate, regardless of work and
leadership experience, or another school graduate with excellent qualifications?
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Also this dimension is relevant for Switzerland and will be further discussed in
chapter 4.1.1.
The empirical measurement of this dimension leads to the following results:
the U.S. and the U.K. are the only countries to prefer Achievement over
Ascription. The rest of the world, lead by Korea Japan, and again, France,
prefer Ascription to Achievement. Switzerland, as the majority of the countries,
prefers Ascription to Achievement.
Inner vs. Outer Direction
The source of virtue is the question surrounding this dimension: is virtue
located inside each of us (“triumph of conscious purpose”), or is it located
outside of us, i.e. in nature? An illustration of this dilemma is the difference
between two famous generals: Alexander the Great and Sun Tzu. While the
former was a brilliant general because of his thorough strategic planning and
confidence in their resources and methods, the latter “thought through the
whole situation”, sought harmony between leaders and those being led, and
used natural resources to trap the enemy (Hampden-Turner and Trompenaars,
2000: 235).
An empirical assessment of different nations leads to the following results:
the U.S., Canada and the U.K. are the most inner-directed, whereas China,
Indonesia, Japan and Russia are the most outward-directed. Switzerland is more
inner- rather than outward directed, but regional differences may be
hypothesized on the basis of emic cultural knowledge.
Sequential vs. Synchronous Time
This dimension gives insight into how cultures perceive and administer
time. It specifically shows whether a culture views time as sequential or
synchronic. Hampden-Turner and Trompenaars define Sequential as nonrecurring and seriatim time, and Synchronous as recurring and cyclical time
orientation (Hampden-Turner and Trompenaars, 2000: 295).
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This dimension is highly reminiscent of Hall’s concept of monochronic and
polychronic time orientation, presented in chapter 2.4.2. In essence, it is a
combination of the concepts of monochronic and polychronic time (Hall,
1976), and Kluckhohn and Strodtbeck’s time orientation (1961).
The measurement of this dimension yielded the following country results:
the U.S., Turkey and India show a more sequential orientation whereas China,
Hong Kong, South Korea and Israel are more synchronous. France, Switzerland
and Sweden are the only European countries in the lower tier (synchronous
time orientation).
Conclusion
The framework presented by Hamden-Turner and Trompenaars in their
most recent book (2000) is based on a less rigorous research approach than that
of Hofstede but encompasses a more comprehensive list of cultural dimensions.
I find one of these dimensions to be the most interesting for a cross-cultural
assessment within Switzerland: Specificity vs. Diffuseness. The evaluation of
this dimension includes the interpretation of historical and religious roots. This
seems a particularly important aspect of Swiss cultures, where, for example,
Protestant and Catholic religions are a determinant of Swiss multiculturalism.
Based on Trompenaars’ and Hampden-Turner’s assessment of cultural
dimensions, Switzerland’s culture can described by the following scores:
Cultural dimension – qualitative meas.
(Trompenaars and Hampden-Turner)
Universalism
Individualism
Specificity
Achieved status
Inner direction
Synchronous time

CH

High

Low

88
66
57
37
64
5.17

90
89
90
60
83
6.56

12
30
10
14
38
4.62

Table 11: Summary of Trompenaars’ scores for Switzerland;
Source: Hampden-Turner and Trompenaars, 2000: various pages
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Hampden-Turner and Trompenaars’ empirical data paint an unbalanced
picture of Switzerland, compared to its international peers. Compared to
Hofstede’s scores, the authors confirm above-average Individualism and an
above-average Universalism in Switzerland. This score is confirmed by direct
empirical observations and stereotypes in Switzerland: a strong value
orientation in Switzerland is certainly to “follow the rules”.
The above results also yield two surprises: according to the empirical data
of Hampden-Turner and Trompenaars, Switzerland is not clearly an
achievement-oriented country, but assigns moderate importance to ascribed
status. Other neighboring countries such as Germany (43) and Italy (40), score
higher on achievement orientation.
Another surprising empirical result is related to the dimension of
Synchronous time orientation, for which Switzerland’s score is similar to
Japan’s (5.24). The neighboring countries score as follows: Germany has
almost the same score (5.10), France is clearly more synchronous (5.36), and
Italy is clearly sequential (4.77).
In summary, the dimensions found by Hamden-Turner and Trompenaars
with respect to the concept of reconciliation of value dilemmas follow a
different route in identifying and discussing cultural dimensions. However,
their approach integrates quantitative and qualitative data, although the former
sometimes lack consistency: Switzerland’s results, for example, are incomplete
and difficult to interpret.
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Schwartz’ framework

Schwartz’s framework, like Hofstede’s and Trompenaars’s, is value-based
and introduces the concept of value priorities: values are ranked by priority,
and priorities are shared, similarly to values, at the societal level of analysis
(Schwartz, 1999: 24).
Schwartz’ cultural dimensions by which cultures can be compared are
called value types. Value types are based on three fundamental issues all
societies face: a) the nature of the relation between individual and group
(Conservatism vs. Intellectual Autonomy vs. Affective Autonomy); b) the
guarantee of responsible behavior to ensure preservation of “social fabric”Hierarchy vs. Egalitarianism; and c) the relation of humankind to the natural
and social world - Master vs. Harmony (Schwartz, 1999: 27).
The first issue is solved by the value types Conservatism vs. Autonomy on
two opposite poles, the latter being split into Intellectual and Affective
Autonomy. Conservatism indicates an inclination to view a person as
embedded in the collective and to find meaning in life through social
relationships. Intellectual Autonomy is “a cultural emphasis of the desirability
or individuals independently pursuing their own ideas and intellectual
directions” (Schwartz, 1999: 27). Affective Autonomy is defined identically but
relates to “pursuing affectively positive experiences” (Schwartz, 1999: 27).
The second issue encompasses the value types Hierarchy vs. Egalitarianism.
Hierarchy is defined as “a cultural emphasis on the legitimacy of unequal
distribution of power, roles and resources”. Egalitarianism is defined as “a
cultural emphasis on transcendence of selfish interests in favour of voluntary
commitment to promoting the welfare of others” (Schwartz, 1999: 27).
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In a recent empirical study Smith et al. (2002) found that the dimensions
Conservatism vs. Autonomy and Hierarchy vs. Egalitarianism correlated with
Hofstede’s (2001) dimensions of Individualism and Collectivism.
The third issue is addressed by the value types Mastery vs. Harmony.
Mastery is “a cultural emphasis on getting ahead through active self-assertion”,
whereas Harmony is “a cultural emphasis on fitting harmoniously into the
environment” (Schwartz, 1999: 28).
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The seven bipolar value types corresponding to the three issues are
graphically represented by Schwartz as follows:

HARMONY

EGALITARIANISM

CONSERVATISM
INTELLECTUAL
AUTONOMY

AFFECTIVE
AUTONOMY

HIERARCHY
MASTERY

Figure 14: Schwartz' cultural dimensions; Source: Schwartz, 1999: 29

Schwartz cultural value types and the related questionnaire items have
proven to be reliable (psychometric validity) in their empirical usage with a
sample of students and teachers from 49 nations. The strengths of this
framework are the consistent and rigorous research methods in use (e.g.
validation of cross-cultural meaning equivalence), the broad approach to
cultural dimensions (compared to focused approaches like Triandis or Hall’s)
and the inclusion of previously neglected countries (e.g. by Hofstede) such as
the former Eastern bloc.
For Switzerland, the empirical results reveal a relatively high importance of
Intellectual Autonomy, Affective Autonomy and Egalitarianism, but low
importance of Hierarchy Values. French-speaking Switzerland scored
particularly high on Intellectual Autonomy values (curiosity, broadmindedness,
creativity).
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2.4.7

Osland and Bird’s framework

Osland and Bird’s model of cultural sensemaking recognizes limitations of
bipolar cultural dimensions and tries to “convey a holistic understanding of
culture” (Osland and Bird, 2000: 70). The model’s point of departure is
paradoxical cultural manifestations, which cannot be explained by bipolar
cultural dimensions. Osland and Bird found six explanations for culture-related
paradoxical behavior one, of which will be discussed later in this chapter –
value trumping (Osland and Bird, 2000: 69).
The authors base their model on the basic mechanisms of sensemaking.
Individuals notice events and interpret or assign meaning to what they notice.
Based on the sense they make of the situation they construct a response. “The
sensemaking is encoded into cognitive structures that are referred to as
schemas, and the behavioral responses are called scripts” (Bird, 2000: 3). Every
time a familiar event happens, the individual attempts to assign the event to a
known schema. If an appropriate schema is found, the relative behavioral script
is enacted.

Indexing
Indexing Context
Context
Noticing
Noticing cues
cues about
about
the
the situation
situation

Making
Making
attributions
attributions
Drawing
Drawing inferences
inferences
based
based on
on identity
identity
and
and experiences
experiences

Selecting
Selecting schema
schema
Enacting
Enacting appropriate
appropriate
behavioral
behavioral scripts
scripts

Cultural
Cultural
values
values
Constellation
Constellation of
of
values
values embedded
embedded
in
in schema
schema

Cultural
Cultural
history
history
The
The shadow
shadow of
of
tradition
tradition and
and
inherited
inherited
mindsets
mindsets

Figure 15: The cultural sensemaking model; Source: Osland and Bird, 2000: 70
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In the first stage of the sensemaking model, the individual identifies context
and indexes behavior in the given context, i.e. cognitively elaborates clues
about the context and related behaviors.
The second stage involves making attributions by analyzing and assigning
contextual clues to a specific schema. Attributions are often related to the
environment in collectivist cultures, whereas individualists attribute to the
observed object or event as such (Triandis, 2001: 18).
The choice of a cultural script or schema occurs in stage three of the model.
A schema is defined similarly to Triandis’ cultural scripts as “a pattern of social
interaction that is characteristic of a particular cultural group” (Osland and
Bird, 2000: 71). These schemas and their interpretation is, according to Osland
and Bird, one of the key elements of cultural understanding. Schemas are
appropriate and accepted ways of behaving in a given culture, and are
influenced by cultural values and history. They also reflect a hierarchy of
values that may lead to the previously mentioned value trumping i.e. the
overriding of certain values (e.g. openness) by other values (e.g. privacy).
Osland and Bird argue that increasing cross-cultural awareness, i.e. learning
another culture, requires the recognition that cultures are paradoxical.
Accordingly, learning a culture occurs in a dialectical fashion, with thesis,
antithesis and synthesis. Thesis requires a hypothesis based on sophisticated
stereotypes (e.g. cultural dimensions). Antithesis involves the identification of a
paradox, compared to the thesis. Synthesis is achieved by making sense of
contradictory behavior, i.e. understanding why certain values are more
important in certain contexts (Osland and Bird, 2000: 73).

130

Theory

2.4.8

The GLOBE Framework

Project GLOBE (Global Leadership and Organizational Behavior
Effectiveness) was conceived around 1991 and launched in 1993 with the
purpose of analyzing leadership and organizational practices around the globe.
The project is defined as a “multi-phase, multi-method project in which
investigators spanning the world are examining the inter-relationships between
societal culture, organizational culture, and organizational leadership.”33
Cultural dimensions
Some of the constructs investigated in the GLOBE research program are
nine cultural dimensions. These dimensions were selected on the basis of a
literature review of previous large-sample cross-cultural quantitative studies
and on the basis of existing cross-cultural research (House, no date: 24-26).
House et al. adopt three of Hofstede’s dimensions - Power Distance,
Uncertainty Avoidance and Individualism - but further divide Individualism /
Collectivism

into

Societal

and

Institutional

Collectivism.

Hofstede’s

Masculinity dimension was replaced by two newly developed dimensions
called Gender Egalitarianism and Assertiveness. The dimension of Future
Orientation is derived from Kluckhohn and Strodtbeck’s (1961) Past, Present
and Future Orientation dimension. Lastly Humane Orientation is derived from
the same authors’ Human Nature (good vs. bad nature), as well as on Putnam
(1993) and McClelland (1985). The Performance Orientation dimension was
derived from McClelland’s work on achievement need (House et al., no date:
26).
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Power Distance is summarized by House et al. as the degree to which
members of an organization or society expect and agree that power should be
unequally shared (House et al., no date: 25).
House et al’s definition of Uncertainty Avoidance summarizes Hofstede’s
definition of this dimension as follows: Uncertainty Avoidance reflects the
extent to which members of an organization or society strive to avoid
uncertainty by reliance on social norms, rituals, and bureaucratic practices to
alleviate the unpredictability of future events (House et al., no date: 25).
The first two dimensions deal with authority. Uncertainty Avoidance deals
with the authority of the rules. Power Distance deals with the authority of
persons (Hofstede, 2001: 147).
Institutional Collectivism, also termed Collectivism I, reflects “the degree to
which organizational and societal institutional practices encourage and reward
collective distribution of resources and collective action" (House et al., no date:
25, emphasis added).
Family Collectivism, also termed Collectivism II, reflects “the degree to
which individuals express pride, loyalty and cohesiveness in their organizations
or families” (House et al., no date: 25). This dimension measures group (family
or organization) Collectivism: pride and loyalty to family and/or organization
and family and/or organizational cohesiveness (House et al., no date: 25) This
dimension mainly refers to the societal level.
Gender Egalitarianism is defined as the extent to which an organization or a
society minimizes gender role differences.
Assertiveness is measured by “the degree to which individuals in
organizations or societies are assertive, confrontational, and aggressive in social
relationships" (House et al., no date: 25).
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Future Orientation is defined as “the degree to which individuals in
organizations or societies engage in future-oriented behaviors such as planning,
investing in the future, and delaying gratification" (House et al., no date: 25).
Performance Orientation refers to the extent to which an organization or
society encourages and rewards group members for performance improvement
and excellence. This dimension is similar to the dimension called Confucian
dynamism or long-term orientation by Hofstede (2001).
The last dimension, Humane Orientation, reflects “the degree to which
individuals in organizations or societies encourage and reward individuals for
being fair, altruistic, friendly, generous, caring, and kind to others” (House et
al., no date: 25). This dimension is similar to the dimension labeled Kind
Heartedness by Hofstede and Bond (1988).
It is important to note at this point that, according to the authors and in line
with GLOBE, these cultural dimensions may be used both at the societal and
organizational level (House et al., no date: 27).
The strengths of the GLOBE framework mainly lie in the multi-method
approach, triangulation, and in the rigor in which the quantitative and
qualitative methods are applied. The multi-method approach consists of the
combination of quantitative techniques like questionnaires with qualitative
techniques such as unobtrusive measures. The unobtrusive measures are also
characterized by a rigorous theoretical foundation. The triangulation between
quantitative and qualitative data yields highly consistent and validly
constructed cultural dimensions.
The broad empirical validation of these cultural dimensions is also one of
the strengths of this framework, and will be reviewed below.
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Review of GLOBE’s empirical results
The nine dimensions were operationalized and the corresponding items
included in a questionnaire, which is unfortunately unavailable to date. Each
item was measured twice: the measure termed As Is corresponds to the current
practice, i.e. how the phenomenon addressed by the item is solved today in a
society or an organization; the second measure is called To Be as it should
reflect the respondent’s value orientation, i.e. how the phenomenon ought to be
solved.

This differentiation gives an additional perspective on “cultural

manifestations” (House et al., no date: 28).
The result of the assessment of nine GLOBE dimensions in some European
countries is summarized below:
Cultural dimension (GLOBE)
CHF FR CHD GER IT Latin Germ. World
Power Distance (As Is)
5.14
4.86 5.28 4.9 5.25 5.43 5.21 4.95
Uncertainty Avoidance (As Is)
4.14
4.98 4.98 5.37 5.22 3.79 4.18 5.12
Humane Orientation (As Is)
4.06
3.93 3.4
3.6 3.18 3.63 3.71 3.55
Collectivism I (As Is)
5.06
4.22 3.93 4.06 3.79 3.28 4.01 4.03
Collectivism II (As Is)
4.21
5.06
3.85 4.37 3.97 4.02 4.94 4.8
Assertiveness (As Is)
4.17
3.47 4.13 4.51 4.55 4.07 3.99 4.55
Gender Egalitarianism (As Is)
3.38
3.42 3.64 2.97 3.1 3.24 3.36 3.14
Future Orientation (As Is)
4.4
3.80
4.27 3.48 4.73 4.27 3.25 3.68
Performance Orientation (As Is) 4.25 4.11 4.94 4.25 3.58 3.94 4.41
4.03
Power Distance (To Be)
2.73
2.8 2.76 2.44 2.54 2.47 2.57 2.51
Uncertainty Avoidance (To Be)
4.61
3.83 4.26 3.16 3.32 4.47 4.36 3.46
Humane Orientation (To Be)
5.37
5.62 5.67 5.54 5.46 5.58 5.58 5.48
Collectivism I (To Be)
5.68
4.31 4.86 4.69 4.82 5.13 4.84 4.69
Collectivism II (To Be)
5.68
5.35 5.42 4.94 5.18 5.72 5.66 5.16
Assertiveness (To Be)
4.27
3.78 3.38 3.21 3.09 3.82 3.72 3.07
Gender Egalitarianism (To Be)
4.51
4.69 4.4 4.92 4.89 4.88 4.77 4.91
Future Orientation (To Be)
5.49
4.8 4.96 4.79 4.85 5.91 5.33 5.01
Performance Orientation (To Be) 5.98 5.65 5.82 6.01 6.07 5.94
5.9
5.92

Table 12: Summary of GLOBE's empirical findings;
Source: based on Szabo et al., 2002: no page; Jesuino, 2002: no page

GLOBE's analysis of European mean country scores has revolved thus far
around the defined clusters: the Latin cluster, analyzed by Jesuino (2002),
includes Italy, Spain, Portugal, Switzerland (French-speaking), France and
Israel; the Germanic cluster, analyzed by Szabo et al. (2002), includes
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(presumably German-speaking) Switzerland, former West and East Germany,
Austria and the Netherlands.
Gupta et al. analyzed inter-cluster - between the clusters - differences of
GLOBE scores, and came to the following conclusions regarding the central
European clusters: “societies in the Germanic cluster rely on more masculine,
assertive, and individualistic approaches, which are futuristic, well-defined,
result-oriented, and often harsh. […] The Latin European cluster is
distinguished by weak practices of Performance Orientation, Institutional
Collectivism, and Humane Orientation, indicating the affective autonomy
orientation of Latin European societies” (Gupta et al., 2002: no page).
Based on the available information, intra-cluster - within the clusters analysis for the Latin and Germanic is still outstanding. I chose to analyze the
available GLOBE scores for French- and German-speaking Switzerland, and
was able to draw some conclusions regarding within country differences in
Switzerland. The analysis is summarized below.
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A graphical comparison of German- and French-speaking Switzerland's As
Is scores allows some preliminary conclusions. The Swiss-French view
themselves (practices) as less Assertive, moderately less future-oriented and
performance-oriented than the Swiss-Germans view themselves, but the SwissFrench are moderately more humane-oriented and Gender Egalitarianists. This
is in line with Gupta et al’s previously mentioned intra-cluster analysis. In other
words, the differences between French- and German-speaking Switzerland on
the As Is scores reflect the differences between the scores of GLOBE’s Latin
and Germanic clusters.

Power distance
7
Performance orientation

6

Uncertainty av oidance

5
4
3
Future orientation

Humane orientation

2
1

Gender egalitarianism

Institutional collectiv ism

Assertiv eness

Family collectiv ism

CHD As Is

CHF As Is

Figure 16: Comparison of GLOBE German- (CHD) and Frenchspeaking (CHF) Switzerland As Is scores; Source: based on Szabo et
al., 2002 and Jesuino, 2002
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Regarding the To Be scores, Swiss French, compared to Swiss Germans,
wish to be more Assertive, moderately less Gender Egalitarianists, moderately
more Family Collectivists and more Uncertainty Avoiding. Preferences
concerning Future Orientation, Performance Orientation and Humane
Orientation are nearly identical in the two regions. An analysis of the gaps
between As Is and To Be will be performed in chapter 3.3.3, based this
dissertation’s own empirical data.
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Figure 17: Comparison of GLOBE German-(CHD) and French-speaking
(CHF) Switzerland To Be scores; Source: based on Szabo et al., 2002 and
Jesuino, 2002
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When French-speaking Switzerland is compared to the Latin cluster the
following peculiarities become apparent: a) in terms of practices (As Is),
Uncertainty Avoidance, Family Collectivism and Future Orientation are where
the main differences between French-speaking Switzerland and the Latin
cluster are to be found. Assertiveness, performance and Humane Orientation
are almost identical; b) with regards to values (To Be), Uncertainty Avoidance,
Family Collectivism and Future Orientation are the cultural dimensions
displaying the main differences.
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Figure 18: Comparison of GLOBE French-speaking Switzerland (CHF)
and France (FR) As Is and To Be scores; Source: based on Szabo et al.
2002 and Jesuino, 2002
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A comparison of German-speaking Switzerland to the Germanic cluster
leads to two conclusions. Firstly, between German-speaking Switzerland and
the Germanic cluster practices (As Is) the only substantial difference was found
in the Future Orientation and Performance Orientation dimensions. Secondly,
the assessed value scores (To Be) are practically identical.
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Figure 19: Comparison of GLOBE German-speaking Switzerland (CHD) and
Germany (West-GER) As Is and To Be scores; Source: based on Szabo et al.
2002 and Jesuino, 2002
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The above comparisons lead to the following concluding remarks regarding
GLOBE’s empirical scores.
French-speaking Switzerland’s cultural practices (As Is) differ less from
German-speaking Switzerland’s cultural practices than the Swiss-French
practices differ from the Latin cluster, but the difference is greater than that of
the Swiss-German practices from the Germanic cluster. In other words, and
according to the GLOBE scores, German-speaking Switzerland fits better in the
Germanic cluster than does French-speaking Switzerland fits in the Latin
cluster.
In terms of values (To Be scores), and compared to the previously analyzed
practices, the scores for French-speaking Switzerland are almost identical with
the Latin cluster and the scores for German-speaking Switzerland are almost
identical with the Germanic cluster.
On a more general note, the fact that GLOBE separately assessed Frenchand German-speaking Switzerland, and assigned Switzerland to two distinct
clusters with independent cultural characteristics has covered a gap in empirical
cross-cultural research about Switzerland. It is unclear why Italian-speaking
Switzerland was not included in the sample. GLOBE’s researchers most
probably operated on the same assumption as previous social empirical
research (e.g. SOPHIA), i.e. that Italian-speaking Switzerland’s results would
highly correlate with French-speaking Switzerland’s data, in line with the
assumed and derived cluster composition.
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2.5

Summary of the empirical findings for Switzerland

This chapter provides a a brief summary of the empirical findings that relate
to the previously reviewed frameworks.
According to Hall (1976), Switzerland has a low-context, highly
individualistic culture with low people involvement. Time, the author asserts, is
also very important in Swiss culture.
Triandis (1995a) found Switzerland to have a Horizontal and individualistic
orientation (HI).
Hofstede’s (2001) comprehensive assessment profiled Switzerland as
follows: moderately high Individualism and Masculinity, moderately low Power
Distance and Uncertainty Avoidance.
According

to

Hofstede’s

empirical

assessment,

German-speaking

Switzerland could be characterized as a “well-oiled machine” national culture
type, whereas French-speaking Switzerland could be a “solar system” national
culture type, characterized by “hierarchy and an impersonal bureaucracy” (Cf.
chapter 2.1.2).
Hampden-Turner’s and Trompenaars’ (2000) empirical assessment of
cultures depicts Switzerland as a highly universalistic and individualistic
culture, which is moderately high on Inner Direction, has average Achieved
Status, Synchronous time orientation and tends towards Specificity instead of
Diffuseness.
Schwartz (1999) characterized Switzerland as an Intellectually and
Affectively Autonomous country, with high Egalitarianism, but low importance
of Hierarchy Values. He found French-speaking Switzerland to score
particularly high on Intellectual Autonomy.
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House et al’s (2002) picture is more differentiated. The measurement of
practices (As Is) reveals above average Power Distance, Uncertainty
Avoidance, Future and Performance Orientation, and above average
Assertiveness (the latter only for German-speaking Switzerland). The To Be
scores indicate low Power Distance, average-low Uncertainty Avoidance,
average Assertiveness, and high Humane Orientation, Family Collectivism and
Gender Egalitarianism.
The measurement of values (To Be) delivers quite a different picture for
many cultural dimensions compared to the As Is, indicating a divergence
between As Is and To Be. Particularly Uncertainty Avoidance, Power Distance,
Gender Egalitarianism, performance and Future Orientation scores display
particularly significant gaps between the As Is and the To Be. These gaps will
be further investigated in the empirical part of this dissertation.
One of the objectives of the empirical study will be to replicate House et
al’s assessment of culture at the societal level in Switzerland and to expand it to
include Italian-speaking Switzerland.

2.6

Summary and evaluation of the presented theory

This chapter is devoted to a brief summary and a critical evaluation of the
previously presented CCM theory.
There are different ways of carrying out comparative and organizational
research: one is to view culture as an independent variable, another, as a
dependent variable (Smircich, 1983: 342). Hofstede researched culture as an
independent variable: he identified culture as one of the input variables and
demonstrated that culture had a strong statistical correlation with the output
variables. This approach presents a view of culture as an attribute a nation, or
an organization, has. Another view of culture is the one of what the nation or
organization is (Smircich, 1983: 344).
researchers prefer the first approach.

Hofstede and most cross-cultural

142

Theory

Culture can also be viewed as a process. This is the view articulated by
Trompenaars and Hampden-Turner, who propose that “culture is the way in
which a group of people solves problems and reconciles dilemmas” (HampdenTurner and Trompenaars and, 2000: 8-9). It is the view that culture resides in
the ways in which its explicit and implicit aspects are used, rather than in the
aspects themselves. Culture is “how we do things around here”.
The different cultural dimensions, methods and empirical findings of the
various authors, compounded by the lack of universally accepted definitions
and operationalizations, open the field for numerous debates among CCM
researchers.

2.6.1

Hofstede and Trompenaars: an ongoing dialogue

Trompenaars and Hofstede have been clashing over respective theoretical
and empirical findings over the last six years or more. Trompenaars’ sevendimensional model’s validity was challenged by Hofstede (1996) based on a reanalysis of published data. Hofstede claimed that, as a result of correlation and
factor analysis at the country level, only two dimensions could be identified,
both

of

which

correlated

with

Hofstede's

Individualism dimension.

Trompenaars and Hampden-Turner (1997) elucidated the differences in
approach between them by producing two contrasting lists of assumptions. The
last dispute between Trompenaars and Hofstede dates from 2001 and was
initiated by an article by Trompenaars in a prestigious financial paper (source
missing). He presents old and new concerns regarding Hofstede’s framework
and argues that “during the past thirty years Hofstede has hardly added
anything at all to his model”.34 Another critique is aimed at the lack of
reconciliation between value dilemmas in Hofstede’s dimensions (Cf.
Hampden-Turner and Trompenaars, 2000). Furthermore Trompenaars sees
“several serious limitations” in Hofstede’s approach: the first limitation is the
statistical approach and the way the five dimensions were defined, which he
calls “arbitrary”. The second limitation Trompenaars mentions is the presumed
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ethnocentricity of Hofstede’s analysis. The third limitation consists of the
linear and opposing way the scales are presented in Hofstede’s analysis. In
Trompenaars’ opinion this represents a simplistic, Western way of thinking,
and does not take into account the uncertainties that are inherent to the cultural
dimensions. The last limitation is about the applicability of Hofstede’s
approach. Trompenaars argues that empirical analysis based on the above
approach tends to assign weight to negative stereotypes, although through the
lens of Hofstede’s dimensions (Cf. Osland and Bird, 2000).
This dispute and its main arguments were briefly reviewed to show the
complexity and methodological challenges that cross-cultural researchers
nowadays face. In view of other disputes between quantitative and qualitative
researchers, the dispute between Trompenaars and Hofstede is not surprising.
Another fact that bears mentioning is that both Hofstede and Trompenaars
not only engage in research, but also in private consulting activity. This may
give rise to the speculation that both are interested in establishing their
respective dimensions as “the dominant logic” in cross-cultural research (Cf.
von Krogh and Grand, 2000).

2.6.2

Cultural entities / Level of analysis

Many cross-cultural scholars, including Hofstede, Trompenaars, Triandis
and, to a lesser degree, House et al. assess cultural variables at the country or
national level, and draw conclusions at the same level. The assumption that one
nation corresponds to one culture is, from an empirical standpoint, increasingly
questionable. Multiculturalism is increasing due to immigration, especially in
industrialized Western countries. Moreover a considerable number of nations
have significant domestic, historically-rooted multiculturalism. Switzerland is
such a country. Schwartz, for example, points out that he focuses on “the
culture of national groups” rather than on nations, although forces towards
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integration “can produce substantial sharing of culture in nations that have
existed for some time” (Schwartz, 1999: 25).
Taking Switzerland as an example, Hofstede in his original IBM data
(1980) included French and German-speaking Switzerland as independent units
of analysis. House et al. differentiate between the same Swiss language regions,
and demonstrate that there are some differences within one nation that must be
taken into account. The difference between the language regions is further
highlighted by the fact that House et al. include them in different country
clusters.
McSweeney critiqued six fundamental assumptions of Hofstede's research
from a theoretical standpoint and concluded that Hofstede's cultural dimensions
face two “devastating” problems (McSweeney, 2000: 21-28). Firstly, his
generalizations of national culture originate from an assessment at the group or
sub-cultural level. The second problem is the "elusiveness" of culture: national
culture - according to McSweeney (2000: 21) - cannot be inferred from the
"explicit and recordable" manifestations. In summary, McSweeney argues that
culture cannot be assessed by means of an "instrumental positivist" approach
with inadequate underlying assumptions. The author identifies national cultures
as "fallacies" that may at best be compared to Anderson's "Imagined
Communities" (McSweeney, 2000: 3). McSweeney’s critique was partly
considered in Project GLOBE’s research, although the quantitative methods
vividly critiqued by McSweeney are still being employed. The solution to the
methodological dilemma raised by him probably lies in the combination of
quantitative and qualitative research strategies, or in the adoption of an entirely
different approach as the one put forward by Osland and Bird (2000).
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2.6.3

Cultural dimensions

A review of several cultural frameworks revealed that similar cultural
dimensions recur in different frameworks. Individualism and Collectivism and
Time Orientation are such cultural dimensions.
Hamed and Miconnet reviewed different cultural frameworks, and conclude
their review of cultural dimensions by graphically summarizing them.
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Figure 20: Mental map of cultural dimensions; Source: Hamed and
Miconnet, 1999: 9

Their “mental map” clarifies how the different authors’ cultural dimensions
partly overlap and address similar issues (Hamed and Miconnet, 1999:9). This
is the case, for example, with Individualism and Collectivism (Hofstede,
Triandis,

Hampden-Turner

and

Trompenaars).

Some

dimensions

are
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completely discrete, such as Time and Space Orientation (Hall, 1976), and
Long- vs. Short-Term Orientation (Hofstede, 2001).
Their “map” also points out that, apart from House et al’s dimensions, there
is no current framework for adequately assessing cultures in a comprehensive
manner. Every framework has strengths and weaknesses in specific areas.
The map does not include the GLOBE framework, which is the most
encompassing to date, and which will be adopted in this dissertation.

2.7

Cross-cultural management

Based on the definitions provided in chapter 1, I will define cross-cultural
management as a conscious effort to leverage diversity-driven strengths and
soften diversity-driven weaknesses in one firm or between firms.
Erez and Earley argued that culture must always be considered whenever
the effectiveness of managerial practices is assessed (Erez and Earley, 1993).
This chapter is devoted to the literature review of managerial practices in a
cross-cultural setting.
Three levels of analysis are the most relevant ones for cross-cultural
management research: the organizational level, the work group level, and the
individual level. In this chapter I will review managerial practices at all three
levels.

2.7.1

Cross-cultural teams

Teams and particularly cross-cultural teams have become key working
units within the organization as a result of increasing globalization in the last
decade. The combination of global orientation and local specificity requires the
organizational competence to manage various cultures in heterogeneous
working units like cross-cultural teams. Certain teams are more affected than
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others by this development: management teams, research and development
teams, mergers and acquisitions teams as well as IT project teams are those
most affected (Milosevic, 1999; Maznevski and Peterson, 1997; Shane, 1997;
Adler, 1991).
I will define a cross-cultural team, similarly to Earley and Mosakowski’s
definition of a moderately heterogeneous team, as one with “a condition in
which team members perceive differences among themselves that are based on
a few salient features that distinguish subgroups” (Earley and Mosakowski,
2000: 28).
The term cross-cultural team will be employed as a synonym for
multicultural, multinational or transnational team throughout this dissertation.
The limitations of the national culture construct for cross-cultural research were
mentioned in chapter 2.1.2. Cultural diversity within teams may be due to
national, societal but also to organizational cultural heterogeneity: a team
including people from two or more organizations, for example in a merged
company or in a project team with external consultants, may be also defined as
a cross-cultural team. This dissertation examines cross-cultural teams with
societal cultural diversity. Cross-cultural teams with organizational cultural
diversity will not be the primary focus of this dissertation, although the two
phenomena are, as I will argue later, intertwined.
Cross-cultural teams differentiate themselves from other teams, for example
in terms of the task complexity and importance they are able to achieve, but
they also pose new management and leadership challenges: new managerial
and leadership skills are required, as Snow et al. (1996: 54) point out. Adler
adds that “cultural diversity provides the biggest asset for teams with difficult,
discretionary tasks requiring innovation” (Adler, 1991: 136).
Management teams in transnational companies sometimes face the
additional

obstacle

of

virtuality:

subordinates

and

their

teams

are

geographically distributed. This dimension, although particularly relevant (Cf.
Pirinen, 2000; Maznevski and Peterson, 1997), is beyond the scope of this
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dissertation and will only be discussed in the last chapter as an area of future
research.
Work groups and team basics
Katzenbach and Smith distinguish between work groups and teams based on
performance: they assert that a work group usually has a lower performance
than a team (Cf. chapter 2.7.4): in a work group the collective result is the sum
of the individual outcomes while the teams’ result is exponential in relation to
the individual outcomes (Katzenbach and Smith, 1993: 91). Accordingly, crosscultural teams may also be distinguished from cross-cultural work groups based
on performance.
PERFORMANCE RESULTS

Skills

Problem
solving
Technical/
function
Interpersonal

Mutual

Accountability

Small number
of people
Individual

Specific goals
Common approach
Meaningful purpose
COLLECTIVE WORK
PRODUCTS

Commitment

PERSONAL GROWTH

Figure 21: Team goals and requirements; Source: Katzenbach and Smith, 1993: 8

In Katzenbach and Smith’s model of team basics, three goals of teams are
outlined: performance results, personal growth and collective work products.
Measurable performance results are to be set by management in order to give
the team a rationale to exist. The individual has the responsibility for personal
growth, which must be aligned with and contribute to the team’s goals.
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The last characteristic is the focus on a collective work product instead of
individual products. In order to achieve these goals, the team needs skills,
commitment and accountability. Problem solving, technical, functional, and
interpersonal skills are necessary in order to be able to master the assigned
tasks. The team’s sense of responsibility culminates in accountability for the
assigned tasks. Furthermore, the collective unit and not the individual will be
held accountable if the team’s collective product succeeds in fulfilling
expectations, or fails. Lastly, the individual’s commitment is necessary when
conflicts, difficult tasks or other critical situations arise.
Although Katzenbach and Smith’s model may be equally applicable to
monocultural as well as to cross-cultural teams, research has shown that the
extent and - even more - the conditions under which aspects such as
accountability and commitment are enacted are culturally contingent.
Chow et al. (2001: 13) found that organizational culture affects commitment
and other outcomes; Francesco and Chen (2001) found that Power Distance
moderates

the

relationship

between

participation

and

organizational

commitment. Research by Erez and Earley found that culture weakly moderates
participation (i.e. a common approach) (Erez and Earley, 1987: 664). Jehn et
al’s research demonstrated that value diversity decreased satisfaction, intent to
remain, and commitment to the group (Jehn et al., 1999: 758). Kirkman and
Shapiro found that resistance moderates the impact of culture on satisfaction
and commitment (Kirkman and Shapiro, 2001: 18).
Two additional dimensions of Katzenbach and Smith’s model are the
collective and individual dimensions, which are also culturally contingent:
collective products, personal growth and individual accountability have been
found to vary according to the dimensions of Individualism and Collectivism
(Hofstede, 2001: 235-237; Triandis, 1995a: 129-130). Performance Orientation
(performance results) is assessed as a cultural dimension by House et al. (2002)
and is, accordingly, also culture bound.
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In summary, an analysis of Katzenbach and Smith’s model in a crosscultural perspective supports the contingency approach: “skills” may be
hypothesized to be the only universal component of their model.
Identity and group membership in cross-cultural teams
I would like to review three concepts that are relevant not only for crosscultural work groups or teams, but for social groups in general: identity, group
membership and interpersonal relations.
In chapter 2.4.3 I have outlined the concepts of ingroups and outgroups, and
mentioned why these concepts are important in cross-cultural research. I also
briefly reviewed Tajfel’s Social Identity Theory (SIT). A concept similar to SIT
is Triandis’ concept of perceived similarity: this concept entails that when
certain conditions are met, “to know you is to like you” (Triandis, 1995b: 21).
According to Triandis’s model, a cross-cultural team becomes more cohesive if
the extent and quality of contact between members of different nationalities
increases: group members should feel encouraged to seek contact with each
other. Clearly established goals are also a determinant of cohesion. Triandis’s
model is built on fifteen hypotheses, the following of which are the most
important for understanding the concept of perceived similarity:
- The greater the cultural distance, the less the perceived similarity
- Knowledge of the other culture may lead to greater perceived

similarity, but also to greater dissimilarity
- The greater the language competency in the other person’s language,

the greater the perceived similarity
The greater the network overlap, the greater the perceived similarity
The more equal status contact, the greater the perceived similarity
The more common goals, the greater the perceived similarity
The greater the perceived similarity and the opportunity for contact, the
more rewards are experienced
- More rewards lead to more contacts and thus to more intimacy, leading
to more perceived similarity.
-
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The key aspect of this model is not the importance of common traits as in
the previously presented Social Identity Theory. The key point is rather that
similarity has to be perceived, and perception of common traits may be
increased: rewards, communication, networking, status and cross-cultural
knowledge are determinants of increased perceived similarity.
Perceived similarity is not to be confused with projected similarity, which
refers to “the assumption that people are more similar to you than they actually
are, or that a situation is more similar to yours when in fact it is not […].
Projected similarity involves assuming, imagining, and actually perceiving
similarity when differences exist. Projected similarity inhibits people in crosscultural situations (Adler, 1991: 80-81).
Earley and Laubach’s (2002) recent work on cross-cultural work groups
reviewed aspects of identity and group membership. They argue that an
individual has multiple memberships in groups in organizations in addition to
one’s own personality: she or he may, for example, belong to a management
team, but also be a member of a cross-functional group as well as of many
other informal groups within the organization.
The authors mention Stryker’s Identity Theory (quoted in Earley and
Laubach, 2002: 260), which, compared to the previously mentioned SIT,
analyzes identities at the individual rather than the collective level. The authors
expand Stryker’s theory to a Structural Identity Theory, in which an individual
possesses several different identities - the student, the family member, the
professional, the union member - and these identities are hierarchically
ordered (salience). The identities are evoked according to their ranking and
their salience in certain situations. Culture affects these identities and creates
new ones: an individualistic orientation may have an influence on the worker’s
team member identity and, as a consequence, influence team efficacy.
Alternatively, the member’s national culture or subculture identity may lead to
new identities that are also ranked according to their salience. Identities are also
linked in an informal structure through networks. Role expectations are the
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counterpart to the described identities: “The dynamics of the team’s
interactions activate role expectations […] offering these identities the potential
to be evoked” (Earley and Laubach, 2002: 261).
Gemmill and Elmes also analyzed in- and outgroup dynamics and
concluded that ingroups tend to perceive themselves as overly positive, whereas
outgroups are perceived overly negative. Ingroups project their internal
problems on outgroups, and accordingly avoid conflict and discussion in the
ingroup. This negative dynamic can be broken by introducing cross-team tasks
that are valuable for both groups. Gemmill and Elmes’s psychodynamic theory
of intercultural relations constitutes a possible explanation for phenomena such
as ethnocentrism and xenophobia. Freud terms this phenomenon “group
narcissism” (Gemmill and Elmes, 1993: 45)
In addition to group memberships interpersonal relations constitute another
relevant dimension in teams. Tajfel (1982, quoted in Triandis, 1995a: 126)
argues that an interpersonal relation is based on characteristics of a person and
does not take group memberships into account. In an intergroup relation the
group memberships are relevant, and personal characteristics may even be fully
disregarded. Triandis argues that the interpersonal pattern is more present in
individualist than in collectivist settings, whereas the intergroup pattern may
more often be encountered in collectivistic settings (Triandis, 1995a: 127).
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Conclusion
The contingency approach has found some confirmation in the analysis of
specific aspects of cross-cultural teams in the area of organizational outcomes
like satisfaction, participation and commitment (Cf. Steers and Sanchez-Runde,
2002). However, literature in this area is scarce, and little research on the
influence of culture on commitment is available.
The question, “why cross-cultural teams?” is still a legitimate one. Given
the local availability of required skills, why should an organization build a
cross-cultural team, knowing that this poses new challenges? What are the
unique advantages of cross-cultural teams that justify this effort and risktaking? Research has yet to provide a conclusive answer to

the above

questions. Cross-cultural teams encounter specific problems that can be
summarized in three categories: attitudinal problems (mistrust, stress),
perceptual problems (stereotyping, tension) and communication problems
(Adler, 1991: 129). However, cross-cultural teams are more effective at
generating ideas (enhanced creativity, more alternatives, better solutions) and
display limited “groupthink” (critical evaluation of diverse ideas, selfcensorship) (Adler, 1991: 129). As I will lay out in chapter 2.7.4, a crosscultural team’s performance is superior to that of a monocultural team only
under certain conditions, which means that the rationale for the introduction of
cross-cultural teams may be contingent on the time-frame and other factors in
each individual case. Other theoretical arguments for and against cross-cultural
teams will be laid out in the following sections. Cross-cultural teams, however,
are not always a matter of choice. In Switzerland as in any other country with a
high level of domestic multiculturalism, cross-cultural teams may be the rule
and monocultural teams may be the exception. In this case it is particularly
important to know how to manage these teams.
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2.7.2

Cross-cultural team roles
Role theory concerns one of the most important characteristics of
social behavior- the fact that human beings behave in ways that are
different and predictable depending on their respective social
identities and the situation (Biddle, 1986: 68).

Roles can be generically defined as a position occupied by a person in a
social relationship, and can be viewed as a tripartite: a position, behaviors
associated with the position, and a set of personality characteristics associated
with those behaviors. The knowledge of diverse personality characteristics and
behaviors, i.e. diverse roles, enables the recognition of the importance of
different roles within a team. To know that another team member’s strength
compensate one’s own weakness enables more efficient team interaction
(personal communication with M. Hilb, March 20, 2003).
Role norms are expected sets of behaviors for persons holding a role and
status (Cf. Biddle and Thomas, 1996). A person in a managerial position, for
example, is expected to engage in certain behaviors such as directing people by
virtue of being in that position. In order to effectively engage in these
behaviors, an individual must display certain personality characteristics, for
example being a good communicator.
A team role similarly encompasses behavioral expectations, contributions
and interpersonal relations. According to Belbin, team-role behavior is
influenced by six factors: personality, role learning, experience, field
constraints, values and motivations, and mental abilities, and the behaviors that
contribute to team performance are limited in number (Cf. Belbin, 1993).
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Belbin clustered these behaviors into nine team roles.
Role
Plant
Resource
investigator
Co-ordinator

Shaper
Monitor
evaluator
Team worker
Implementer
Completer
Specialist

Personality
Contributions
characteristics
Creative, imaginative, Solves difficult
unorthodox
problems
Extrovert,
enthusiastic,
communicative
Mature, confident,
good chairperson
Challenging,
dynamic, thrives on
pressure
Sober, strategic and
discerning
Co-operative, mild,
perceptive and
diplomatic
Disciplined, reliable,
conservative and
efficient
Painstaking,
conscientious,
anxious
Single-minded, selfstarting, dedicated.

Explores
opportunities,
develops contacts
Clarifies goals,
promotes decision
making, delegates
well
Has drive and
courage to overcome
obstacles
Sees all options,
judges accurately
Listens, builds, averts
friction, calms the
waters
Turns ideas into
practical actions
Searches out errors
and omissions,
delivers on time
Provides knowledge
and skills in rare
supply

Weaknesses
Ignores details, too
preoccupied to
communicate effectively
Overoptimistic, loses
interest once initial
enthusiasm has passed
Can be seen as
manipulative, delegates
personal work
Can provoke others, hurts
people’s feelings
Lacks drive and ability to
inspire others, overly
critical
Indecisive in crunch
situations, can be easily
influenced
Somewhat inflexible,
slow to respond to new
opportunities
Inclined to worry unduly,
reluctant to delegate, can
be a nitpicker
Contributes on only a
narrow front, dwells on
technicalities, overlooks
the ‘big picture’

Table 13: Team roles; Source: based on Belbin, 1993: 22

Values and motivation constitute one of the six factors influencing role
behavior. In the previous chapters I have discussed the relationship between
values, motivation and culture. Other factors such as role learning may also
have a cultural component. This leads to the interim conclusion that role
behavior is culturally contingent, a hypothesis that was further researched by
the next two authors I will review.
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Margerison and McCann35 describe other contributions that are essential to
team success. Their model was adapted for the workplace from the original
work of Carl Jung (1875 - 1961), which examined the individual’s fundamental
approach to work on four scales: relationships, information, decisions and
organization.

Figure 22: Margerison-McCann Types of Work Model; Source.
http://www.tmsdi.com/mmcctms/tow.htm, Reproduced by kind
permission of TMS Development International Ltd.

All four scales have bipolar extremes: relationship is measured between the
poles of extroversion and introversion; information is measured in terms of the
practical vs. the creative; decisions on one extreme are based on analysis, on
the other on beliefs; finally, an organization is either structured or flexible. This
model was further expanded into Myers and Briggs’ Type Indicator (MBTI
model (Bents and Blank, 2001).
Margerison and McCann identify eight types of contributions that
correspond to team roles (enclosed in brackets): gaining and sharing
information (Advisor); creating and experimenting with ideas (Innovator);
searching for and presenting opportunities (Promoter); assessing and planning
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applications (Developer); obtaining and organizing staff and resources
(Organizer); systematically concluding and delivering regular outputs
(Producer); controlling and auditing of systems and procedures (Inspector); and
upholding and safeguarding procedures and processes (Maintainer).
One last role’s contribution is essential to coordinating and integrating the
work of all other roles: the Linker.
Compared to Belbin’s team roles, Margerison and McCann add a process
perspective to fundamentally similar team roles: their team roles are linked in a
logical “team supply chain”, in which the contribution of a certain role provides
the necessary input for the next team role in the supply chain.
Margerison and McCann also place the above model in a cross-cultural
perspective with their worldwide survey of role preferences (n=134,308).36 The
goal of this ongoing survey is to determine a possible correlation between a
team member’s culture and her/his role preferences. According to their
empirical research, team roles, like leadership attributes, are culturally
contingent. Their worldwide survey of team roles yields some interesting
empirical results.
First, it is possible to identify two to three roles that are universally the least
preferred (across all continents): they are the Advisor, the Maintainer, and, to a
lesser degree, the Inspector. If future research succeeds in confirming and
specifying this, an important conclusion would be that although cross-cultural
teams’ diversity may lead to comprehensive functional, leadership and social
skills, the predisposition or preference to cover the above roles is universally
infrequent. In this specific case, the staffing of cross-cultural teams would not
lead to any advantage.
Second, the Promoter and Innovator roles are preferred significantly less in
South-East Asia than in the other continents. My interpretation of this
preference is that promotion and innovation require a certain degree of
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individuality and “out-of-the-box” thinking, which may be less prevalent in
collectivist settings.
A final result of the survey I chose to highlight here is the three roles that
are universally preferred across all continents: the Developer, the Organizer,
and the Producer. The available information offers no scope for speculating on
the origin of these preferences, but it is again interesting to state that there are
both universal and culturally contingent components in role preference.
Unfortunately, based on publicly available information it is not possible to
obtain more information on sample composition or on individual country
scores. A significant limitation of this survey is that respondents may not
necessarily be from the surveyed country, but may be working there
temporarily as an expatriate, for example. This might be one reason why
variations across continents are relatively small. Another reason may be that,
within certain continents, variations are high but they diminish with increasing
geographical scope. In summary, Margerison and McCann’s approach is
promising, but it should be conducted at a lower level of analysis (e.g. national
or societal culture), and made available to the cross-cultural research
community.
Role taking mechanisms can also found in leadership processes: in chapter
2.8 I will specifically review leadership roles in a team development
perspective.

2.7.3

Cross-cultural team development

A cross-cultural team, like any other team or work group, goes through a
life cycle and experiences different phases. The team matures over time as team
members get to know each other, find and agree on their roles, negotiate
effective ways of working together, and consequently increase performance. In
this chapter I will present seven different models of team development. Three
of these models - Katzenbach and Smith, Tuckman and Jensen, and Rickards
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and Moger - are general models, i.e. not specifically developed in a crosscultural perspective. The remaining four - Adler, Smith and Noakes, Earley and
Mosakowski, and Heimer and Vince - include the cross-cultural aspect.
Canney Davidson developed principles of how cross-cultural teams should
work together: the importance of personal and cultural feedback, the choice of
the working language and communication in general, the channeling of conflict,
and the integration of every team member (Canney Davidson, 1994: 89).
Katzenbach and Smith depict the relationship between team development,
effectiveness and performance as follows:

performance
High performance
team

Real team
Working group

Potential team

Pseudo-team

Team effectivenes

Figure 23: Team development model; Source: Katzenbach and Smith, 1993:84

At the beginning a low performing work group composed of individuals
exists. This work group becomes a high performing team by going through four
development stages: pseudo-team, potential team, real team and highperformance team. Although not explicitly mentioned, it can be assumed that
Katzenbach and Smith, along with the authors reviewed later in this chapter,
conceptualize team development and performance as a function of time. This

160

Theory

must be considered by temporary work groups such as project teams: if a
project lasts only few months time may not be sufficient to reach the
development stage of a high-performance team.
Adler’s model of work group development, which includes the aspect of
team heterogeneity, consists of three stages: entry, work and action, each of
which has different implications for cross-cultural teams (Adler, 1991: 137). In
the entry phase, trust building is the main process to be overcome by the group.
Cultural heterogeneity makes this process more difficult compared to single
culture groups because of communication barriers, different value orientations
and attitudes, and the potential presence of stereotypes. The next stage, work, or
problem description or analysis, may be facilitated by cultural diversity,
because cultural differences can be actively used for problem solving. Action,
the last group development stage, is also complicated by cultural diversity.
Consensus building, according to Adler, is typically easier in single-culture
work groups.
Tuckman and Jensen (1977) present a model where groups experience five
development stages called forming, storming, norming, performing and
adjourning. Forming refers to the stage when individuals become acquainted
with each other, and a leader is sought to get direction (orientation stage). The
second stage - storming - is characterized by role-finding, leadership battles and
conflict resolution. Subsequently, in the norming phase, the team has agreed
upon a set of rules and trust begins to build among the team members. The
leader is identified and generally accepted. These first three stages are more or
less equivalent to Adler’s entry stage. In the fourth performing stage, the team
has defined rules, roles and goals, and is now able to deliver collective work
products. This stage is similar to Adler’s work and action stages. The last stage
- adjourning - is about the dissolution of the team.
Rickards and Moger point out that in Tuckman and Jensen’s team
development model some questions remain unanswered, and these may impair
the model’s validity (Rickards and Moger, 2000: 277). What if the storming
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phase never ends? What is needed to exceed performance norms in the
performing stage? What mechanisms are at play when a team is not able to
perform? Rickards and Moger answer these questions with a conceptual
framework enabling teams to achieve creative performance. Two barriers are
the central concepts of their framework: the first, weak barrier is inter- or intrapersonal; the second, strong barrier relates to the breaking “out of conventional
expectations within a particular social context such as corporate culture”
(Rickards and Moger, 2000: 278). The crossing of the weak barrier leads to
standard performance, whereas the crossing of the strong barrier leads to
exceptional performance. They further point out that:
Teams that behave in exceptional fashion seem to have developed
enhanced skills in dealing with a range of factors such as climate,
ownership of ideas, shared goals and resilience to setbacks. […]
Leadership in a style that enhances creative performance appears to be
a particularly influential factor (Rickards and Moger, 2000: 280).

In particular, they introduce seven factors that enables team performance:
platform of understanding, shared vision, climate, resilience, idea owners,
network activators, and learning from experience. I would like to stress the
importance of the first factor – platform of understanding - in a cross-cultural
context. The authors describe the process that leads to this factor as “exploring
shared knowledge, beliefs and assumptions”. At this point, it is easy to infer
that in a cross-cultural context the process that leads to this factor poses new
challenges: beliefs and assumptions in a cross-cultural team are by definition
heterogeneous, especially at the beginning of team development stages. This
signifies that to achieve a common platform of understanding, a certain degree
of hybrid culture, defined as a common set of values, assumptions, and other
cultural elements is required. As briefly mentioned before, the creation of this
platform of understanding might extend the first team development stages that
lead to it.
Smith and Noakes’ multinational team development model encompasses
four subsequent team development phases (Smith and Noakes, 1996: 488). The
first phase, establishing fit, mainly occurs on the individual level and, as in
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Tuckman and Jensen (1977) and Katzenbach and Smith (1993) is the most
difficult to overcome. This is the phase when stereotypes and first impressions
play an important role in the formation of some level of trust, the decision upon
language issues and the recognition of cultural differences. Outcomes of this
phase are mainly interpersonal knowledge. In the second stage the team has to
agree upon common tasks and procedures. This phase is especially important
in cross-cultural teams: the need for clarity in an environment of potential
ambiguity and misunderstandings is higher than in single culture teams. Smith
and Noakes (1996) argue that the expectations about how common tasks and
procedures are established vary according to the involved cultures: in
individualistic cultures, tasks and procedures are expected to be commonly
discussed and agreed, whereas in high power-distance countries these decisions
are expected to be taken before getting together. The outcome of this phase is
task orientation and this phase also mainly occurs at the individual level, as
members have to adjust and commit to common tasks and procedures. Phase
three – associations with individuals – targets the social bonds and interactions
that take place within the developing team and occurs mainly at the dyadic
level. The outcome of this phase is a defined set of rules. The last phase is
achieved when the team is formed and performs effectively. This phase is
called participative safety by Smith and Noakes (1996: 488). Cross-cultural
issues are resolved and actively used for more efficient problem solving. For
teams reaching this development stage, the danger of groupthink is lower than
in single-culture teams.
Earley and Mosakowski (2000: 26) argue that, over time, transnational
teams develop hybrid cultures - a simplified set of rules, norms, expectations
and roles - that team members share and enact, which is similar to Canney
Davison’s (1996: 164) interactive synergy, and to Adler’s (1991: 11)
synergistic approach. Earley and Mosakowski argue that in a team with
moderate heterogeneity, the subcultures are likely to be maintained, creating a
conflict potential (Earley and Mosakowski, 2000: 29). The same position is
taken by Hambrick et al. (1998) and Canney Davison (1994).
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Heimer and Vince expand the concept of hybrid culture for international
teams in a developmental perspective. They argue that a team can move in two
directions shortly after its formation. In the case of a moderately heterogeneous
team, a dominant subculture is established; in the case of a highly
heterogeneous team, a safe hybrid culture is established. This stage provides
continuity but does not fully leverage cultural differences. The authors argue
that a challenging hybrid culture needs to be established in order to enable
sustainable learning and change (Heimer and Vince, 1998: 85). The same
model could probably apply for other outcomes such as increased creativity.
I would like to point out the difference between Earley and Mosakowski’s
and Heimer and Vince’s propositions regarding moderately heterogeneous
teams: the former authors argue that subcultures will be maintained, the latter,
that a subculture will dominate.
A further model of cross-cultural team development (Snow et al., 1996)
principally deals with leadership roles, and will accordingly be presented in
chapter 2.8.
The most encompassing cross-cultural team development model to date,
according to my literature review, is Smith and Noakes’ multinational team
development model, which considers the effect of stereotypes and the influence
of cultural dimensions such as Individualism, Power Distance and, to a certain
extent, Performance Orientation.
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2.7.4

Cross-cultural team performance

Cross-cultural team performance, its operationalization and its measurement
continue to lead to discussions in research and practice. Of the several
questions under discussion, the most important from this dissertation’s
perspective is the question of whether heterogeneous cross-cultural teams lead
to superior performance. A literature review of extant research may answer this
question.
Snow et al. identified two factors determining a transnational team’s
performance: task complexity and importance, and multicultural dynamic
(Snow et al., 1996, 53). The authors argue that the majority of transnational
teams work on highly complex projects that have a considerable impact on
company objectives, and they identify the multicultural dynamic embedded in
transnational teams as another influential factor.
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The effectiveness of cross-cultural groups has been analyzed by several
authors, one of which is Adler (1991: 135). Her analysis leads her to argue that,
while single-culture groups are statistically of average effectiveness, crosscultural groups are either more or less effective than their single-culture
counterparts.

Single-culture
Groups
Crosscultural
Groups
Highly
ineffective

Crosscultural
Groups
Average
effectiveness

Highly
effective

Figure 24: Group effectiveness;
Source: based on Adler, 1991: 135

Within the highly ineffective or highly effective cross-cultural groups,
Adler does not further differentiate between highly and moderately
heterogeneous teams as other authors do, nor does she put performance in
relation to time. These determinants of team performance will be reviewed
below.
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Earley and Mosakowski (2000: 36, 45) argue that, based on extant
literature, the relationship between effectiveness and heterogeneity should be
hypothesized as an inverted U: homogeneous and highly heterogeneous teams
should be less effective than moderately heterogeneous teams (model B in

homogeneous

A

moderately
heterogeneous

effectiveness

effectiveness

Figure 25).

highly
heterogeneous

homogeneous

B

moderately
heterogeneous

highly
heterogeneous

Figure 25: Relationship between heterogeneity and effectiveness according to different
authors; Source: based on Earley and Mosakowski (2000: 27)

Instead, the authors propose that the relationship between team
effectiveness and performance should be graphically depicted as an upright U
(model A in Figure 25). They argue that moderately heterogeneous teams retain
communication and other interaction problems over time, whereas highly
heterogeneous teams develop a common identity in the form of a hybrid
culture, which was found to be positively related to performance and “issuebased conflict” (Earley and Mosakowski, 2000: 45).
This finding does not contradict the performance distribution found by
Adler: it could even be hypothesized that Adler’s left-sided ineffective cluster
(Cf. Figure 24) might correspond to Earley and Mosakowski’s low
heterogeneity group. This hypothesis was not verified in theory or practice.
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Although, as I have shown in the previous paragraphs, there is some
consensus about the superior performance of teams compared to a group of
individuals in research, other authors are still skeptical about it. McGrath and
O’Connor (1996) argue that the performance of teams such as quality circles
and self-managing teams decreases over time. Harking and Petty (quoted in
Earley, 1993: 320) argue that individuals may tend to reduce their efforts once
they perceive themselves as working with others, a process that was previously
introduced as social loafing. The individual engaged in social loafing assumes
that he may reduce his efforts because other members of his group will ensure
attainment of the set goals. This is also in line with agency theory (Earley,
1993: 320), where an individual tends to maximize his self-interest, and
accordingly faces a dilemma when working in organizations. Earley’s
assessment in individualistic and collectivistic settings shows that individualists
are more inclined to engage in social loafing than collectivists.
Triandis (1995a: 130), and later Earley (1993: 340), found that
individualists performed better alone than if they were working in an ingroup
or outgroup. Conversely, collectivists work better in an ingroup context than in
an outgroup or alone. This shows how the degree of heterogeneity is not the
only determinant of performance. The involved cultures and their
characteristics must be considered to assess whether the team is likely to
perform well.
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2.7.5

Cross-cultural communication
Culture and communication are inseparable because culture not only
dictates who talks to whom, about what, and how the communication
proceeds, it also helps to determine how people encode messages, the
meanings they have for messages, and the conditions and
circumstances under which various messages may or may not be sent,
noticed, or interpreted […] Culture […] is the foundation of
communication (Samovar et al., 1981: 24).

While communication is not a central topic of this dissertation, it entails
substantial consequences for cross-cultural management. Some of theses
consequences were already mentioned in the previous chapters (e.g. influence
of Individualism or low-context cultures on communication).
I will outline below four culturally contingent areas of communication: the
use of language, the use of communication components, models of
communication and non-verbal communication.
The first and most obvious aspect of communication is language: crosscultural teams are often characterized by the absence of one common native
language. In fact, not only language itself is an issue in culturally diverse
settings, but also the use of language. Gudykunst found that culturally-bound
aspects of language include: the use of talk and silence; the use of
exaggeration; direct vs. indirect language usage; topic management and
persuasion (Gudykunst, 1994: 139-141).
Brown and Yule (1983: 1-3) argue that communication has both a
transactional and an interactional function. Transactional language’s goal is to
convey information coherently and accurately. In transactional spoken language
longer turns are the norm and there is a clear topic. Interactional language’s
goal is, for example, to transmit friendliness and good will, to make participants
feel comfortable and unthreatened. Interactional spoken language is
characterized by shifts of topic and short turns (Cf. Spencer-Oatey, 2000). It is
reasonable to assume that the balance between transactional and interactional
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language may also be culturally contingent, although the proof of the
correlation between cultural dimensions and the use of transactional and
interactional language could not be found in the current literature. It would
possible to hypothesize a link between Hall’s high- and low-context dimensions
and the use of interactional and transactional language. A relation between the
use of transactional and interactional language and cultural dimensions could
also be hypothesized in the case of Hampden-Turner and Trompenaars’
Specificity vs. Diffuseness or Hofstede and Triandis’ Individualism and
Collectivism dimensions. Indications confirming the viability of this hypothesis
are found in Triandis: he argues that collectivist communication emphasizes
context and concern for the other’s feelings (Triandis, 1995a: 77).
Two models of communication are distinguished by Mead and Jones: a oneway model where the addressee may merely acknowledge the addressor’s
message and a two-way model where the addressee has the power to dissent or
to simply contribute (Mead and Jones, 2002: 284). This model becomes
interesting in a cross-cultural perspective when a link to Hofstede’s or Triandis’
cultural dimensions is established (Cf. chapter 2.4.3). Mead and Jones’ oneway communication could be linked to Triandis Vertical orientation, for
example in a superior-subordinate relationship. The two-way communication
pattern may instead occur in Horizontal relationship orientation with e.g. a
participative

leadership

style.

Mead

and

Jones

call

these

models

communication styles, which vary according to the specific situation or task,
but may also be culturally contingent (Mead and Jones, 2002: 284).
Although language is often the most obvious and visible aspect of the
diversity of a cross-cultural team, non-verbal communication domains are also
important from a cross-cultural perspective: kinesics, proxemics, appearance,
oculesics and haptics are some of the most relevant ones in the context of
culture (Dahl, no date: no page). Kinesics is what is commonly known as body
language. Oculesics and haptics deal, respectively, with the way eye contact is
made, and with touching behavior. Proxemics deals with different space
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conceptions, which have also proven to vary significantly across cultures. The
influence of culture on proxemics was briefly reviewed in chapter 2.4.2, in the
discussion of Hall’s cultural dimension of space.

2.8

Cross-cultural leadership

Cross-cultural leadership research may be methodologically distinguished
in four strands: first, cross-cultural leadership as the application or transfer of
theories of leadership of the United States to the rest of the world; second, U.S.
research terms cross-cultural leadership the application or transfer in the
western hemisphere of theories of leadership developed elsewhere; third, crosscultural leadership understood as the study of leadership within multicultural
teams; finally, strategic leadership (the ability to shape an entire organization)
understood as global leadership (Smith and Peterson, 2002: 217).
Throughout this dissertation I will refer to cross-cultural leadership as the
third strand: the leadership in cross-cultural teams.
Leadership is a topic that has captured the attention of both research and
practice, but has not yet led to a universally accepted and encompassing
definition. Leadership, according to Lammers, may be broadly defined as a
force that creates the capacity among a group of people to do something
different or better, resulting in a more creative outcome or a higher level of
performance (Lammers, 2000: 3).
House et al. define leadership as “the ability of an individual to influence,
motivate and enable others to contribute towards the effectiveness and success
of the organizations of which they are members” (House et al., 1996: 13).
One of the research questions in this dissertation concerns the impact of
culture on leadership. As Triandis puts it, the issue of leadership in crosscultural environments consists of the choice of effective leadership styles in
changing cultures (Triandis, 2001: 19). More specifically, culturally contingent
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leadership attributes are under analysis, as well as the effectiveness of
leadership approaches such as transactional or transformational (Cf. House et
al., 1999).
I will review both traditional and more recent theories of leadership below
and put them in a cross-cultural perspective by attempting to differentiate
universal and culturally contingent leadership aspects. Cross-cultural leadership
- to date - has only been thoroughly investigated by Project GLOBE;
accordingly, theory is scarce in this research field. This is the reason why the
applications of cross-cultural research to leadership theories in the following
paragraphs will sometimes be based on analogies and take the shape of
hypotheses or areas of future research rather than on widely accepted theories.
Before reviewing leadership theories, I will discuss Kotter’s distinction
between leadership and management. I will proceed to review literature on
leadership skills and roles before summarizing the main theoretical findings in
the area of cross-cultural leadership, in conclusion.
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2.8.1

Leadership and Management

Kotter argues that leadership and management are two distinctive and
complementary systems, each having its own function and its own
characteristic activities (Kotter, 1990: 104). In his view, management is about
planning, controlling, and putting appropriate structures and systems in place,
whereas leadership has more to do with anticipating change, coping with
change, and adopting a visionary stance.
Leadership
An influence relationship
Leaders and followers
Intend real changes
Intended changes reflect mutual
purposes
Establishing direction
Aligning people
Motivating and inspiring
Produces useful, dramatic
change

Management
An authority relationship
Managers and subordinates
Produce and sell goods and/or services
Goods/services result from
coordinated activities.
Planning and budgeting
Organizing and staffing
Controlling and problem-solving
Produces predictability, order,
consistency

Table 14: Comparison of leadership and management;
Source: based on Kotter, 1990: 104

From a cross-cultural perspective, the question is whether both leadership
and management have universal and culturally contingent aspects. Kotter’s
comparison of both concepts includes dimensions such as power, influence,
performance orientation and motivation for both leadership and management.
Some of these phenomena or outcomes have been previously discussed and
were found to be culturally contingent. The phenomenon of power, for
example, is both present in the leadership attribute “influence leadership” and
in the management attribute “authority relationship”. The degree to which
employees accept power reflects the Power distance cultural dimension, which
implies that the mentioned attributes of leadership and management are
culturally contingent (Cf. Hilb, 2001; House et al.: 1999; Hofstede, 2001).
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In this dissertation I will assume that leadership and management are
complementary systems and that include both culturally contingent and
universal aspects.

2.8.2

Leadership theories

In this chapter I will briefly review four streams of leadership theory: traitbased theories, behavioral theories, contingency theories and recent theories
such as the transactional, transformational and charismatic leadership theories
(Cf. Yukl, 1994).
The trait theory stream originates from the 1950s and focuses on personal
leader attributes. Typical leadership traits include ambition and energy, desire
to lead, honesty and integrity, self-confidence, intelligence and job-relevant
knowledge (Yukl, 1994: 264-271). Trait theory itself is not well accepted in the
scientific community because it focuses exclusively on leadership traits and
fails to consider how leaders interact with followers, and disregards the role of
the environment (Lammers, 2000: 5-6).
Behavioral approaches build the second theory stream. Its followers
identified determinants of leadership so that people could be trained to be
leaders. They developed training programs to change managers' leadership
behaviors and assumed that the best styles of leadership could be learned.
Research by Boyatzis (1982), Schroder (1989) and Dulewicz (1992) belongs to
this stream of theories. Dulewicz’ Personal Competence Framework and
empirical research based on it will be reviewed in chapter 2.8.3. Blake and
Mouton’s Managerial Grid is a well-known model of the behavioral theories
stream. The grid postulates a trade-off between concern for people and concern
for production.
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Yukl (1994:68) identified fifteen behaviors that are associated with
successful leadership:
−
−
−
−
−
−
−
−
−
−
−
−
−
−
−

Efforts to inspire others
Efforts to communicate the importance of good performance
Displays of friendly, supportive behavior
Verbal praise and recognition
Verbal directions toward goals
Encouraging participation in decision-making
Clarification of roles
Criticizing poor performance
Goal setting
Informing others about progress
Taking initiative to propose solutions
Preparation of plans and priorities
Coordination and facilitation of work
Serving as a group or organization’s representative
Encouraging conflict resolution

House (1996) also analyzed the behavioral aspect of leadership in the pathgoal theory of leadership. According to this theory, the leader’s behaviors can
be one of four kinds: directive path-goal and clarifying, supportive,
participative, and achievement oriented.
The essential notion underlying the path-goal theory is that individuals
in positions of authority, superiors, will be effective to the extent that
they complement the environment in which their subordinates work
by providing the necessary cognitive clarifications to ensure that
subordinates expect that they can attain work goals and that they will
experience intrinsic satisfaction and receive valent rewards as a result
of work goal attainment (House et al., 1996: 326).

House’s theory of path-goal establishes a link between leader behavior and
the subordinate’s motivation, empowerment and effectiveness. Leaders, in
essence, engage in behaviors that are complementary to their subordinates’
environment and abilities.
In the contingency (or situational) leadership theories stream, there are three
contingencies: the leader’s characteristics, the followers and the situation. The
leader’s style might still be either task or relationship oriented as in the
managerial grid. According to this stream of theories, leadership style is fixed
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whereas situation and task are not. The goal should rather be to match the right
leaders to the right tasks (Lammers, 2000: 8-9). One well-known contingency
model is Hersey and Blanchard’s Situational Leadership Model, which
illustrates the trade-off between the task and people-orientation dimensions.
Every combination of these dimensions has unique effectiveness
characteristics that are depicted in the table below.
Leadership
style
High task
orientation
(dedicated)
High task
and people
orientation
(integrated)
High people
orientation
(related)

Low task
and people
orientation
(separated)

Effective

Ineffective

Often seen as knowing what
he/she wants and imposing
her/his methods for
accomplishing this without
creating resentment.
Often seen as good
motivator who sets high
standards, treats everyone
differently, and prefers team
management
Often seen as having
implicit trust in people and
as being primarily
concerned with developing
their talents.

Often seen as having no
confidence in others, unpleasant,
and interested only in short-run
output.

Often seen as appropriately
permitting his subordinates
to decide how the work
should be done and playing
only a minor part in their
social interaction.

Often seen as a person who tries
to please everyone and,
therefore, vacillates back and
forth to avoid pressures in
situations.
Often seen as primarily
interested in harmony and being
seen as a good person, and being
unwilling to risk disruption of a
relationship to accomplish a
task.
Often seen as uninvolved and
passive, as a “paper shuffler”,
who cares little about the task at
hand or the people involved.

Table 15: Situational Leadership; Source: based on Hersey and
Blanchard, 1969

A cross-cultural team may be regarded as a different “situation” and the
situational leadership models would hence be equally applicable to these kinds
of teams. Some peculiarities of cross-cultural teams should nevertheless be
considered: Smith and Peterson’s review, for example, portrays collectivist
members as paying greater attention to social context, which should be
considered in the choice of the appropriate leadership style (Smith and
Peterson, 2002: 221).
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The final stream of theories I want to review relates to contemporary
leadership

theories

and

includes

charismatic,

transformational

and

transactional leadership approaches.
Charismatic leadership requires the following leadership attributes: a) selfconfidence; b) vision; c) ability to clearly articulate the vision; d) strong
conviction about the vision; e) unconventional- behavior; f) perception by
others as a change agent; and g) sensitivity to the organizational environment.
Charismatic leadership originates from Weber’s concept of legitimate
authority, which is briefly reviewed below.
Transformational leadership (Cf. Tichy and Devanna, 1990), which was
first observed by Burns (1978), has its roots in Weber’s theory of the
routinization of charisma (Smith and Peterson, 2002: 222).
For Weber, legitimate authority could be based on one, or more likely
a combination of several, of three “ideal types" of authority: rationallegal; traditional, and charismatic. Charismatic authority is that
authority based on devotion to the “charismatic individual”, who is
treated by his followers as being endowed with exceptional,
superhuman, or supernatural powers and qualities. Legitimacy is
derived from spiritual endowment rather than tradition or legally
established rules and procedures.[…] Therefore, particularly with the
death of the charismatic individual, there occurs a process of
transformation by which the followers return to a more everyday
existence - charisma becomes routinized (“Verwalltäglichung” des
Charisma) and traditional and/or rational-legal types of legitimation
become important […].37

Tichy and Devanna indicated seven characteristics of transformational
leaders: a) identification as a change agent; b) courage; c) belief in people; d)
value-driven; e) life-long learner; f) ability to deal with complexity, ambiguity
and uncertainty; and g) vision (Tichy and Devanna, 1990: 271-280).
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According to Bass (1998) transformational leadership may be characterized
by the following dimensions: idealized influence, inspirational motivation,
intellectual stimulation and individualized consideration.
Idealized
influence
Inspirational
motivation
Intellectual
stimulation

Individualized
consideration

They behave in ways that result in them being admired,
respected and trusted, such that their followers wish to
emulate them. They are extraordinarily capable, persistent
and determined.
They behave such that they motivate and inspire those
around them by providing meaning, optimism and
enthusiasm for a vision of a future state
They encourage followers to question assumptions,
reframe problems, and approach old solutions in new ways,
and to be creative and innovative. At times, their followers’
ideas may differ from those of the leader, who may solicit
or encourage such responses.
They actively develop the potential of their followers by
creating new opportunities for development, coaching,
mentoring, and paying attention to each follower’s needs
and desires. They know their staff well, as a result of
listening, communicating, and “walking around”
encouraging, rather than monitoring their efforts.

Table 16: Dimensions of transformational leadership;
Source: based on Alimo-Metcalfe, 2002: 5-6

In their review of transformational leadership literature, Jung and
Yammarino argue that in the transformational style the leader seeks to “actively
engage followers’ self-concepts, including self-esteem, self-efficacy and selfconfidence” (Jung and Yammarino, 2001: 5).
House et al. (1999) argue that transformational leadership may be
recognized in at least two ways: it can be inferred from relevant outcomes, i.e.
by attributing organizational performance to the quality of leadership, but it can
also be recognized by comparing an “observed person’s characteristics with the
perceivers’ implicit ideas of what leaders are” (House et al., 1999: 9). These
implicit and, to a certain extent, culturally contingent leadership prototypes are
analyzed by House et al. in Project GLOBE. The authors argue that some
attributes of transformational leaders contributing to effective leadership are
universal. Project GLOBE’s researchers found universal positively and
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negatively endorsed leader attributes, as well as culturally bound ones which
will be reviewed in the next chapter. The sum of these leader attributes forms
the leadership prototype.
Transactional leadership may be defined as “a transaction-based
relationship where the leader satisfies the followers’ work-related needs and
requires - in exchange - a certain performance level” (Bass, 1998: 7).
According to Bass, transactional leaders possess different attributes than
transformational leaders, which are summarized below.
Contingent Reward:
Management by Exception
(active):
Management by Exception
(passive):

Contracts exchange of rewards for effort,
promises rewards for good performance,
recognizes accomplishments.
Watches and searches for deviations from rules
and standards, takes corrective action.
Intervenes only if standards are not met

Table 17: Characteristics of transactional leaders;
Source: Bass, 1998: 7

Burns’ conclusion that transactional and transformational leadership are at
opposite poles on a continuum was corrected by Bass: he postulated that
transactional

and

transformational

leadership

are

two

distinct

and

complementary approaches (Bass, 1998: 7). Transformational leaders could be
seen as leaders, whereas transactional leaders could be seen as managers (Cf.
Zaleznik, 1993) as discussed in chapter 2.8.1.
The question of whether the transactional or the transformational style is
more effective is answered by Bass (1998: 1): “generally transformational
leadership is more effective and satisfying that transactional leadership alone
although every leader does some of each” (emphasis added).
The question of whether charismatic/transformational leadership is
universal or not has not been answered conclusively (House et al., 1999: 17).
House et al. (2002) found that both culturally contingent and universally
endorsed attributes of charismatic/transformational leadership exist.
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Cross-cultural charismatic and transformational leadership has been
investigated by House et al. (1996, 1999, and 2002). In the authors’ words,
“few studies have focused explicitly on culture-based differences in leadership
prototypes or implicit theories of leadership” (House et al., 1999: 15). The
construct of leadership prototypes, which is analyzed in GLOBE, is based on
implicit leadership theory, which was briefly mentioned in the conceptual
framework at the beginning of this chapter. GLOBE’s broad theoretical
foundation, methodologically rigorous approach, its large sample, and the large
number of analyzed cultures leads to significant results in the area of leadership
prototypes.

Their

proposition

is

that

the

more

effective

charismatic/transformational leadership has specific aspects that are universally
endorsed (House et al., 1999: 6) and “that leadership prototypes vary as a
function of cultural differences in accord with the Ronen and Shenkar (1985)
clustering of European countries” (Brodbeck et al., 2000: 14).
To be more specific about the question of universal vs. culturally contingent
aspects of leadership, I have reviewed House et al’s (1997, 1999, 2002)
empirical results leading to culturally contingent and universal leadership
attributes in chapter 2.8.4. Before reviewing these empirical results, I will
briefly discuss other theoretical approaches focusing on leadership skills, roles
and competencies. Later, these will be compared to House et al’s leadership
attributes.
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2.8.3

Leadership skills, competencies, and roles

Snow et al. analyzed how transnational teams can be best used “to globalize
your company” (Snow et al. 1996: 1). They propose a model of transnational
team effectiveness encompassing three development stages: startup, evolution
and maturity. Leadership skills requirements - the authors argue - evolve in
parallel to the development stages above. In the first stage, startup, one of the
most important tasks of a leader is to form a certain “glue” or “feeling”
between the team members. This role is called the “advocate”. Once this is
achieved, the team evolves and members are asked to commit to tasks and
assume responsibilities. In this stage the “catalyst” role is required. After this
stabilization stage is over, the fine-tuning, maturity stage comes, where skills
are needed that fit the role called “integrator” (Snow et al., 1996: 56).
Team
Startup

Team
Evolution

Team
Maturity

Advocacy Skills
Building team legitimacy
Linking team mission and company strategy
Networking to obtain resources
"Bureaucracy busting" - eliminating old routines,
facilitating
Experimentation and knowledge dissemination
Catalytic Skills
Working with external constituents
Differentiating individual roles and responsibilities
Building commitment
Rewarding members for valuable contributions
Integrative Skills
Emphasizing excellence and accomplishment
Coordination and problem solving
Measuring progress and results

Table 18: Team development and leadership roles;
Source: Snow et al., 1996: 54

Snow et al’s model is based on a two-year study of international teamwork
and puts more emphasis on the empirical than on the theoretical aspect of
leadership skills. Therefore, a comparison of their identified leadership skills
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with leadership attributes or managerial competences can only be based on
hypotheses.
Iversen (2000a) reviewed research on managerial competencies. He
classifies relevant authors in the categories behavioral, standard and situational
approaches. In the category of behavioral approaches, Dulewicz and Herbert
(1992) identified managerial competencies related to superior managerial
performance, and grouped them into four clusters of twelve discrete
competencies.
Intellectual

Interpersonal

Adaptability
Results-orientation

Strategic perspective
Analysis and judgment
Planning and organizing
Managing staff
Persuasiveness
Assertiveness
Interpersonal sensitivity
Oral communication
Adaptability and resilience
Energy and initiative
Achievement-motivation
Business sense

Table 19: Personal Competence Framework;
Source: Dulewicz and Herbert, 1992: no page
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His empirical research in 12 European countries (N=399) identified the ten
highest-rated competencies across all nations, based on Dulewicz’s Personal
Competence Framework (Cf. Appendix D).
Importance
Rating
1
2
3
4
5
6
7
8
9
10

Competence

Mean

SD

Motivating Others
Customer Oriented
Leading
Change Oriented
Judgement
Empowering
Business Sense
Planning
Integrity
Sensitivity

4,21
4,12
4,01
3,92
3,88
3,88
3,83
3,79
3,79
3,76

0,84
0,92
0,88
0,91
0,77
0,91
1,08
0,91
0,95
0,89

Table 20: Highest ranked managerial
competencies; Source: Iversen, 2000a: 28

These competencies were identified by the author to be universal
managerial competencies in European countries. Although the measured
constructs differ, the identified competencies may be compared to House et
al.’s theoretically and empirically assessed universal leadership attributes,
which will be reviewed next (House et al., 1999).
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Leadership attributes: summary of GLOBE’s empirical results

I previously introduced House et al’s research about universal and culturally
contingent leader attributes (House et al., 1997, 1999, 2002). House et al.
categorize the universally endorsed leader attributes into positively and
negatively endorsed attributes (House et al., 1999). It is important to note how
although these attributes are universally endorsed, their enactment may still be
culturally contingent. An extract of these universal items is provided below.
Attrib.
nr.
1
2
3
4
5
6
7
8
9
10

Leader attribute

Mean

SD

Trustworthy
Dynamic
Motive arouser
Decisive
Intelligent
Dependable
Plans ahead
Excellence oriented
Team builder
Encouraging

6.36
6.28
6.22
6.20
6.18
6.17
6.17
6.16
6.15
6.14

0.39
0.34
0.50
0.33
0.38
0.37
0.37
0.43
0.39
0.30

Table 21: Universally Positively Endorsed Leader
Attributes; Source: based on House et al., 1999: 59

Although House et al’s leader attributes are represented in the same format
as the managerial competences above, it is important to reiterate not only that
Iversen and House et al’s results differ but that they also analyze different
constructs, have a different theoretical background, and a different
methodology. House et al. base on implicit leadership theories, whereas
Dulewicz’s Personal Competence Framework originates from the stream of
behavioral theories.
A relationship between leader attributes and managerial competencies can
be postulated based on Schroder (1989: 9), but it is not possible to determine
how these attributes are related to each other. More empirical cross-cultural
research is needed to determine in an encompassing way to what extent
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leadership and management are universal and to what extent they are culturally
contingent.
In this dissertation, culturally contingent aspects of management - such as
leadership attributes - are been analyzed. For this reason I specifically want to
mention House et al’s culturally contingent leadership attributes (House et al.,
1999: 61). Some of them are summarized below.
Leader attribute
Cautious
Intuitive
Sensitive
Provocateur
Sincere
Autonomous
Independent

Mean
3.73
5.72
4.83
2.42
5.83
3.77
3.95

SD
0.77
0.51
0.90
0.85
0.60
0.77
0.67

Table 22: Leadership items that vary across
cultures; Source: House et al., 1999: 61

Universal as well as culturally contingent attributes will be employed in the
empirical part of this dissertation. House et al. factor-analyzed the universal
leadership items, which led to first- and second-order leadership items (Cf.
Appendix F and G). The identified universal second-order items or “global
leadership dimensions (House et al., 1999: 24) are: a) Charismatic/Value
Based; b) Team Oriented; c) Self-Protective; d) Participative; e) Humane; and
f) Autonomous (House et al., 1999: 55).
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The descriptive statistics for Switzerland and neighboring countries led to
the following scores for the six second-order leadership factors.
Country

N

Char./ Team Self- Part. Hum. Aut.
Value orient. prot.
Switzerland (G) 321
5.93
5.61 2.93 5.94 4.76 4.13
Switzerland (F) n/a
5.90
5.62 2.93 5.94 4.68 4.02
Italy
269
5.99
5.87 3.26 5.47 4.37 3.62
Germany (W)
414
5.84
5.49 2.97 5.88 4.44 4.30
France
329
4.93
5.11 2.82 5.90 3.82 3.32
Germanic cluster n/a
5.93
5.62 3.03 5.85 4.71 4.16
Latin cluster
n/a
5.74
5.83 3.19 5.48 4.24 3.70
World
>6000 5.83
5.76 3.45 5.35 4.87 3.86
Table 23: Means of second order items and sample size per country;
Source: House et al., 1999: 57; Szabo et al., 2002: no page; Jesuino,
2002: no page

These results demonstrate that the second-order factors as well as the
underlying leader attributes are quite homogeneous across nations, and that in
Switzerland, as well as in the other countries, the Charismatic/Value-Based,
Team Oriented and Participative leadership prototypes (a, b and d) are
universally endorsed as contributing to outstanding leadership. The Humane
and Autonomous factors are also seen to be contributing, but less than the
previously cited factors. The factor Self-Protective, according to the empirical
data, is universally negatively endorsed and included the attributes Loner,
Asocial, Non-Cooperative, Irritable, Non-Explicit, Egocentric, Ruthless and
Dictatorial (House et al., no date: 84).
The comparison of factor scores across country clusters leads to the finding
that the Participative leadership prototype is more endorsed in the Germanic
than in the Latin, Central and Near Eastern European clusters (Szabo et al.,
2002: no page).
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For the Team-oriented leadership prototype the opposite is the case: the
Latin cluster endorses this prototype more than the Germanic cluster. Jesuino
summarizes the results for the Latin cluster as follows:
A comparison of the cluster country means shows that France presents
the lowest scores on all attributes except participative leadership
where along with French Switzerland the score is higher than in other
countries within the cluster. To French managers, being a humane
leader actually impedes effective leadership. Charismatic leadership,
while seen in somewhat positive light, is not viewed as highly as in
the other countries. Effective French organizational leaders are first
and foremost participative, and to a lesser extent team oriented
(Jesuino, 2002: no page).

According to House et al’s data, the endorsement of leadership prototypes
does not vary significantly within Switzerland. The only factor that sets apart
German- and French-speaking Switzerland in GLOBE’s data is the
Autonomous factor, which is more endorsed in German- than in Frenchspeaking Switzerland.
GLOBE’s detailed results at the attribute level, including country means of
universal and culturally contingent leader attributes, are unavailable to date.
Leadership attribute differences within Switzerland or between the clusters
would be more interesting than the combined leadership factors from a detailed,
cultural contingency view.
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Conclusions and implications for the empirical study

In the previous chapters I have reviewed literature relating to culture in
general and cross-cultural management more specifically.
Various definitions of culture were reviewed: some based on values, some
on cognition, and a few others combine multiple aspects to form allencompassing definitions. A universally accepted definition of culture does not
exist to date, which is a problem from which cross-cultural management,
according to many authors (Cf. Tayeb, 2001; Triandis, 2001; Bond et al.,
2001), undoubtedly suffers: culture is not consistently operationalized and
empirically measured by cross-cultural researchers.
Three cultural entities or levels of analysis were reviewed in this chapter:
societal or national culture, organizational culture, and individual culture. For
cross-cultural management all three levels of analysis are important. The
general conceptual framework presented in Figure 2 illustrates how
organizational behavior and other outcomes are determined by societal,
organizational and individual culture (Punnett and Withane, 1990). While
Hofstede and other authors have determined cultural dimensions at the national
or societal level, other authors used the same cultural dimensions at the
individual level to assess whether variables at the individual level such as
motivation, commitment and satisfaction are culturally contingent. Triandis’
dimensions of Individualism and Collectivism are the only cultural dimensions
that apply equally to the societal as well as to the individual level (idiocentric
and allocentric). Steers and Sanchez-Runde’s (2002) conceptual framework
combines the various levels and offers causal relationships between elements
such as societal culture and motivation. The interplay of the various levels of
analysis and the particular relevance of the individual level of analysis for
behaviors and attitudes (e.g. motivation, commitment) calls for an even
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stronger integration of cross-cultural psychology research results into crosscultural management.
In light of this theoretically “fragmented” situation, I chose to employ the
GLOBE framework for this dissertation’s empirical part as it encompasses the
nine most important and accepted cultural dimensions (e.g. Individualism and
Collectivism) (House et al., no date: 76). House et al. propose that their
framework may be equally applied to the societal as to the organizational level.
In light of the interaction between societal, organizational and individual
culture presented in Punnett and Withane’s framework in Figure 2, I will
empirically assess and explore societal culture and organizational cultures at
the same time.
The construct of national culture deserves separate attention here. Several
authors have recently criticized the use of nation as a synonym of culture (Cf.
McSweeney, 2000; Peterson and Smith, 1997). Almost all of the most eminent
cross-cultural management researchers have used nation as a synonym for
culture to date. Within this dissertation, the term national culture is only used in
a theoretical perspective. Empirically, societal cultures in Switzerland will be
assessed, and the hypothesis is that Switzerland’s language regions correspond
to an equal number of societal cultures that differ to a certain extent (for a
discussion of language, religion, proximity, topography and other factors as
variables separating cultures, Cf. Peterson and Smith, 1997).
According to the empirical results related to the various frameworks,
Switzerland’s

culture

can

be

characterized

as

follows:

Horizontal

Individualism, low Power Distance, low Uncertainty Avoidance, Low Context,
Intellectually and Affectively Autonomous. Schwartz, House, and, to a certain
extent,

Hofstede

empirically

assessed

German-

and

French-speaking

Switzerland’s culture separately, but found relatively small differences.
The subsequent review of selected areas of cross-cultural management
demonstrates how leadership, general managerial practices, and team
management are to a certain extent culturally contingent. The detailed
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implications on managerial practices will be reviewed, together with the
empirical results, in chapter 0. Particular attention was devoted in this chapter
to the area of cross-cultural leadership, in the review of House et al’s research
on universally-endorsed attributes.. Some of the universal and culturally
contingent attributes of charismatic/transformational leadership will be adopted
in the empirical part in order to assess leadership prototypes in Switzerland.
House et al’s empirical leadership prototypes were not found to differ
significantly between German- and French-speaking Switzerland. GLOBE’s
cultural dimension scores for Switzerland will be compared to the scores
empirically assessed in this dissertation in chapter 3.3.3.
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Empirical study

3.1

Case study design

In chapter 1.3.4 I have reviewed and discussed possible research strategy
alternatives, and concluded that the case study approach is the most suitable for
the research questions and objectives of this dissertation. The following
chapters will be devoted to the detailed case study design.

3.1.1

Selection and definition

Case studies give a wide range of design alternatives. One design alternative
is single vs. multiple case studies. This alternative reflects what is termed by
Yin as the choice of the unit(s) of analysis, which should be derived from the
research questions and objectives (Yin, 1994: 21).
Single case studies are similar to single experiments and are appropriate for
a number of circumstances. A critical case may, for example, meet the
conditions that are required by the research questions, objectives or by the
previously formulated theory (Yin, 1994: 38). Another rationale for a single
case is the extreme or unique case, which may otherwise not be encountered in
the real world. The third rationale for a single case study is the revelatory case,
where an investigator has access to a phenomenon previously inaccessible to
the research community. A further differentiation in single case studies is made
between holistic and embedded case studies. The second type includes different
units of analysis within one case (e.g. organization, team, and individual)
whereas the first type investigates a phenomenon as a whole (Yin, 1994: 42).
Severe limitations of single case studies may arise when the chosen single case
is not as revelatory or unique as was originally assumed.
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Single case studies have a long tradition in cross-cultural research. Hofstede
derived his four cultural dimensions from a single case study (IBM), but within
that case he examined a significant number of countries/subsidiaries, each with
a significant sample (Hofstede, 2001: 41-42). Mintzberg also pleads for small
samples, which are less superficial than large samples and “often proved
superior” (Mintzberg, 1979: 583). Smith suggests that instead of comparing
two or more countries, it would be much more informative to compare “several
aspects of management practice within country A with the relationship between
those variables in country B” (Smith, 2001: 22).
Multiple case studies are increasing in popularity, partially due to their
“more compelling” evidence and their robustness (Yin, 1994: 45). Multiple
cases are chosen to replicate the same results across different cases, literally or
theoretically. In the case of multiple case studies, results are predicted prior to
investigation. Multiple case studies may also be categorized in embedded and
holistic case studies. The characteristics of embedded and holistic mentioned
above apply equally. The restricted use of multiple case studies, as mentioned
in the introduction, is linked to the resources necessary to investigate the single
cases: multiple case studies are more expensive and time-consuming than
single case studies (Yin, 1994: 45).
Within the case study method, the single embedded case study was selected.
Single, because the selected company – Company A (a Swiss financial services
company) – provided a) the conditions necessary to assess culture, test
hypothesis, theories or a conceptual framework, and b) access to the
phenomena under investigation. This case may be viewed as both critical and
revelatory.
The conditions making this case study critical are a) the presence of a
regional organization in Company A in Switzerland where the phenomena
under analysis can be observed, b) a sufficient number of managers and
employees in this regional organization, and c) two broadly defined and
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presumed homogenous professional cultures (i.e. front- and back-office) to
limit determinants of cultural variation in the examined case.
The case is revelatory because such phenomena could not be previously
investigated, from an insider’s perspective, in companies in Switzerland. The
involved organizational units of Company A were also highly interested in the
investigation: presentations and workshop were held to discuss managerial
implications from this study. This satisfies Bond et al’s (2001) claim that one of
the mandates of CCM is to inform practice (Cf. chapter 1.2.3).
The single case study at Company A is embedded because the phenomenon
of culture is investigated at different levels: societal, organizational and
suborganizational level. Hofstede, for example, differentiates subcultural
dimensions in organizations at the levels of management, function and country
(Hofstede, 2001: 98).
The investigated organizational units were chosen by the author based on
two requirements: a) a regional organization in Switzerland with at least three
hubs or service centers in German-speaking, French-speaking, and Italianspeaking Switzerland; b) an organizational unit belonging to either the mid- or
the back-office of Company A. The definition of mid- and back-office
organizations is in line with Company A’s and other current business models in
the financial services industry.

Customer

Customer

Front-office
Service and
Advice

Mid-Office
Service and
Support

Back-office
Support and
Transactions

Customer

Figure 26: Generic financial services business model; Source: author
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Please consider that this business model is only illustrative: it provides a
process- and value-chain-oriented view on Company A and serves to
conceptually demarcate mid- and back-office from the front-office.
In the identified units all management levels were involved in the
quantitative part of the investigation. Interviews and observation were only
carried out in selected organizational units and mainly concerned managers
who were managing managers in the regional hubs.
As mentioned in the introduction, the single case study will be used,
primarily for exploratory purposes. Unlike longitudinal studies, the time frame
for this investigation was kept as short as possible: three months. The reason
for this choice was to limit and possibly rule out the influence of external
factors such as reorganization or management changes in Company A. This
contributes towards the achievement of Schaffer and Riordan’s proposed best
practice of survey administration (Schaffer and Riordan, 2001: 24).
Another case study design alternative is the combination of qualitative and
quantitative approaches within the case study method (Yin, 1994: 14). Both
approaches have been reviewed in chapter 1.3. A combination of case study
and survey strategies is, for example, postulated by Yin (1994: 14), Eisenhardt
(1989: 534-535) as well as Miles and Huberman (1994: 42-43) and can be
“highly synergistic” (Eisenhardt, 1989: 538).
For this dissertation a combination of quantitative and qualitative
approaches - a multimethod design - was selected (Miles and Huberman, 1994:
42). Such a combination of approaches is also suggested by other cross-cultural
researchers (Triandis, 2001; Bond, 2001; Tayeb, 2001, House et al., 1997,
1999). The employment of qualitative strategies such as direct observation,
interviews or document analysis was carefully weighted against the
employment of quantitative techniques such as the survey method, which are
more focused and efficient. In terms of cross-cultural research, the geographical
dispersion of the interviewees and of the investigated phenomena, combined
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with the author’s resource constraints, limited the employment of qualitative
techniques in this dissertation.

3.1.2

Limitations

Limitations of this study can be listed under three broad categories: a)
methodological limitations, b) resource limitations, and c) limitations related to
the researcher.
Methodological limitations arise in part from the case study method,
particularly from the single case study approach. These limitations have been
addressed in the previous chapters and lead to the main limitation that the
results cannot be generalized statistically, but only analytically (Yin, 1994: 36),
and, therefore, theory construction is more difficult (Cf. Eisenhardt, 1989).
Still, the case study may very well propose new hypothesis or a conceptual
framework for further testing.
However, further methodological limitations may also arise from the
combination of quantitative and qualitative results, e.g. the sampling method of
survey participants within the case study.
Resource limitations (money and time) are somehow intrinsic to a
dissertation, particularly to the ones written by single investigators. Multiple
investigators are less exposed to this problem, and have further advantages such
as the convergence of observations (Eisenhardt, 1989: 538). Resource
limitations must be carefully considered when designing the research, and are
of particular relevance in cross-cultural research: the emerging best practice of
the combination of quantitative and qualitative methods makes cross-cultural
research more resource-intensive, and consequently more exposed to the
problem of resource limitations.
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Limitations related to the researcher himself are plentiful, and of particular
relevance in case study designs. The first limitation is commonly due to the
unskilled researcher carrying out the case investigation. Qualitative techniques
require special skills in organizing and using the available data, particularly in
view of the massive volumes involved. With respect to this dissertation, I have
extensive previous work experience with the company under investigation, but
I was not specially trained or educated in case study research techniques. The
year I spent reviewing the relevant cross-cultural literature and corresponding
research designs helped alleviate this problem to a certain degree. Yin argued
that the case study method places uncommonly high demands on the
investigator’s skills and personality, i.e. intellect and emotions (Yin, 1994: 55).
In cross-cultural research quantitative techniques such as survey methods
place additional demands on the researcher: questionnaire items referring to
cultural constructs should be standardized and psychometrically validated (Cf.
House et al., 1997; Cavusgil and Das, 1997).
Another researcher-related limitation is bias. Yin observes that this
inclination is particularly prevalent among case study researchers. A high
tolerance for contrary findings is, according to Yin, a good indication for lack
of bias (Yin, 1994: 59).
Tayeb concurs that bias is intrinsic to cross-cultural study while it is
“impossible” for the researcher to detach her-/himself from her/his cultural
background. “The best that one can do is to acknowledge one’s cultural bias,
which can never be entirely eliminated” (Tayeb, 2001: 102). For this
dissertation, this was partly accomplished in the introduction. I will now
provide other details that may be relevant for the empirical part.
As previously mentioned, I had extensive previous work experience with
Company A in different managerial roles. In 1998 I started working as a project
manager of a business unit on a large project. In 2001 I switched to another
department where, over a period of one and a half years, I implemented the
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planning and controlling function. Two of the investigated regional
organizations were subordinated to the department where I worked. This
knowledge can either help or hinder research design, data collection and
interpretation. Being an employee facilitates research design by speeding up the
access to the organizational units and to the relevant stakeholders. Data
collection is also facilitated by explicit and implicit knowledge (e.g.
organizational culture) of the company. Having a common past with some
employees, for example, considerably facilitates access to the investigated
phenomena. Still, during data collection problems with the bias may arise
inasmuch as the investigator may try to interpret qualitative evidence such as
interviews or observations. An investigator’s inference affected by bias, might,
for example reduce internal validity (Yin, 1994: 35).
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Research procedures

Data collection

In this dissertation, the vast majority of empirical data was collected within
the timeframe of three months, from the beginning of August until the end of
October 2002. The sources of evidence considered in this case study include
survey, interviews, document analysis, unobtrusive measures and, to a lesser
degree, observations. These multiple evidences provide a good basis for
triangulation of results (Yin, 1994: 91).
Level of researcher
involvement
Level of subject
involvement

Demographics:
Demographics:
Measurement
Measurement of
of
„distal“
„distal“ data
data

Ethnography;
Ethnography; participant
participant
observation;
observation; content
content
analysis
of
stories;
analysis of stories; myths,
myths,
rituals,
symbols,
rituals, symbols, other
other
artifacts.
artifacts.

Experimentation:
Experimentation:
Questionnaire,
Questionnaire, ratings,
ratings,
objective
objective tests,
tests, scales
scales

Projective
Projective tests;
tests;
assessment
assessment centers;
centers;
interviews
interviews

Total
Total quality
quality tools
tools such
such as
as
statistical
statistical quality
quality control;
control;
action
action research
research

Clinical
Clinical research;
research; action
action
research;
research; organization
organization
development
development

Figure 27: Overview of organizational research
methods and corresponding levels of involvement;
Source: Schein: 1992: 29
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In line with the choice of sources of evidence, researcher involvement will
be higher compared to the level of research subject involvement.
Working as an employee for Company A facilitated the data collection
phase considerably: resources such as phone and e-mail directories,
organizational charts and function diagrams were available to me and I also
knew how to use them. As a result of my four years experience with Company
A, the explicit and implicit knowledge required to interpret these resources (e.g.
to decide which organizational unit had to be chosen) was also available.
Knowing the analyzed organization(s) in a case study may be a significant
advantage in terms of data collection efficiency and effectiveness, even more so
if the organization’s business model, organization and strategy are understood.
The disadvantages of conducting case study research as an employee of an
organization are, as previously mentioned, bias, and a certain “blindness”
towards phenomena that are perceived as “normal” within the organization.
This latter disadvantage is particularly relevant for cultural phenomena where
the exploration and explanation of behaviors and practices is of interest.
Survey
The usage of survey research in geographically dispersed settings has - ex
ante - proved to be a very efficient research technique. For example, time
consuming traveling is not required to collect data. According to Triandis, one
condition for conducting surveys in cross-cultural research is that the cultural
distance between the researcher and the investigated culture is not large
(Triandis, 2001: 19). This prerequisite is fulfilled, as I have an in-depth
knowledge of two of the three investigated cultures.
Schaffer and Riordan analyzed cross-cultural studies utilizing self-report
survey instruments (Schaffer and Riordan, 2001: 2). They derived
methodological best practices for cross-cultural survey research basing on a
framework that encompasses three stages: stage one is concerned with the
development of research questions, and has been considered in chapter 1.2.2;
stage two is concerned with the alignment of research contexts; stage three
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deals with the validation of research instruments. The latter two stages are
relevant for this part of the dissertation and will be considered hereafter
(Schaffer and Riordan, 2001: 15-37).
In cross-cultural research psychometrically validated questionnaire items
constitute current research best practice. A particular problem in this context is
the very limited public availability of CCM research questionnaires containing
such items. Hofstede’s VSM 94 (Value Survey Module) is such a questionnaire
and is available in many languages (excluding in Italian at the time of this
dissertation), but only upon payment. House et al’s questionnaire is not
available to date, but a sample of questionnaire items is available in GLOBE
research papers (House et al., no date: 76).
The fact that Hofstede’s four dimensions - compared to other cultural
dimensions - are not encompassing enough (see also the cultural frameworks
presented in chapter 2.6) and the fact that the nine dimensions employed by the
GLOBE project were far more encompassing lead to the choice of the latter
dimensions. This choice led to the subsequent selection of House et al’s
available sample questionnaire items (House et al., no date: 76). The approach
was to construct a questionnaire based on the available sample items for several
levels of analysis: societal, organizational and suborganizational culture. In
addition, GLOBE’s universally (positively) endorsed and culturally contingent
leadership items were employed to measure leadership prototypes in the same
cultures.
The questionnaire was first written in English and later translated into
German, Italian and French by the author. This was possible because of my
bicultural background: I am a native speaker of both Italian and German. The
translation of the questionnaire items was verified by other German and Italian
native speakers with a business administration or psychology background.
Constructing, translating and verifying the questionnaire took approximately
three weeks. The translation of the questionnaire could not be verified by
professional translators or linguists due to the researcher’s resource constraints.
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Semantic differences were carefully analyzed and discussed with the pilot study
participants. The translation of items such as “leaders” in German (literally
“Führer”) required careful weighting of possible negative associations (i.e. the
common identification of the German term with Hitler). Still, the influence of
semantic differences cannot be entirely ruled out in this dissertation (Cf.
chapter 3.3.4).
The questionnaire includes five different sections. In section A the
participants are asked to provide information on gender, work experience,
organizational unit and region of origin. The scales in this section are ordinal.
Section B includes items measuring societal culture, based on House et al’s
questionnaire items (House et al., no date: 76). Section C includes the similar
items measuring culture on the organizational level. Section D includes the
same items, but measured suborganizational culture. The ordinal scales
employed in sections B-D were adapted from the GLOBE scales and are
depicted in the table below.
GLOBE Survey response scales
1 I totally disagree with this statement
2
3
4
5
6
7

I mostly disagree with this statement
I somewhat disagree with this statement
I neither agree nor disagree
I somewhat agree with this statement
I mostly agree with this statement
I totally agree with this statement

Table 24: GLOBE scales; Source: House et al., no date: 77-78

The aim of the questions in section E is to determine the perceived relative
importance and homogeneity of the various measured cultural entities or levels
of analysis. The first four questions use ordinal scales, whereas the last two
questions of section E include nominal scales.
Section F is devoted to the assessment of leadership prototypes: the
importance of seven universal and seven culturally contingent leadership
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attributes was assessed twice, once for a top manager, and once for the direct
supervisor. The ordinal scales were adapted from sections B-D and are identical
to the ones proposed by Brodbeck et al. (2000: 8).
The last section, F, contains an open-ended question where suggestions or
other considerations may be added.
The questionnaire was first tested in a pilot study of ten employees of
Company A from various regions in Switzerland. The goals of this pilot study
were to: a) verify the translations, b) verify whether the items were understood
correctly, and c) verify the time necessary to fill out the questionnaire. One
outcome of the pilot study was that some items had to be translated back
compared to the original GLOBE version, and re-translated into the abovementioned languages in line with Schaffer and Riordan’s proposed best practice
for establishing semantic equivalence (Schaffer and Riordan, 2001: 30). In
addition, the time required to complete the questionnaire was verified as less
than thirty minutes. The translated questionnaires are included in Appendix I.
The sample for questionnaire distribution was assembled parallel to the
questionnaire construction. In line with Hilb, the sample of this dissertation
may be, termed opportunistic: it contains some characteristics of qualitative
samples as it is purposive and restricts the social universe based on defined
criteria where the phenomenon is believed to occur (Hilb, 2001: 47). The
sample is both qualitative and quantitative, and statistically relevant within the
investigated case. The total population matching the criteria described below
was selected from the selected single case (Company A). Random sampling
with small cases, according to Miles and Huberman (1994: 27), may be
susceptible to bias.
In cross-cultural survey research a key requirement with respect to the
alignment of research contexts is sample equivalence (Schaffer and Riordan,
2001: 15-19). This dissertation sample achieved partial equivalence thanks to
my inside knowledge of the investigated company. This knowledge allowed the
identification and selection of similar professional cultures in regional
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organizations. There are at least two rationales for keeping professional culture
“constant” when measuring societal or organizational culture. The first is that
cultural dimensions such as Power Distance (Cf. chapter 2.4.4) were found to
vary depending on an employees’ position. Accordingly, only managers or only
employees should be included in the sample. The second rationale is that, in my
experience and according to the interviews, Company A’s front and back-office
organizational subcultures vary significantly and need to be separated.
Generally, sample equivalence in the measurement of culture is threatened by
the unequal distribution of age, work experience and organizational affiliation.
In Company A, for example, the vast majority of senior management positions
are occupied by males. Consequently, it is difficult to achieve sample
equivalence in a sample of senior managers. Another threat to sample
equivalence in Company A is constituted by the unequal distribution of
working experience: the vast majority of back-office employees in Company A
were found to have “ten years or more” of work experience. This excludes from
the sample young employees who may judge culture differently, although the
collected data reveal that this is not the case in this study (Cf. chapter 3.3.3).
The sampling process encompassed a first stage in which participants were
selected based on organizational charts and function descriptions. The criteria
for participant selection were: a) mid- or back-office organizational unit as
defined in chapter 3.1.1; b) managerial role wherever possible, at least as team
leader or deputy; c) equal samples in the three language regions. These criteria
were chosen to isolate cultural influences, as was extensively discussed in the
chapters 1 and 2.
The sample was subsequently sent to the head of each organizational unit
(together with a sample German questionnaire), reviewed and corrected, and
sent back to the researcher. Samples for five of nine organizational units were
slightly adapted. After the leader’s review, I verified the sample’s compliance
with the original sampling criteria. The refinement of the sample further
improved its quality. The sample size for each region was identical, but in the
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French- and particularly in the Italian-speaking region the sample corresponded
to 100% of the population, i.e. a questionnaire was mailed to every person
matching the criteria.
The questionnaires were e-mailed separately per organizational unit and
region; a total of three times nine mails (27 mails) were sent. The mails were
identical and translated into the respective language. They included a brief
introduction of the research project, the rationale for the dissertation, a brief
“how to” guide, and the questionnaire in Microsoft Word format. The form
allowed an efficient electronic completion and return of the questionnaires. The
participants were given one month to return the questionnaires, either
electronically via e-mail, or via conventional internal mail.
One of the surveyed organizational units collected the questionnaires
decentrally and returned them all together for confidentiality reasons. In this
case, the return rate of the questionnaire was lower, compared to the other eight
analyzed organizational units.
The measures described above contributed towards achieving Schaffer and
Riordan’s best practice of survey administration: formats and scaling
procedures were consistent, instructions were included, and a pilot study was
conducted (Schaffer and Riordan, 2001: 24).
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Interviews
As Yin (1994: 84) notes, “one of the most important sources of case study is
the interview.” Yin distinguishes open-ended, focused and structured surveylike interviews.
In open-ended interviews the interviewer asks key respondents for facts as
well as opinions, and may treat the respondent as an informant. An informant,
or key informant, is an individual, who as a result of her/his knowledge,
previous experience or social status has access to information such as insights
about the functioning of an organization that is valuable for the investigator
(Yin, 1994: 85). Key informants are also a source of information that can assist
in understanding the context of an organization, or clarifying particular issues
or problems. The selection of key informants is usually not random, and
accordingly the issue of bias arises. The informants’ views need to be balanced
to obtain an impartial view on the investigated phenomenon.
Focused interviews are shorter and usually restricted to the questions
defined in the case study protocol of interview outline.
The last type of interviews, survey-like interviews follow a strictly predefined structure, sampling criteria, as in classic survey research.
In interviews as well as in qualitative research techniques in general, it is
important to anticipate the desired data summarization and interpretation
strategies, as well as the desired outcomes. This step led to the definition of a
structured interview outline (included in Appendix U). This interview outline
was mailed to the interviewees in advance, to allow some degree of
preparation. The interviews conducted herein should be classified as focused
interviews based on the defined interview outline. This strategy alone did not
prove to be entirely satisfactory: the interviewees occasionally seemed overly
restricted by the outline, and preferred to speak about cross-cultural
management without a predefined structure. The interview outline was slightly
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adapted though maintained throughout the data collection phase to ensure
comparability of results.
Seven managers of the selected nine organizational units agreed to an
interview. Six of these interviewees were based in Zurich; one of them was
based in Berne. Additionally, five managers located in Italian-speaking
Switzerland and reporting directly to some of the seven managers were
interviewed, as were two located in French-speaking Switzerland. In addition, a
senior manager in human resources assigned to some of these organizational
units was interviewed. An additional meeting was carried out with Company
A’s responsible for the assessment centers. The detailed interview summary is
included in Appendix V. Each interview lasted at least one hour. The
interviews were conducted over a period of two weeks in October 2002. Partial
results of the quantitative survey were already available, but were not employed
in the interviews. The role of the interviewees was sometimes that of a
respondent and sometimes of an informant. The researcher took extensive notes
of the interview and subsequently gave the interviewee an opportunity to verify
and correct the notes.
Direct observation
Direct observation may involve both formal and casual methods Yin (1994:
87). Formal observations include, for example, the observation of meetings.
Casual methods may encompass a visit to a site in connection with an
interview. Both methods were employed in this dissertation. Some interviews
were followed by a brief visit to the regional center’s site, whereas in other
cases casual observation before, during and after interviews was employed. A
limitation of this technique in the context of cross-cultural research is that
culture can seldom be directly observed. Artifacts and behavior can be
observed, but cognitive processes, attitudes and values cannot be directly
observed unless they are made explicit e.g. via written value statements. In this
dissertation, direct observation was employed as a complementary source of
evidence to surveys and interviews.
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Participant observation
Possible modes of participant observations, according to Yin (1994: 87)
include “serving as a staff member in an organizational setting.” My dual role
as an employee of Company A and as a researcher allowed me to observe
various cross-cultural phenomena over a time span of three to four years. The
strategic planning function I fulfilled over one and a half years provided
particularly relevant contextual information for some of the analyzed
organizational units. Participant observation is prone to various biases (Yin,
1994: 89). One potential problem, in my personal experience, is that some of
this insider information can not be shared with the research community for
confidentiality reasons although it has a strong influence on measured
constructs such as organizational culture. In this dissertation, participant
observation was employed as a source of evidence that complements surveys
and interviews.
Document and archival records
Yin asserts that this source of evidence may be used to improve the strength
of previously collected data. Document and archival records have the strength
ob being unobtrusive and free of bias, but the process may be time-consuming
due to the breadth of available data (Yin, 1994: 80-81).
In cross-cultural research, unobtrusive measures (House el a, no date: 79)
such as the ones listed in Appendix E constitute additional sources of evidence
for the investigation of cultural constructs.38
In this dissertation, document analysis was employed as a complementary
source of evidence to surveys and interviews. Intranet pages, employee
satisfaction

surveys,

presentations

of

corporate

values

were

typical

documentary sources. Additionally, some unobtrusive measures were
developed, tested and used as an additional source of evidence.
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Conclusion
I have attempted to match the data collection instruments to the previously
defined cultural levels and cultural entities/level of analysis. The assignment of
the instruments to the entities and levels, although approximate, clarifies the
scope of this dissertation in terms of data collection, as well.
Cultural
Individual Sub-organi- Organizaentities
Levels
zational
tional
of culture

Artifacts
Artifacts

Societal

Casual Observations

Behaviors
Behaviors

Questionnaire
(As Is)

Values
Values

Questionnaire
(As Is)

• Leadership
prototypes
(questionnaire)
• Interviews
• Unobtrusive
measures
• Observations

Assumptions
Assumptions

Figure 28: Data collection techniques; Source: author
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3.2.2

Data analysis

Data analysis encompasses the examination, categorization and visual
presentation of the evidence in a manner that allows the initial propositions of a
study, such as hypothesis, to be addressed (Yin, 1994: 102).
Qualitative data from interviews, for example, is analyzed by the use of
analytic

techniques:

pattern-matching,

explanation-building,

time-series

analysis, and program logic models are the four main analytic techniques. Yin
also mentions two general strategies for conducting the analytic phase: the first
postulates that the theoretical framework and propositions should guide the
analytic phase in case study research; the second is to be used as a lesser
alternative to the first, and foresees the development of a descriptive framework
of the case study (Yin, 1994: 103-104).
Eisenhardt sees case data analysis as a process of becoming intimately
familiar with the data and thereby letting patterns arise (Eisenhardt, 1989: 540).
For Miles and Huberman qualitative analysis consists of three subsequent
stages: data reduction, data display and conclusion drawing/verification (Miles
and Huberman, 1994: 10). Triangulation is part of the latter stage. Denzin
defines triangulation as “the combination of methodologies in the study of the
same phenomenon” (Denzin, 1978: 291). The term comes from navigation
where multiple references were used to determine the exact position (Jick,
1979: 602). Denzin’s broad definition allows for different interpretations of
exactly how triangulation should be applied in research. What remains unclear
is a) which methods are complementary and therefore appropriate for
triangulation, b) to what extent triangulation is within- and to what extent
across-methods. Effective triangulation draws from the strengths of each
individual method, but is aimed at the same phenomenon. Typical examples of
within-method triangulation are multiple comparison groups in qualitative
research or different survey waves in quantitative research. Across-method
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triangulation would involve, for example, the combination of field methods
with survey analysis, which could contribute to “the validation of results, the
interpretation of statistical relationships, and the clarification of puzzling
findings”. Data from informants and holistic interpretation (e.g. context
variables) shall be used parallel to quantitative research (Jick, 1979: 604). The
replication of mixed methods triangulative approaches is nearly impossible and
may be considered another limitation of triangulation (Jick, 1979: 609).
This dissertation employs an exploratory approach, which may imply few or
no ex-post hypotheses, no specific conceptual framework to be tested, and no
theory creation. Previous theoretical frameworks, past and current empirical
findings and hypotheses combined form the basis for the analysis of qualitative
data, in line with Yin’s above-mentioned analytic strategy. The patternmatching and explanation-building techniques will be used in an opportunistic
manner: ex-post hypothesis’ testing will be done with simple pattern-matching
whereas for ex-ante hypothesis-building the explanation-building technique
will be employed (Yin, 1994: 109-110). Pattern-matching techniques ought to
be further employed to triangulate evidence from the quantitative part with
qualitative patterns.
The present case study employs quantitative data as a primary source of
evidence: this data was analyzed by means of statistical techniques. Within the
domain of statistical techniques, descriptive statistics will be used to validate
data and discover patterns within the analyzed levels and constructs. Normative
(e.g. clustering) and correlative (e.g. covariance) methods will be used to
further investigate quantitative data (Black, 1999: 46).
The analyzed quantitative and qualitative data ought to converge and lead
to: a) a verification of previous empirical results, i.e. the replication of
GLOBE’s assessment of German and French-speaking Switzerland in terms of
cultural dimensions and leadership attributes; b) the testing of an a priori
hypothesis such as the hypothesized variance between the Italian-speaking
Swiss culture and the rest of Switzerland; c) the construction of new
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hypotheses; d) the improvement of the existing framework or the establishment
of a new one (Yin, 1994: 93).

3.2.3

Quality measures of the research design

Social research is commonly evaluated on the basis of four design tests:
construct validity, internal validity, external validity and reliability (Yin, 1994:
33). Some argue that these criteria were established for quantitative approaches
and do not apply to qualitative research. One of this alternative views is
presented at the end of this chapter.
Construct validity
Definitions of the concept of culture abound, as previously noted. The
definitions are numerous and can be categorized into value-based, cognitionrelated and encompassing definitions (Cf. chapter 1.4). Value–based culture
definitions were refined by Hofstede, Schwartz, and House et al. into cultural
constructs and the corresponding operational definitions (Black, 1999: 36).
In this dissertation the GLOBE cultural dimensions (House et al., no date:
76) as well as the available operationalized items (House et al., no date; 99)
were employed. For a discussion of GLOBE’s items and construct validity
please refer to House et al. (no date: 31). The specific GLOBE cultural
dimension questionnaire items employed in this dissertation - one per
operationalized cultural dimension - were translated and minimally adapted to
fit the analyzed levels of analysis. The GLOBE cultural dimension
questionnaire items, according to House et al. (no date: 31) are suitable for
measuring culture at the societal and organizational level. This study measured
culture on three levels: societal, organizational and suborganizational. I
assumed that the constructs measuring organizational culture would also be
suitable for measuring organizational culture. A limitation of this procedure is
that per cultural dimension only one questionnaire item, i.e. the only available
one, was employed. This may constitute an oversimplification of the construct
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and shall be verified in the results section by a comparison with House et al’s
empirical results in German- and French-speaking Switzerland.
Another construct investigated in this dissertation are leadership prototypes,
specifically in the form of leader attributes contributing to effective
transformational/charismatic leadership. The theoretical foundation of these
constructs, as well as GLOBE’s corresponding empirical results was reviewed
in chapter 2.8. Seven attributes that were identified by House et al. as
universally positively endorsed were combined with seven culturally contingent
attributes is section F of the questionnaire. The goals of this section are to a)
confirm the universality of the GLOBE universal attributes and b) to identify
leadership prototypes in Switzerland. If possible, leadership prototypes will
also be clustered, and the clusters compared to the clusters derived from the
cultural dimensions.
Construct validity, according to Yin, may be increased by the employment
of three strategies: a) multiple sources of evidence may be used; b) a chain of
evidence may be established; c) the case study report may be reviewed by key
informants (Yin, 1994: 34).
Multiple sources of evidence (Yin, 1994: 92) and triangulation (Cf. Jick,
1979) were discussed in the previous chapters: the strategy of multiple sources
of evidence will be employed in this dissertation.
The second strategy, the establishment of a chain of evidence will be used in
this dissertation where a research question or an ex ante hypothesis can be
“followed through” the empirical part and leads to specific conclusions. This
chain of evidence is similar to the “audit trail” concept in the domain of
financial accounting and should be traceable by an external observer (Yin,
1994: 98).
The third strategy - the review of the case study report - was employed in
the form of reviews of interview notes by the interviewees or informants (the
notes were taken in the interviewer’s native language). Additionally, the
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study’s main results will also be presented to an audience, according to the
wishes of the involved organizational units.
Internal validity
Internal validity refers to the clear identification of determinants in causal
relationships. In other words, a high level of internal validity is present when
other variables can be ruled out as determinants of a certain outcome (Black,
1999: 44). Yin notes that internal validity is of concern only for explanatory
case studies or, more generally, where inferences are made (Yin, 1994: 35).
One strategy to increase internal validity is to choose professional and other
occupational subcultures as homogenous as possible to isolate the influence of
societal and organizational culture as much as possible (House et al., no date:
23). At the beginning of chapter 3.1 I have described how the sample for the
quantitative part of this case study was constructed: a sample of managers
(senior- and middle-managers) working in mid- or back-office positions was
analyzed). This measure increases the internal validity of this study as it
permits further isolation of the influence of societal and organizational cultures.
The goal of this dissertation is primarily explanatory and descriptive; the
test of internal validity will be limited to the parts where causal relationships
can be established or inferences are made. The three tactics previously
mentioned in the section concerning construct validity equally apply to internal
validity.
Internal validity is of great concern for cross-cultural research: the few
operational definitions of cultural constructs do often not indicate their impact
on behavior or organizational outcomes (Bond et al., 2001: 27). Frameworks
including causal relationships between cultural variables, situational factors,
personality and behaviors do not abound in cross-cultural research. According
to my literature review CCM research is even more acutely affected by this
problem.
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House et al., for example, reviewed research about the effect of charismatic
and transformational leadership on organizational outcomes and concluded that
positive correlations between “charismatic, transformational or visionary”
leaders, organizational performance and follower satisfaction were found by
many researchers (House et al., 1999: 8). In a cross-cultural perspective, this
causal link would signify that universal positively-endorsed leader attributes
contribute to organizational performance and follower satisfaction. The same
would apply to culturally contingent attributes in the cultures where they are
positively endorsed.
In the chapter devoted to the theoretical background, I have presented two
frameworks including causal relationship between cultural variables and
organizational outcomes (Cf. chapter 2.1.3). House et al’s integrated theoretical
framework is a further example (House et al., 1997: 66). Bond argues that a
bottom-up approach, starting from psychological constructs, may contribute in
future to establishing more encompassing and rigorous frameworks (Bond et
al., 2001: 27).
External validity
The problem of basing generalizations on a study’s results is commonly
referred to as its external validity (Black, 1999: 49). This has been one of the
main concerns in case study research: the single case strategy offers a weak
foundation for subsequent generalization (Yin, 1994: 36). Still, a replication of
this study is necessary in another Swiss financial services company, for
example, in mid- and back-office organizational units, to ensure validity.
In the specific case of this dissertation the measurement of GLOBE’s
cultural dimensions and leadership attributes in Switzerland will be replicated.
This replication is both a triangulation opportunity and an indication whether
the results may be generalized to cross-cultural management in Switzerland. In
addition, analytic and statistical generalizations will be combined to ensure
some degree of external validity (Yin, 1994: 36). Still, a replication of this
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study is necessary in e.g. another Swiss financial services company, in mid- and
back-office organizational units to ensure generalization.
Reliability
The test of reliability aims at demonstrating that the same research can be
conducted identically, and would yield identical results. This test does not
include the replication of results in another case study, but the repetition of the
same procedures in the same case study, in this case Company A (Yin, 1994:
36).
To satisfy this test in this dissertation, returned questionnaires as well as
interview and observation protocols together with additional documents were
filed in a paper-based case study database. Additionally, the theoretical
framework, the questionnaires, e-mails to the participant as well as all their
electronic responses, the statistical database and other electronically based
evidence was archived on a CD-ROM. This is in line with Yin’s suggested setup of a case study database (Yin, 1994: 37).
An alternative view on qualitative validity
William Trochim is known in the scientific community for his research in
the field of qualitative data analysis, particularly for pattern matching and
concept mapping (Yin, 1994: 106). Trochim has also made a contribution to
“efficient” research by publishing his Research Methods Knowledge Base on
the Internet: this has been an excellent quick reference throughout the writing
dissertation.
In the part devoted to qualitative validity39, Trochim reviews criteria that,
according to some authors, should be used to judge qualitative studies, instead
of the four tests reviewed above (Cf. Lincoln and Guba, 1985). The criteria for
judging qualitative research should be: a) credibility; b) transferability; c)
dependability; d) confirmability.
The first criterion, credibility, involves the judgment of the research
participants: the results of qualitative research must be credible in the eyes of
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research participants. Since qualitative data originates from the participants,
only their judgment is able to confirm the results.
The second criterion, transferability, relates to the researcher’s duty to state
the research’s contextual factors and assumptions. This responsibility is distinct
from the evaluation of another researcher whether the results may be
transferred to another setting. This is also what keeps it apart from
generalization: the original researcher generally warrants the conditions for
generalization, i.e. the research design.
The third criterion is dependability, which is based on criticism of the
traditional reliability test. The latter test seeks repeatability of the results, but
this is, by definition, impossible. The criterion of dependability does not
postulate the identical measurement, but rather the description of influencing
contextual factors and their impact on the conducted research.
The last criterion by which qualitative studies shall be judged is
confirmability. Confirmability is met when another researcher is able confirm
the same results. This criterion may be met by following previously mentioned
techniques. One of these techniques is data auditing, where a possibly objective
chain of evidence is maintained. Another technique for enhancing
confirmability is searching negative instances that contradict prior observations.
A further technique is playing the devil’s advocate, similarly to Yin’s
postulated “openness for the rival” theory (Yin, 1994: 31).
In conclusion of this review of alternative criteria, the debate surrounding
these criteria will be briefly summarized. Quantitative researchers argue that
the alternative criteria are not so different and in some cases elements of the
traditional criteria have simply been rearranged in different categories. In
addition they claim that the difference between the two sets of criteria mainly
lies in the philosophical realm: the traditional criteria follow a realist
perspective, whereas the alternative criteria follow a subjectivist perspective.
Trochim (2000: no page) argues that the traditional criteria were not translated
into qualitative research, which makes the criteria difficult to interpret in
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qualitative settings. This justifies the employment of alternative criteria, and
also justifies this debate.

3.3

Research results

This chapter will present and combine this dissertation’s empirical
quantitative and qualitative findings. The next chapter will provide some
background information about Company A. The chapters that follow will
present the results of this dissertation’s empirical study.

3.3.1

Company background information

For confidentiality reason, information regarding the investigated company
is not disclosed, and all related names were changed. This is due to two main
reasons: a) the delicate nature of issues concerning organizational culture and
b) the particular circumstances of the company and the financial services
industry as a whole at the time of this investigation. The decision to conceal the
identity of the investigated company was taken before data was collected.
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Quantitative study results: sample characteristics

The quantitative part of this dissertation encompasses a survey on the basis
of the questionnaire provided in Appendix I. The questionnaire was sent to
middle and senior managers of Company A working in a back-or mid-office
organizational unit. The total case study population encompassed 236 selected
persons to whom the questionnaires were sent. The response rate was slightly
above 70% (n=166). Within one week, more than a hundred questionnaires
were returned to the researcher. The differences in the returning pattern
between the language regions were analyzed, but were not found to be
significant. The last 26 returned questionnaires, for example, were equally
distributed among the three language regions.
In the following tables the sample is analyzed by the criteria Work
Experience, Gender, Origin, and Work.
The first criterion – Work Experience – relates to the number of years the
respondent has worked in Company A.
Work
experience

Frequency Percent Valid Cum.
Percent Percent
Less than one year
3
1.8
1.8
1.8
Between 1 and 5
18
10.8
10.8
12.7
Between 5 and 10
18
10.8
10.8
23.5
More than 10
127
76.5
76.5 100.0
Total
166
100.0 100.0

Table 25: Empirical results: professional experience frequencies;
Source: author

Of the selected employees, more than 76% have more than ten years and
87% have more than five years of work experience within Company A. Only
13% have less than five years of work experience. This distribution is uneven
for two main reasons: a prevalence of experienced people is characteristic of
back- and mid-office organizations (personal communication with HR
manager); also, managerial positions are normally occupied by more
experienced employees (personal communication with HR manager).
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The analysis of the second criterion – Gender – reveals that the majority of
the survey participants were males (83%).
Gender

Frequency Percent
Woman
Man
Total

28
138
166

16.9
83.1
100.0

Valid Cum.
Percent Percent
16.9
16.9
83.1 100.0
100.0

Table 26: Empirical results: gender frequencies;
Source: author

This is typical of gender distributions in middle and senior management in
Company A (source: personal communication with HR manager). Although
gender-related effects are beyond the scope of this dissertation, an analysis of
the independent variable Gender was performed, and is included in chapter
3.3.3.
The third criterion concerns where the respondent grew up. This variable
was called Origin.
Origin

Frequency Percent Valid Cum.
Percent Percent
CHD
76
45.8
45.8
45.8
CHF
44
26.5
26.5
72.3
CHI
40
24.1
24.1
96.4
Abroad
6
3.6
3.6
100.0
Total
166
100.0 100.0

Table 27: Empirical results: origin
frequencies; Source: author

This table shows that many employees are from the German-speaking part
of Switzerland (including German-speaking Graubünden), and, in connection
with Table 28, a phenomenon of migration from German-speaking (CHD) to
French- (CHF) and Italian-speaking (CHI) Switzerland can be observed.
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The analysis of the last criterion - Work - assessed the language region in
which the respondent was working at the time of the survey.
Work

Frequency Percent Valid
Percent
CHD
64
38.6
38.6
CHF
53
31.9
31.9
CHI
49
29.5
29.5
Total
166
100.0 100.0

Cum.
Percent
38.6
70.5
100.0

Table 28: Empirical results: regional allocation
frequencies; Source: author

This table shows that in each region at least 49 respondents returned the
questionnaire. German-speaking Switzerland returned 64 of 95 distributed
questionnaires (67%), French-speaking Switzerland returned 53 of 72
distributed questionnaires (73%), and Italian-speaking Switzerland returned 49
of 68 distributed questionnaires (72%).
The question of how many respondents work in language regions where
they did not grow up is answered by the next table.
Work
Total
CHD CHF CHI
Origin CHD
59
6
11 76
CHF
1
43
44
CHI
2
1
37 40
Abroad
2
3
1
6
Total
64
53 49 166

Table 29: Empirical results: Work-Origin
cross-tabulation; Source: author

According to the assessed data, the phenomenon of migration is quite
common in German-speaking Switzerland: 6 of 76 respondents moved from
German-speaking Switzerland to French-speaking Switzerland, and almost
twice as many (11) moved to Italian-speaking Switzerland. At least two reasons
may explain this phenomenon. The first is that Company A’s headquarters and
the majority of the employees are located in German-speaking Switzerland, and
it is therefore natural that a certain percentage is sent to decentral locations. In
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my opinion this should not necessarily be interpreted as a sign of
ethnocentrism. The other reason may be related to other contingent factors such
as Italian-speaking Switzerland’s relatively mild climate, the relative culture or
familiar connections in this region, which attracts people from Germanspeaking Switzerland.
What is interesting to observe, also in light of the interview’s results (Cf.
chapter 3.3.6), are the migration patterns of the other language regions. Only
one respondent moved from French- to German-speaking Switzerland, and
none of them moved from French- to Italian-speaking Switzerland. Italianspeaking respondents seem slightly more mobile: in addition to the abovementioned two Swiss-Italians working in German-speaking Switzerland, and
the one working in French-speaking Switzerland, two of four participants in the
pilot study were from Italian-speaking Switzerland. It would be interesting to
analyze a larger number of employees to further confirm these patterns.

3.3.3

Quantitative study results: Culture

In the next paragraph the scores assessed in this dissertation will be
compared to those of GLOBE’s scores (Jesuino, 2002; Szabo et al., 2002). This
comparison will confirm the validity of the questionnaire’s societal culture
assessment part.
Replication of the GLOBE societal culture country scores
The scales, items and, to some extent, the structure of the questionnaire
developed for this dissertation are based on the few sources of information
available on the Internet about GLOBE’s questionnaire and items.
The items in this dissertation that measure societal culture are identical to
the sample items published in House et al. (no date: 79). However, based on
available information I assume that the final GLOBE questionnaire includes
more items per cultural dimension, and that the items have a high degree of
reliability for the respective cultural dimension. This is a limitation that must be
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considered and that may partially affect this comparison: despite the - assumed
- high correlation between the items corresponding to a cultural dimension, the
GLOBE mean scores per cultural dimension may have been affected by the
additionally assessed items. A second limitation of such a comparison relates to
the two published GLOBE items - Gender Egalitarianism and Future
Orientation. These were termed “inversely scored” under the assumption that
the published GLOBE scores represent the reciprocal value of the measured
item scores (Jesuino, 2002: no page; Szabo et al., 2002: no page). If, for
example, the specific questionnaire items corresponding to the mentioned
dimensions scored 2 and 3 respectively, the published score would be assumed
to be 6 and 5, respectively. This can not be conclusively verified because of a
lack of published literature, but if this is not the case, the scores of the two
dimensions between GLOBE and this dissertation differ significantly.
Another limitation is related to the different sampling methods: GLOBE
analyzed a sample (n=324, Cf. Appendix G) of middle managers in different
industries (House et al., no date: 42-43) in Switzerland. In this dissertation the
sample (n=166) consists of middle and senior managers working in the back- or
mid-office of a single company (Company A).
Bearing these limitations in mind, a comparison between the GLOBE and
this dissertation’s scores still may contribute to the goals of this dissertation by
validating the questionnaire based on the available GLOBE scores for
Switzerland. This comparison can either be interpreted as a triangulation, in
which case the GLOBE scores for Switzerland are considered additional
evidence (Yin, 1994: 93), or as a test of construct validity or reliability as
explained in chapter 3.2.3.
As in the GLOBE questionnaire, each item in this dissertation’s
questionnaire was measured twice per cultural dimension: once for the current
practice or, in other words, for the currently perceived situation (As Is) and
once for the desired state (To Be).
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A graphical comparison of GLOBE’s and this dissertation’s As Is scores for
societal culture in Switzerland yields the following picture:
AS IS

Power distance
7.00
Performance orientation

6.00

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Family collectivism

GLOBE CH

Dissert. CH

Figure 29: Comparison of Switzerland's GLOBE and this dissertation's
As Is scores; Source: author
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The cultural dimensions of Uncertainty Avoidance, Humane Orientation,
Institutional Collectivism, Gender Egalitarianism and Performance Orientation
show similar results. Major deviations concern the dimensions of Power
Distance, Family Collectivism, Assertiveness and Future Orientation. The
interpretation of these results is difficult without the GLOBE questionnaire and
more information about it. One possible explanation is that the GLOBE
measures were assessed a few years ago (i.e. 1998-2000), and that the As Is
measures have since changed. Poor translation of this dissertation’s items into
French, German or Italian and the absence of additional items for the same
cultural dimension would be alternative explanations for the above gaps. Also,
sampling differences (e.g. professional experience, gender, position) could have
caused significant variances between GLOBE’s and this dissertation’s cultural
dimension scores.
In summary, GLOBE found practices (As Is) in Switzerland to be
moderately higher on Power Distance, Family Collectivism and Future
Orientation, and moderately lower on Assertiveness compared to this
dissertation’s survey.
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A comparison of the “To Be” measures rules out the possible translation
and item-related problems:

TO BE

Power distance
7.00
Performance orientation

6.00

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Family collectivism

GLOBE CH

Dissert. CH

Figure 30: Comparison of Switzerland's GLOBE and this dissertation's To Be scores;
Source: author, based on cultural dimension from House et al. 2002: no page

In this comparison the measures relating to Power Distance, Uncertainty
Avoidance, Institutional Collectivism, Assertiveness, Gender Egalitarianism,
Future Orientation and Performance Orientation do not differ significantly
between GLOBE and this dissertation’s assessment.
Humane Orientation and Family Collectivism vary more than one point on
the item’s scale (1-7) and are considered to vary significantly at this stage.
Values are assumed to be quite stable, which makes a change of values in twothree years quite unrealistic and rules out the mentioned time frame issue.
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I will rule out translation and other item-related problems for the cultural
dimension of Humane Orientation, as no problems relating to this dimension
were encountered, in either the pilot study or the final questionnaire. For the
item of Family Collectivism further verification is necessary to confirm
whether it was measured correctly in this dissertation.
In summary, GLOBE found values (To Be) in Switzerland to be moderately
higher on Humane Orientation and Family Collectivism compared to this
dissertation’s survey.
A further validation and an initial interpretation of this dissertation’s scores
may be made by comparing GLOBE Latin clusters scores to this dissertation’s
scores from French- and Italian-speaking Switzerland.
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In this dissertation I postulate that Italian-speaking Switzerland’s culture
diverges significantly from that of French-speaking Switzerland. What is
commonly assumed is that both regions belong to a Latin Switzerland cluster
while having similar cultures. The following comparison of As Is must be seen
in this latter sense and as a first verification of the presented hypothesis.
AS IS

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

GLOBE Lat

Family collectivism

Dissert. CHF

Dissert. CHI

Figure 31: Comparison of GLOBE's Latin cluster and this
dissertation's CHF and CHI As Is scores; Source: author, based on
cultural dimension from House et al. 2002: no page
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In this first comparison, the Latin cluster, French- (CHF) and Italianspeaking (CHI) Switzerland achieve similar scores in a number of dimensions:
Uncertainty Avoidance, Humane Orientation, Institutional Collectivism,
Gender Egalitarianism and Future Orientation’s scores are only slightly
different. GLOBE’s Latin cluster and this dissertation’s French- and Italianspeaking Switzerland scores differ more in the dimensions of Power Distance,
Family Collectivism, Assertiveness, and Performance Orientation.
A comparison of the To Be scores reveals fewer similarities between the
GLOBE Latin cluster and the scores for French- and Italian-speaking
Switzerland in this dissertation.
TO BE

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

GLOBE Lat

Family collectivism

Dissert. CHF

Dissert. CHI

Figure 32: Comparison of GLOBE's Latin cluster and this
dissertation's CHF and CHI To Be scores; Source: author, based on
cultural dimension from House et al. 2002: no page
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Power Distance, Institutional Collectivism and Gender Egalitarianism
scores show minor variances, but Uncertainty Avoidance, Assertiveness, and
Performance Orientation scores have moderately consistent variances, whereas
Future Orientation, Family Collectivism and Humane Orientation differ
significantly.
In summary, GLOBE’s Latin cluster and this dissertation’s French- and
Italian-speaking Switzerland’s scores are moderately similar for Uncertainty
Avoidance, Institutional Collectivism and Gender Egalitarianism.
Another way to validate the questionnaire is to compare the available
GLOBE scores for German- and French-speaking Switzerland to those of this
dissertation.
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A graphical comparison of German-speaking Switzerland’s To Be scores
confirm the previously found variance in the Family Collectivism dimension.
TO BE

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

GLOBE CHD

Family collectivism

Dissert. CHD

Figure 33: Comparison of To Be scores in GLOBE and in this
dissertation; Source: author, based on cultural dimension from House
et al. 2002: no page
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Apart from Gender Egalitarianism, the other dimensions overlap
consistently. The same analysis for the As Is scores further confirmed the
variances in the Family Collectivism dimension and the similar scores in the
other dimensions.
The same type of analysis for French-speaking Switzerland yields the
following picture:
TO BE

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

GLOBE CHF

Family collectivism

Dissert. CHF

Figure 34: Comparison of the Swiss-French To Be scores in this
dissertation to those in GLOBE; Source: author, based on
cultural dimension from House et al. 2002: no page
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Again, Family Collectivism scores differ significantly. The scores for the
remaining dimensions overlap less than those for German-speaking
Switzerland: Assertiveness and Humane Orientation scores are higher in
GLOBE’s assessment of French-speaking Switzerland.
Regional scores can also be verified by computing the differentials between
the scores for German and French-speaking Switzerland, and by comparing the
differentials for GLOBE and this dissertation.
TO BE
7.00

5.00

3.00

1.00

-1.00

Power distance

Uncertainty
avoidance

Humane
orientation

Institutional
collectivism

Family
collectivism

Assertiveness

Gender
egalitarianism

Future
orientation

-3.00

-5.00

-7.00
GLOBE CHD-CHF

Dissert. CHD-CHF

Figure 35: Comparison of GLOBE's and this dissertation's differentials between
CHD and CHF; Source: author, based on cultural dimension from House et al.
2002: no page
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The graphical comparison of differential scores for German- and Frenchspeaking Switzerland (CHD-CHF) allows the following conclusions: the
differential between the CHD and CHF To Be scores exceeds or equals one
point on the employed scale in only two cases - Humane Orientation and
Gender Egalitarianism - and both differentials relate to this dissertation’s
empirical scores. GLOBE’s differentials are smaller, and none of them exceeds
one point on the employed scale in the “To Be” measures.
If this is confirmed by further evidence, the implication would be that the
differences found in this dissertation between German- and French-speaking
Switzerland are bigger than the differences found in GLOBE.
A more detailed analysis of squared differentials confirms the first
impression: the sum of squared differences across all German- and Frenchspeaking Switzerland’s scores in GLOBE is 3.58, whereas the same sum in this
dissertation equals 3.90. This is further evidence of the differences between the
scores for GLOBE and this dissertation, and this dissertation’s hypothesis that
the differences between the regions are more significant than assumed.
Several interim conclusions may be drawn from the above comparison of
scores between GLOBE and this dissertation.
First, the employed questionnaire items are generally reliable. The scores
relating to the Family Collectivism item showed significant variations in most
comparisons and must be further verified, for example by triangulating the
scores with the interview’s results.
Second, the differences between German- and French-speaking Switzerland
assessed in this dissertation are greater than corresponding differences in
GLOBE. This would signify that the cultural distance between the two
language regions is larger than previously assumed.
Third, Italian-speaking Switzerland’s scores are similar to those of Frenchspeaking Switzerland for the most part (Cf. Figure 31 and Figure 32). An
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exception is Family Collectivism, where a major variation between French- and
Italian-speaking Switzerland can be observed.
These interim conclusions will be further verified in the following sections.
Societal culture
In the previous chapter I analyzed sample characteristics and the influence
of the variables Origin and Work. A migration phenomenon from German- to
French- and particularly Italian-speaking Switzerland could be observed. The
interpretation of results is thus based on the independent variable Origin to
ensure minimal diversity within the regions. However, the appendices contain
computed mean scores for both Origin and Work.
AS IS

Power distance
7.00
Performance orientation

6.00

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Dissert. CHD

Family collectivism

Dissert. CHF

Dissert. CHI

Figure 36: Societal culture: comparison of this dissertation's SwissGerman, Swiss-French, and Swiss-Italian As Is scores; Source: author,
based on cultural dimension from House et al. 2002: no page
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The first graphical analysis of the assessed societal culture scores in
Switzerland relates to the As Is in the three language regions. Humane
Orientation, Family Collectivism and Performance Orientation’s scores are all
almost identical for French- and Italian-speaking Switzerland, and this score
differs from German-speaking Switzerland. Power Distance, Institutional
Collectivism, Assertiveness and Gender Egalitarianism are practically identical
in the three analyzed regions. Uncertainty Avoidance, Family Collectivism and
Future Orientation’s scores differ to some extent in the three regions.
Practices (As Is) in Switzerland were assessed to be average for Power
Distance, Humane Orientation, Institutional Collectivism, slightly below
average for Gender Egalitarianism and Future Orientation, slightly above
average for Uncertainty Avoidance, and moderately above average for
Assertiveness and Performance Orientation.
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A graphical representation of the “To Be” scores further clarifies and
enhances these patterns:
TO BE

Power distance
7.00
Performance orientation

6.00

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Dissert. CHD

Family collectivism

Dissert. CHF

Dissert. CHI

Figure 37: Societal culture: comparison of this dissertation's Swiss-German, SwissFrench, and Swiss-Italian To Be scores; Source: author, based on cultural
dimension from House et al. 2002: no page

236

Empirical study

In line with the hypothesis formulated in the first chapter, value
orientations’ differences between the regions are more striking. The scores for
Power Distance, Institutional Collectivism and Gender Egalitarianism are
similar in French- and Italian-speaking Switzerland but differ from those of
German-speaking Switzerland. Scores for Humane Orientation, Family
Collectivism, Assertiveness, Future Orientation and Performance Orientation
vary across all regions to a certain extent. Institutional Collectivism and
Performance Orientation are similar across the regions.
Values (To Be) in Switzerland were assessed to be moderately below
average for Power Distance, slightly below average for Uncertainty Avoidance
and Assertiveness, average for Humane Orientation and Future Orientation,
slightly above average for Institutional Collectivism and Performance
Orientation, and average for Family Collectivism, Gender Egalitarianism and
Future Orientation.
A discernable pattern emerges: in seven of nine dimensions, scores for
Italian-speaking Switzerland are positioned at an extreme value of the score
range. Scores for five of the nine dimensions display a pattern CHD>CHF>CHI
or CHD<CHF<CHI and the others follow in the mentioned sequence. The
analysis of the independent variable Work confirms this pattern for the last
three dimensions depicted in the table below. For the detailed means
comparisons, please refer to Appendix J.
Dimension
Power Distance
Uncertainty Avoidance
Humane Orientation*
Assertiveness*
Performance Orientation*

CHD
1.88
2.96
4.86
3.20
5.45

CHF
2.45
3.27
4.36
2.89
5.19

CHI
2.55
3.60
3.53
2.43
4.85

Table 30: Mean scores of selected societal culture
variables (To Be); Source: author, based on cultural
dimension from House et al. 2002: no page
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Two other dimensions – Family Collectivism and Future Orientation –
display a pattern CHF>CHD>CHI or CHF<CHD<CHI, which would imply
more cultural distance between French- and Italian-speaking Switzerland than
between German- and Italian-speaking Switzerland.
A classification of the sample was attempted at the individual level of
analysis and a clustering of individual cases was employed. The goal of this
step was to group the available cases based on societal culture value
orientations. An overlap between the computed cluster (predicted language
region) and effective language region in the variables Work or Origin would
confirm the hypothesis that Italian- and French-speaking Switzerland do not
belong to the same cluster (e.g. GLOBE’s Latin cluster).
In the first run, the five dimensions depicted in Table 30 were used to
compute K-means clusters in the statistics software SPSS 11.0. The comparison
of the resulting clusters with the individual cases did not prove satisfactory, i.e.
the variable Origin or Work did not correspond to the computed cluster. In a
second run, the last three variables in the same table were used to compute
clusters with the same method because of the higher distance among the mean
scores. This attempt did not yield clusters corresponding to the surveyed
language region variables, either. The results of both clustering attempts are
depicted in Appendix M.
Correlations were computed for the full sample (n=166) on the societal
culture To Be scores, for Switzerland. The resulting correlations in Appendix O
show significant correlations between Power Distance and Origin, Humane
Orientation

and

Origin,

and

Performance

Orientation

and

Origin.

Additionally, Power Distance and Humane Orientation was also found to
positively correlate to the variable Work.
The variable Work correlated positively with Family Collectivism,
Uncertainty Avoidance, Assertiveness, and Gender Egalitarianism. These
correlations confirm the viability of the cultural dimensions - previously
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identified in Table 30 - that differentiate regional cultures in Switzerland the
most in this case study.
Further attempts to find clusters using these and other variables (e.g.
leadership prototypes) were unsuccessful. Correlations among societal culture
dimensions were also computed and can be found in Appendix O. Whether
these correlations match the correlations between the cultural dimensions found
in GLOBE was not verified.
The analysis of mean As Is and To Be scores in the language regions
uncovers some gaps between how situations are currently perceived, and the
way the respondents wish them to be (value orientations).
In French-speaking Switzerland (CHF) a comparison of As Is and To Be
delivers the following picture:
CHF

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Dissert. CHF As Is

Family collectivism

Dissert. CHF To Be

Figure 38: Societal culture: comparison of Swiss-French As Is and To Be scores;
Source: author, based on cultural dimension from House et al. 2002: no page
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The biggest gaps between As Is and To Be scores in French-speaking
Switzerland arise in the dimensions of Uncertainty Avoidance, institutional
Collectivism, Assertiveness, Gender Egalitarianism and Future Orientation.
The As Is scores in Italian-speaking Switzerland contain similar gaps, but
also some notable differences.
CHI

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Dissert. CHI As Is

Family collectivism

Dissert. CHI To Be

Figure 39: Societal culture: comparison of Swiss-Italian As Is and To
Be scores; Source: author, based on cultural dimension from House
et al. 2002: no page
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In the dimension of Future Orientation, as opposed to French-speaking
Switzerland, Italian-speaking Switzerland’s As Is and To Be scores nearly
overlap. The gap in the Uncertainty Avoidance dimension in Italian-speaking
Switzerland is also considerably smaller than in French-speaking Switzerland.
A wider gap is present between the Family Collectivism scores: the
respondent’s value orientations in Italian-speaking Switzerland would imply
that Family Collectivism should be higher than its current score. Another
dimension diverging significantly is Assertiveness: according to the scores, the
Italian-speaking respondents would prefer a society with significantly lower
Assertiveness than at present.
The above graphical analysis of the scores reveals that Italian-speaking
Switzerland is more “attuned”, i.e. four of the nine dimensions show only
moderate gaps between As Is and To Be. My interpretation of the relatively
small gap is that Italian-speaking Switzerland is more satisfied with the current
status quo in terms of the analyzed phenomena. These gaps have implications
for the organizational level, which will be analyzed later in this chapter.
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The scores for German-speaking Switzerland display an even wider gap
between the As Is and the To Be.
CHD

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Dissert. CHD As Is

Family collectivism

Dissert. CHD To Be

Figure 40: Societal culture: comparison of Swiss-Italian As Is and To
Be scores; Source: author, based on cultural dimension from House
et al. 2002: no page
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In eight of the nine cultural dimensions the As Is differs significantly from
the To Be. The widest gaps can be found in Gender Egalitarianism, Humane
Orientation and Assertiveness. Only the Performance Orientation dimension
seems to be in line with the respondents’ values.
These differences between As Is and To Be call for a more meticulous
analysis. By comparing the sum of the squared differentials (As Is minus To
Be), the region with the widest gap can be assessed.
CHD
CHF
CHI

PD

UA

HO

IC

FC

AS

GE

FO

RO

1.72
1.33
1.15

1.53
1.71
0.75

-1.72
-0.19
0.69

-0.84
-1.50
-1.55

-1.72
-0.81
-1.72

2.00
2.28
2.91

-2.71
-1.86
-1.77

-1.05
-1.50
-0.15

-0.40
0.50
0.73

Sum of
squares
24.53
18.79
19.88

Table 31: Societal culture: squared differentials per cultural dimension and language
region; Source: author, based on cultural dimension from House et al. 2002: no page

The above table confirms that German-speaking Switzerland’s scores are
the ones with the widest gap between As Is and To Be, i.e. they are less happy
with the current state of affairs. These gaps are significantly lower in Italianand French-speaking Switzerland.
Summarizing the analysis of societal culture in this paragraph, some
conclusions may be drawn: a) the most important finding is that the differences
among the three regional scores in this case study are moderate, but they are
bigger than the ones found in GLOBE b) Humane Orientation and Family
Collectivism are exceptions where Italian-speaking Switzerland differs
significantly from the rest of the country. German-speaking Switzerland differs
significantly in Gender Egalitarianism and, to some extent, in Power Distance;
c) a clustering of societal culture scores at the individual level of analysis do
not yield consistent clusters. The clusters resulting from the classification of the
variables with the most significant correlations (Cf. also Table 30) did not
correlate with the variables Origin and Work. Nevertheless, the variable Power
Distance was found to correlate positively with both Work and Origin and the
variable Humane Orientation correlates negatively with both Work and Origin.
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Orientation

correlates

negatively

with

Origin.

Family

Collectivism and Gender Egalitarianism correlate positively with Work, and
Assertiveness correlates negatively with Work. All the correlations can be
found in Appendix O.
The implications of these findings are that the cultural dimensions
corresponding to these variables distinguish the different language regions in
Switzerland, within this case study.
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Organizational culture
In section C of the questionnaire the respondents were asked to rate the
organizational culture level of analysis, i.e. Company A’s culture. Again, As Is
and To Be scores were assessed with the same logic as for societal culture.
The mean As Is organizational culture scores reveal moderate to slight
differences in the perception of the current state of organizational culture in the
Swiss language regions.
AS IS

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Org CHD

Family collectivism

Org CHF

Org CHI

Figure 41: Organizational culture: comparison of As Is scores; Source: author,
based on cultural dimension from House et al. 2002: no page
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Uncertainty Avoidance, Humane Orientation, Gender Egalitarianism and
Performance Orientation are currently perceived as almost identical in all
regions. Institutional Collectivism and Assertiveness are perceived to be higher
by French-speaking respondents than by the others, whereas organizational
Power Distance is perceived as lower in German-speaking Switzerland. Family
Collectivism, as in societal culture, is higher in Italian-speaking Switzerland
than in the other regions.
TO BE

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Org CHD

Family collectivism

Org CHF

Org CHI

Figure 42: Organizational culture: comparison of To Be scores; Source: author,
based on cultural dimension from House et al. 2002: no page

The To Be scores reveal a higher degree of overlap between the regions,
compared to the As Is, indicating that value orientations regarding the
organizational culture, with certain exceptions, are quite homogeneous in
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Company A. This can be interpreted as a common value orientation and thus as
a strong common organizational culture crossing regional cultural boundaries.
It is interesting to note how value orientations for French- and Italianspeaking Switzerland are almost identical in all organizational culture
dimensions. Variances are only found in German-speaking Switzerland. This
observation does not directly support the thesis of a Latin cluster, as postulated
by Gupta et al. (2002), as it may suggest at first sight. These scores are
organizational value orientations, which are only partly determined by societal
culture value orientations (Cf. Figure 2). Gupta et al’s clusters address the
societal level of analysis (Gupta et al., 2002: no page).
A comparison of As Is and To Be scores’ differentials reveals less variance
compared to societal culture (Cf. Table 31).
CHD
CHF
CHI

PD

UA

HO

IC

FC

AS

GE

FO

RO

1.09
0.47
0.83

-0.78
-0.30
-0.47

-0.80
-0.31
0.22

-0.97
-0.61
-1.46

-2.37
-2.30
-1.50

0.59
1.31
0.20

1.70
1.19
1.37

0.92
1.93
1.07

-0.29
0.03
0.18

Sum of
squares

13.16
12.93
8.43

Table 32: Organizational culture: squared differentials per cultural dimension and
language region; Source: author, based on cultural dimension from House et al.
2002: no page

Squared differentials for As Is and To Be organizational culture scores
confirm that German-speaking Switzerland and French-speaking Switzerland
display the widest gap between As Is and To Be in terms of organizational
culture, i.e. they are less content with the current cultural status quo in the
organization. The gap in scores for Italian-speaking Switzerland is significantly
lower.
In summary, Power Distance and Assertiveness are the dimensions showing
the greatest variances between the regions, both in the As Is as well as in the To
Be. French-speaking Switzerland rates Assertiveness significantly different
than the other regions, German-speaking Switzerland rates Power Distance
differently. Of further interest is the significant variance in the Power Distance
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dimension: according to the mean scores, German-speaking Switzerland prefer
moderately low Power Distance in the organization, whereas French and
Italian-speaking Switzerland prefer a higher Power Distance. Preferences for
the remaining organizational culture dimensions – Organizational Uncertainty
Avoidance, Family Collectivism, Gender Egalitarianism, Future Orientation
and Performance Orientation – are nearly identical in French- Italian- and
German-speaking Switzerland. All dimensions will be compared to the societal
and suborganizational level of analysis later in this section.
Particular attention shall be paid to the Collectivism dimensions at the
organizational culture level: according to House et al’s earlier publications
(1997, 1999, no date) Family Collectivism and Institutional Collectivism were
operationalized at both the societal and organizational levels. According to the
most recent publications (Javidan and House, 2002; Gupta et al., 2002; Szabo et
al., 2002; Jesuino, 2002), the societal level now only considers Family
Collectivism, whereas at the organizational level only Institutional Collectivism
is assessed. In this dissertation, both dimensions are assessed on all levels, but
the

operationalization

between

the

societal

and

organizational/suborganizational level is different. At the organizational level
Family Collectivism was assessed with an item asking the respondents to rate
the degree to which “employees should be loyal and proud to work for this
organization”. The fact that the rating for this item is unanimously high in
terms of value orientations is interesting as an indication of commitment to
Company A. Also, Institutional Collectivism is unanimously rated above
average in Company A: the relative implications will be analyzed in chapter
4.2.
An analysis of the correlations between the organizational culture
dimensions/variables and the Origin and Work variables confirm the
preliminary results of the graphical analysis: Power Distance and Assertiveness
are positively correlated to both Origin and Work. The correlation between
Work and Power Distance is quite high (.501) compared to the other
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correlations found in this dissertation (p<.01). Further details on these
correlations can be found in Appendix O.
The variance found in the Power Distance dimension has implications for
cross-cultural management and shall be further examined in the next
paragraphs. Hofstede (2001) and Erez and Early (1987) found that in highly
individualistic and high Power Distance cultures assigned goals are better
accepted than in collectivistic and low Power Distance cultures where a
participative goal-setting strategy is preferred.
German-Switzerland, according to societal and organizational culture scores
assessed so far, is characterized by an average-low level of Collectivism, and
low Power Distance. The implications of these scores for goal-setting would be
that participation is required (low Power Distance), but the goals should be set
individually (low Individualism).
Italian-speaking Switzerland has higher Family Collectivism scores at both
the societal and organizational level. Combined with the aforementioned higher
Power Distance, the implications in terms of goal setting would be that goals
can be predefined rather than elaborated in a participative manner, but goals
should be more common or shared than in German-speaking Switzerland.
Hofstede found high levels of Power Distance to be empirically associated
with manager’s self-images of decisiveness (“having strong and clear
convictions, making decisions quickly and sticking to them”) and more
benevolence (“doing things with other people, sharing with others, helping the
unfortunate, being generous”) (Hofstede, 2001: 103). Low Power Distance is
associated with a self-image of orderliness (“following a systematic approach
or doing things according to a schedule”), among other characteristics.
Hofstede also found high Power Distance scorers to prefer a “type 2 […]
paternalist” manager, whereas low Power Distance countries prefer a “type 3,
consultative manager” (Hofstede, 2001: 103). This has implications for one of
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the hypotheses relating to regionally preferred leadership prototypes proposed
in chapter 4.1.
Williams et al. (quoted in Hofstede, 2001: 103) found a positive correlation
between closeness of supervision and general satisfaction in a higher Power
Distance country (Peru) and a negative correlation in a lower Power Distance
country (U.S.). Accordingly, closeness of supervision could be hypothesized to
be more positively correlated to satisfaction in Italian- and French-speaking
Switzerland than in German-speaking Switzerland.
Another finding reported by Hofstede (2001: 105) is that in countries with a
larger Power Distance, innovators felt a greater need to get approval from the
hierarchy. An interesting piece of qualitative evidence from the interviews
empirically confirms this (Cf. chapter 3.3.6).
This dissertation’s implications of Power Distance scores in Switzerland
and Company A will be further analyzed in light of the qualitative results, but
some of the patterns found by Hofstede have found empirical confirmation in
the qualitative part.
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Organizational vs. societal culture
In the theoretical part of this dissertation I argued that societal culture,
together with other contingencies, has an influence on organizational culture
(Cf. Figure 2). In the following charts, the interaction between societal and
organizational culture is analyzed for the collected data.
A comparison of the societal and organizational As Is scores in Switzerland
reveals variances in the dimensions of Assertiveness, and on Family
Collectivism.
The previous observation about Family Collectivism’s operationalization
applies. Accordingly, the comparison of societal and organizational Family
Collectivism scores has only limited validity.
AS IS

Power distance
7.00
Performance orientation

6.00

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism
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Assertiveness

Family collectivism

Soc CH

Org CH

Figure 43: Comparison of societal and organizational culture As Is scores;
Source: author, based on cultural dimension from House et al. 2002: no page
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Societal Assertiveness (As Is) is considerably higher than the corresponding
organizational score, indicating the people in society currently exert greater
influence in terms of assertiveness than in organizational settings
The analysis of differences between organizational and societal value
orientation scores (To Be) reveals more variances, particularly in Power
Distance, Uncertainty Avoidance, and, again, Family Collectivism
TO BE

Power distance
7.00
Performance orientation

6.00

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00
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Assertiveness

Family collectivism

Soc CH
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Figure 44: Comparison of societal and organizational culture To Be scores;
Source: author, based on cultural dimension from House et al. 2002: no page

Societal culture scores are lower for all of the mentioned dimensions: this
indicates that a higher Power Distance and Uncertainty Avoidance, and Family
Collectivism is expected in organizational settings compared to society. This is
confirmed by an analysis of correlations provided in Appendix O, where the
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correlations between the societal and organizational Uncertainty Avoidance
and Family Collectivism are low, compared to the other dimensions.
The preference for greater Power Distance is higher in organizational
settings than in society. This is especially the case for French and Italianspeaking Switzerland, both of which seem ready to accept considerably more
power in an organizational setting (To Be CHI: 4.25, To Be CHF: 4.30) than in
society (To Be CHI: 2.55, To Be CHF: 2.45).
Also Uncertainty Avoidance’s scores stand out as a considerable difference
between societal and organizational culture. Organizational Uncertainty
Avoidance is wished to be high (>5.23) across all regions, whereas societal
Uncertainty Avoidance To Be scores showed more variance across the regions
and were significantly lower (<3.60). An interpretation of the difference
between the two levels of analysis could be that uncertainty is perceived more
strongly in the organization (Company A) than in society. Accordingly, the
employees wish measures (e.g. rules) to be in place to limit uncertainty, even
more than today.
Hofstede argues that Sigmund Freud’s foundations of motivation theory
were not coincidentally conceived in a country with a combination of low
Power Distance and high Uncertainty Avoidance such as Austria (Hofstede,
2001: 385). According to Hofstede, this combination is like an “internalized
boss” absorbing uncertainty and providing inner motivation. Switzerland,
particularly German-speaking Switzerland, is also characterized by such a
combination of cultural dimension scores (Cf. Figure 42). The practical
implications of this combination of scores will be presented in chapter 4.2.1.
It is interesting to see how the mean scores further emphasize this effect
when considering the place where a person currently works (Work) as the
relevant cultural region. The organizational Power Distance To Be scores
further increase in Italian-speaking Switzerland (To Be CHI: 4.41), indicating
that the eleven Swiss-Germans in Italian-speaking Switzerland become “more
Swiss-Italian than the Swiss-Italians”.
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A more detailed analysis of the language regions makes the gaps between
societal and organizational culture even more clear. In German-speaking
Switzerland, Uncertainty Avoidance, Humane Orientation, Institutional
Collectivism and Family Collectivism have significantly lower scores in
societal culture’s values orientations than the organizational counterpart. In
addition to the Switzerland-wide effects described above, German-speaking
respondents expect a higher tolerance of errors and a higher collective goal
orientation in the organizational setting than in societal settings. Italianspeaking Switzerland expects more Assertiveness in organizational settings
compared to the other regions. French-speaking Switzerland scores reflect the
country-wide effects described above.
Organizational vs. other organizational cultures
Another interesting comparison can be made between Company A’s
organizational culture and - based on available GLOBE data - organizational
cultures in the financial services industry in the U.K.
Variable
Power Distance
Uncertainty Avoidance
Humane Orientation
Collectivism
Gender differentiation
Future Orientation
Achievement Orientation

As is
4.61
4.77
4.38
4.37
3.77
4.75
4.36

To Be
4.20
3.73
5.04
6.18
4.20
5.68
6.31

AI-TB
-.41
-1.04
+.66
+1.81
+.43
+.93
+1.95

Table 33: GLOBE financial services industry’s organizational
culture scores in England; Source:
http://www.ucalgary.ca/mg/GLOBE/Public/Links/englandchap.doc,
accessed on Oct 9, 2002
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A graphical comparison of the U.K. and CH scores shows a significantly
higher Performance Orientation within the Swiss Company A compared to the
financial services industry in the U.K.
AS IS

Power distance
7.00
6.00
5.00

Performance orientation

Uncertainty avoidance

4.00
3.00
2.00
1.00
Future orientation

Humane orientation

Gender egalitarianism

SFSC Org CH

Institutional collectivism

GLOBE Org UK

Figure 45: Organizational culture: comparison of U.K. and CH As Is scores; Source:
based on data from http://www.ucalgary.ca/mg/GLOBE/Public/Links/englandchap.doc,
cultural dimension from House et al. 2002: no page

Another significant variance appears in the Future Orientation dimension.
On average, U.K. financial services companies are oriented more towards the
future than the present. The other dimensions interestingly show a high degree
of overlap between the scores for the U.K. and Switzerland (Company A).
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A comparison of the organizational culture To Be scores further illustrates
the organizational cultural differences mentioned above. The gap between the
two Future Orientation mean scores is wide, as well: the U.K. companies would
prefer to orient themselves towards the future to an even greater extent than
they now do. Two other significant differences in the respective value
orientations can be found in the Uncertainty Avoidance and Gender
Egalitarianism dimensions: in both cases Company A scores significantly
higher, therefore indicating a higher preference for rules and regulations, and
equal opportunities for women and men.
TO BE

Power distance
7.00
6.00
5.00

Performance orientation

Uncertainty avoidance

4.00
3.00
2.00
1.00
Future orientation

Humane orientation

Gender egalitarianism

SFSC Org CH

Institutional collectivism

GLOBE Org UK

Figure 46: Organizational culture: comparison of U.K. and CH To Be scores; Source:
based on data from http://www.ucalgary.ca/mg/GLOBE/Public/Links/englandchap.doc,
cultural dimension from House et al. 2002: no page
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Several limitations that could invalidate the above comparisons must be
mentioned. First, the dimensions are termed differently in GLOBE’s chapter on
England (Cf. Table 33): I assumed that Achievement Orientation corresponds
to Performance Orientation, Collectivism to Institutional Collectivism, and
Gender Differentiation is operationalized in the same way as Gender
Egalitarianism.
Second, all the limitations mentioned in the first paragraph of this chapter
apply: GLOBE’s questionnaire is not publicly available and therefore the
operationalization of the items cannot be compared.
Third, this is a single case study where all the common limitations of such a
research method apply (Cf. chapter 3.1). The chosen sample does neither fully
represent Company A, nor it is representative for the financial services industry
in Switzerland.
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Suborganizational culture
A further cultural entity which was analyzed in the quantitative empirical
part of this case study was the so-called suborganizational culture (or
organizational subculture, as it is sometimes termed in the literature). This level
of analysis refers to organizational units such as divisions, departments, and
subdepartments. In section D of the questionnaire the respondents were asked
to rate the same items as in the organizational culture assessment for the
suborganizational level of analysis.
AS IS

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Suborg CHD

Family collectivism

Suborg CHF

Suborg CHI

Figure 47: Suborganizational culture: comparison of As Is scores; Source: author,
based on cultural dimension from House et al. 2002: no page
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In the As Is as in the To Be, very similar gaps between the language regions
arise. I will employ the To Be scores as an illustration of the similarities
between the organizational and the suborganizational culture scores.
TO BE

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Suborg CHD

Family collectivism

Suborg CHF

Suborg CHI

Figure 48: Suborganizational culture: comparison of To Be
scores; Source: author, based on cultural dimension from House
et al. 2002: no page
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The Power Distance dimension sets the regions apart the most, and also on
the suborganizational level German-speaking respondents expect less
power/authority than the other two language regions.
Some differences in the value orientations of the regions can also be found
in the dimensions of Humane Orientation and Assertiveness, and these
variances are slightly higher than the related organizational culture value
orientations variances. These findings are confirmed by an analysis of
correlations between the variables Work, Origin and the Suborganizational
culture. In particular, the positive correlations between Power Distance and
Work (r=.486, p<.01) and Assertiveness and Work (r=.401, p<.01) are
relatively high. Further details about the found correlations are provided in
Appendix O.
A comparison of As Is and To Be scores reveals even less variance than on
the organizational and societal culture level.
CHD
CHF
CHI

PD

UA

HO

IC

FC

AS

GE

FO

RO

0.82
0.73
0.43

-0.66
-0.43
-0.53

-0.54
-0.32
0.45

-0.67
-0.51
-0.42

-1.38
-1.93
-1.05

0.25
0.79
0.15

0.93
0.59
0.80

0.91
1.25
0.37

-0.22
-0.16
0.07

Sum of
squares

5.56
7.37
2.75

Table 34: Organizational culture: squared differentials per cultural
dimension and language region; Source: author, based on cultural
dimension from House et al. 2002: no page

Squared differentials of As Is and To Be for suborganizational culture
reveal that respondents in French-speaking Switzerland are the ones with the
widest gap between As Is and To Be, i.e. they are less content with the current
state of affairs at the suborganizational level. The gap in Italian-speaking
Switzerland is again the lowest. Table 31 and Table 32 clearly show that the
suborganizational culture squared differentials are much smaller than the
societal and organizational culture scores, indicating a significantly higher
degree of overlap between value orientations and current practices.
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Suborganizational vs. organizational culture
A comparison of the respondents mean scores in all the language regions
illustrates the high degree of overlap between the organizational and
suborganizational culture.
TO BE

Power distance
7.00
Performance orientation

6.00

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Family collectivism

Org CH

Suborg CH

Figure 49: Comparison of organizational and suborganizational To Be
scores; Source: author, based on cultural dimension from House et al.
2002: no page
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Across all regions, the average value orientations at the organizational and
suborganizational levels are practically identical. This overlap is confirmed by
the correlations provided in Appendix O: the organizational and the
suborganizational scores display the highest correlations, and none of them is
below .584 (p<.01).
This overlap may have several explanations. The respondents may believe
that organizational culture and suborganizational culture must be homogeneous
or identical, and that value orientations at the two levels thus should not differ.
Another possible explanation is that the respondents did not understand the
difference between the two levels of analysis. With regards to this second
hypothesis, the differences between the three levels of analysis were explained
for this purpose in the introduction to the questionnaire. Another test of this
issue was made in the pilot study, where none of the participants asked for an
explanation of the levels of analysis. On the basis of these facts, I will rule out
the second possibility.
Figure 49 does not demonstrate that organizational culture is homogeneous.
It merely shows that, on average, all the respondents want the two cultures to
be homogenous.
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A brief look at the As Is scores shows that, on average, some differences
between the organizational and suborganizational level are perceived.
AS IS

Power distance
7.00
Performance orientation

6.00

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Family collectivism

Org CH

Suborg CH

Figure 50: Comparison of organizational and suborganizational As Is scores;
Source: author, based on cultural dimension from House et al. 2002: no page

On average, the suborganizational level is perceived as being more
Humane, Collectivistic, and Gender Egalitarianist.
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Suborganizational vs. organizational vs. societal culture
A new hypothesis that can be formulated at this point is that the cultural
dimension scores follow a pattern depending on the level at which they are
measured. Specifically, in this case study the scores of some dimensions follow
two main patterns, the smaller the social group under analysis, i.e. society,
organization, and sub-organization. A comparison of As Is societal,
organizational and suborganizational scores illustrates the hypothesis
graphically. The first pattern is represented by the yellow arrows, with their
size varying according to the observed strength of the pattern. The second
pattern is represented by the orange arrow.
AS IS

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Soc CH

Family collectivism

Org CH

Suborg CH

Figure 51: Comparison of societal, organizational and suborganizational As Is
scores with hypothesized forces; Source: author, based on cultural dimension from
House et al. 2002: no page
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The scores of the Humane Orientation, Institutional and Family
Collectivism, and Gender Egalitarianism dimensions tend to be higher the
smaller the unit under analysis. Within this case study, these results may be
interpreted as a perception that the smaller the organizational unit (e.g.
subdepartment or team) the more Humane, Collectivistic, and Gender
Egalitarianist it is.
Another phenomenon that can be observed is that Assertiveness decreases
with the size of the unit of analysis. In the case study this implies that the
smaller the organizational unit, the lower the score for Assertiveness.
AS IS

Power distance
7.00
6.00

Performance orientation

Uncertainty avoidance

5.00
4.00
3.00
Future orientation

Humane orientation

2.00
1.00

Gender egalitarianism

Institutional collectivism

Assertiveness

Soc CHD

Family collectivism

Org CHD

Suborg CHD

Figure 52: Comparison of societal, organizational and suborganizational
CHD As Is scores with hypothesized forces; Source: author, based on cultural
dimension from House et al. 2002: no page
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These two patterns can also be observed at the level of language regions.
German-speaking Switzerland, for example, is a good example that further
clarifies the effect hypothesized above.
The analysis of the summarized squared differentials between As Is and To
Be presented in Tables 32-34 casts further light on these three levels of
analysis.
30.00

25.00

20.00

15.00

10.00

5.00

0.00

Societal culture

Organizational culture
Diff CHD

Diff CHF

Sub-organizational culture

Diff CHI

Figure 53: Comparison of the sum of squared differentials (As Is - To Be) across
regions; Source: author

The differences between As Is and To Be scores are most significant at the
societal level, and decrease gradually until the suborganizational level. In other
words, at the suborganizational level, practices and value orientations overlap
more than at the organizational and societal level. Italian-speaking Switzerland
consistently shows the narrowest gaps at each level of analysis. Respondents
from German-speaking Switzerland are the least content with societal culture;
French-speaking respondents are, by comparison, the least content with the
suborganizational level.
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Although corresponding theory is lacking in this specific field, one could
hypothesize that a narrower gap between current practice and value orientation
increases identification and satisfaction.
Gender-related effects on cultural dimensions
It is beyond the scope of this dissertation to analyze in detail gender-effects
on culture. However, as seen in the theoretical part of this dissertation, CCM
research should attempt to rule out gender-related and other effects in order to
isolate cultural effects; this is also the purpose of the next paragraphs.
As noted at the beginning of this chapter, the sample (n=166) includes only
28 women, which is only approximately 17% of the total sample. This further
limits the validity of this part of the sample, especially in terms of
generalization. A comparison is only possible within the boundaries and the
scope of this dissertation.
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The comparison of means with the independent variable gender yields the
following picture:
AS IS

Power distance
7
Performance orientation

6

Uncertainty avoidance

5
4
3
Future orientation

Humane orientation

2
1

Gender egalitarianism

Institutional collectivism

Assertiveness

Family collectivism

Woman

Man

Figure 54: Societal culture: Gender As Is scores comparison; Source:
author, based on cultural dimension from House et al. 2002: no page
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On average, the assessment of the As Is for the two genders is surprisingly
similar in Switzerland. I personally would have expected a higher variance
between women and men, but this implicit hypothesis is refuted by the reported
scores.
The value orientations of the genders do not differ significantly, either: The
only slightly significant variance of the scores appears in the Future Orientation
dimension. The majority of the other mean scores overlap.

TO BE

Power distance
7
Performance orientation

6

Uncertainty avoidance

5
4
3
Future orientation

Humane orientation
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1

Gender egalitarianism
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Assertiveness

Family collectivism

Woman

Man

Figure 55: Societal culture: Gender To Be scores comparison; Source:
author, based on cultural dimension from House et al. 2002: no page

Another confirmation of the low significance of gender as a determinant of
cultural dimensions was found in the correlations in Appendix O. The variable
Gender shows no correlation with any of the societal culture variables. For this
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reason a further analysis of correlations between gender and the other variables
was not performed.
The conclusion to be drawn from this admittedly brief analysis of genderrelated effects is that gender is not a source of significant variance in the
measured constructs. The variances observed using Work and Origin as
independent variables are considerably greater.
Work experience-related effects on cultural dimensions
Work experience-related effects will not be analyzed in this dissertation due
to the sample characteristics mentioned at the beginning of this chapter. Of 166
respondents, the overwhelming majority (127) had more than ten years of
professional experience within COMPANY A. Only 18 respondents had
between five and ten years of experience, and other 18 respondents had
between one and five years of work experience and only three persons had
more than one year of work experience. The number of respondents for the
latter three categories was too low for the scores to be representative. Please
refer to Appendix J for a comparison of the mean scores based on the
independent variable Working Experience. The reasons for the high percentage
of experienced respondents in this dissertation will be further investigated in
the qualitative part.
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Perception and homogeneity of organizational cultures
Section E of the questionnaire assessed the perception, homogeneity and
importance of the organizational and suborganizational cultures within
Company A. The goal was to assess whether organizational or other cultures
are strongly perceived or “lived up to” by the employees, whether employees
consider them homogenous, and which cultural entity they consider to be more
important.
The first four questions in section E addressed the perception and
homogeneity of the organizational and suborganizational cultures. The
assumption behind these questions is that the lower the hierarchical position of
employees, the less likely their perception of any organizational culture that has
been newly implemented or changed “top-down”. A graphical representation of
the corresponding scores illustrates the perception and homogeneity at both
cultural levels.

6

5

4

3

2

1

0

Perception
Organizational culture

Homogeneity
Sub-organizational culture

Figure 56: Comparison of Perception and Homogeneity of organizational and
suborganizational culture in Company A; Source: author
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Related descriptive statistics are shown below, detailed frequencies can be
found in Appendix P.

N
Mean
Median
Std. Deviation

Valid
Missing

Organizational culture
Perception Homogeneity
165
165
1
1
4.54
3.28
5.00
3.00
1.516
1.477

Suborganizational culture
Perception Homogeneity
165
165
1
1
5.45
4.75
6.00
5.00
1.101
1.337

Table 35: Descriptives: Perception and Homogeneity of organizational and
suborganizational culture; Source: author

According to the chart and table above, respondents in Company A perceive
suborganizational cultures more strongly than organizational culture. The
standard deviation for perception of suborganizational culture (1.101) is low
compared to other standard deviations in this dissertation. In other words, the
suborganizational culture score is consistently perceived more strongly in
Company A. This result is further confirmed by the final two questions of this
section. The related analysis follows below.
Organizational culture is rated as significantly less homogenous than
suborganizational culture: the mean score for organizational culture
homogeneity is slightly below average (3.28), whereas the same score for
suborganizational culture is slightly above average (4.75).
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An analysis of the same scores in a regional perspective casts further light
on the previous findings.
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Homogeneity of
organizational culture
CHD

Perception of suborganizational culture
CHF

Homogeneity of suborganizational culture

CHI

Figure 57: Comparison of mean scores: homogeneity and perception of organizational
and suborganizational culture; Source: author

German- and French-speaking Switzerland have similar mean scores, which
corresponds to previously identified tendencies. Italian-speaking Switzerland
perceives organizational culture more strongly, the suborganizational culture
more or less equally, and rates the organizational culture as more homogeneous
than the other regions. The analysis of section E’s additional questions will
further particularize these findings.
The correlations of the above four variables and the variables Work and
Origin are provided in Appendix Q. The variables Origin and Work were found
to correlate positively with Homogeneity of Organizational Culture, the
variable Work to correlate negatively with Perception of Suborganizational
Culture, but the correlations are not particularly high. Accordingly, the
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perceived Homogeneity of Organizational Culture and the perception of
Suborganizational Culture distinguish the language regions the most.
Importance of organizational cultures
The last two questions in section E assessed the preferred importance of
cultural entities or levels: the respondents were first asked to choose which
culture was more important for them in the work place.

Societal culture

Organisational culture

Suborganisational culture

None

Figure 58: Importance of cultures: distribution; Source: author
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The vast majority of the respondents (82%) chose either the organizational
or suborganizational culture as the most important culture in the work place.
Most of them chose the suborganizational culture (48%) as the most important
culture. Only 10% of the respondents mentioned societal culture to be the most
important one for them in the work place.
An interesting perspective is added by the analysis of responses by region.
In German-speaking Switzerland the vast majority of respondents think that
suborganizational culture is most important one. Organizational culture is
important to 20% of the respondents, whereas societal culture seems to play a
minor role in the work place in CHD.

CHD

Societal culture

Organisational culture

Suborganisational culture

Figure 59: Importance of cultures: distribution in Germanspeaking Switzerland (CHD); Source: author

None
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In Italian-speaking Switzerland almost the opposite is the case: organizational
culture is more important to 58% of the respondents, and societal culture is as
important as suborganizational culture (20%).

CHI

Societal culture

Organisational culture

Suborganisational culture

None

Figure 60: Importance of cultures: distribution in Italianspeaking Switzerland (CHI); Source: author

This preference for the organizational culture may indicate a desire to be
part of the whole organization, despite the decentral location. Another
hypothesis which would apply to all language regions is presented below.

276

Empirical study

French-speaking Switzerland is the most balanced and presents results that
are similar to those of all regions. Organizational culture is more important to
40% of the respondents, and 41% rated suborganizational culture as being more
important.
CHF

Societal culture

Organisational culture

Suborganisational culture

None

Figure 61: Importance of cultures: distribution in Frenchspeaking Switzerland (CHF); Source: author

A possible interpretation of these regional differences is that Company A’s
headquarters are in German-speaking Switzerland, and in general a much larger
number of employees are in German-speaking Switzerland than in Frenchspeaking Switzerland, or in Italian-speaking Switzerland. This implies that the
breadth of the organization might be perceived much more strongly in Germanspeaking Switzerland than in the other regions. As they are aware of the
breadth of the organizations, the employees recognize the importance of the
suborganizational level, i.e. their organizational unit or their team. This
hypothesis seems to be further confirmed by the analysis of the next question.
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Section E’s final question was nested within the previous one: the
respondents choosing suborganizational culture as the most important one for
them (n=79) were asked to specify which level of suborganizational culture
was more important for them in the work place.

Team

Sector

Ressort

Departement

System

Figure 62: Importance of suborganizational culture level; Source: author

The majority of these respondents (54%) chose Sector (a sub-department
encompassing about thirty to up to three hundred people in Company A) as the
most important level of culture. Only few named Department (a division within
Company A encompassing up to approximately one thousand people) and
Ressort (a department in Company A encompassing up to approximately four
hundred people) as the cultural level that is important for them. The team level
was chosen by 24% of the respondents. The missing portion in the pie chart
(System)

represents

the

87

respondents

who

did

not

choose the

suborganizational level in item E.5 of the questionnaire (Cf. Appendix H).
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A generalization of the results of this last question would be that small
organizational units – but not the smallest ones – are most important to the
respondents/employees in terms of suborganizational culture.
Again, it is interesting to examine the regional scores. German-speaking
Switzerland’s result reflects the cross-regional average distribution presented
above. Sector is most important, Team follows, and Department and Ressort
are less important.
CHD

Team

Sector

Ressort

Departement

Figure 63: Importance of suborganizational culture level in
German-speaking Switzerland; Source: author

The other regions have low respondent rates for this question: only 19
respondents from French-speaking Switzerland and 7 respondents from Italianspeaking Switzerland rated the Sector as the most important entity. The Ressort
was rated as important by 2 respondents in Italian-speaking and by 6
respondents in French-speaking Switzerland.
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In conclusion, the analysis of section E’s scores presented in this
dissertation demonstrates that the culture of small organizational entities, on
average, is more important for the respondents at Company A. Italian-speaking
Switzerland is the only region rating the organizational culture as the most
important one, although they perceive organizational and suborganizational
units almost equally.
A possible generalization of these findings could be formulated as follows:
the smaller the organizational unit, the more it is perceived as and the more it
is rated homogeneous.
Conclusions: Societal, Organizational and Suborganizational Culture
According to this case study, societal culture in Switzerland today (As Is) is
characterized by low Power Distance, low Family Collectivism and low Future
Orientation, above average Assertiveness and Performance Orientation. The
respondents would prefer lower societal Power Distance, lower Assertiveness
and Uncertainty Avoidance, and higher Institutional Collectivism, Gender
Egalitarianism and Performance Orientation. The widest gaps between As Is
and To Be in the societal culture are found for Assertiveness and Gender
Egalitarianism. This is an indication that societal culture’s values are evolving
away from, not towards, the respondent’s value orientations.
The analysis of societal culture made it possible to identify several cultural
dimensions that differ moderately, but significantly within Switzerland: Power
Distance, Humane Orientation, and Performance Orientation were found to
correlate with Origin; Power Distance, Uncertainty Avoidance, Humane
Orientation Family Collectivism, Assertiveness, and Gender Egalitarianism
were found to correlate to Work.
The fact that Work correlates with more variables than Origin could be an
indication of a higher cultural homogeneity in a working region (i.e. despite
“immigrants” from other regions) compared to the cultural homogeneity related
to the respondent’s origins. Other possible explanations could be that a) the
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acculturation process in Switzerland is quite effective, or b) the respondents
residing in regions where they did not grow up have lived there for many years
and have become socialized in the new region. Despite this correlation, it was
not possible to build clusters at the individual level, based on the above
attributes, which ultimately would overlap the language regions.
The organizational culture of Company A today (As Is) is currently
characterized by below average Future Orientation and above-average
Performance Orientation. The respondents wish the organizational culture to be
low Power Distance, above average Uncertainty Avoidance, above average
Institutional and Family Collectivism, low Assertiveness, high Gender
Egalitarianism and high Performance Orientation. The organizational and
suborganizational cultures, in particular with respect to the value orientations
(To Be), differ only slightly.
A comparison of organizational culture scores to the U.K. financial services
industry’s scores yielded significantly lower Future Orientation and higher
Performance Orientation in the As Is, and higher Uncertainty Avoidance and
Gender Egalitarianism value orientation (To Be) in organizational culture
scores in Switzerland. This would indicate that Company A, compared to U.K.
peers, is more focused on the present and performance-oriented right now,
intends to avoid uncertainty and treat genders equally in the future.
In organizational and suborganizational culture, the Power Distance and
Assertiveness value orientations are the dimensions that most distinguish the
language regions, i.e. correlate with the variables Work and Origin.
A few comments apply to all three levels of analysis, societal,
organizational and suborganizational culture: a) the items corresponding to the
Family Collectivism dimension were operationalized differently in this
dissertation than in GLOBE, and need to be interpreted according to the
questionnaire items in this dissertation; b) a Swiss culture can be identified
inasmuch as some societal culture dimensions differ only marginally across the
language regions, but other dimensions show significant variances among the
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language regions; c) significant differences between Italian- and Frenchspeaking Switzerland prevent their classification within the same Latin cluster,
but attempts to create two statistical clusters failed; d) gender-related effects
could not be observed, which implies that in this dissertation gender can be
ruled out as a determinant of the analyzed cultural dimensions; e) the variance
between As Is and To Be decreases the “smaller” the cultural entity under
analysis (Cf. Figure 53).
The analysis on the perception, homogeneity and importance of the cultural
levels leads to the following conclusions: a) the perceived Homogeneity of
Organizational Culture and the Importance of Cultural Levels (questionnaire
item E.5) distinguish the language regions the most; b) in absolute terms, the
suborganizational cultural level is perceived more strongly, and as more
homogenous than the organizational culture.
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3.3.4

Quantitative study results: Leadership prototypes

Introduction
Section F of the questionnaire assesses leadership prototypes in Company
A, and is based on House et al’s work on attributes of effective
transformational leadership (Cf. House, 1999). Its operationalization is identical
to GLOBE’s, and uses standardized transformational leadership attributes that
lead to first and second-order leadership prototypes.
The questionnaire employed two types of leadership attributes: universal
and culturally contingent ones. The respondents were asked to rate seven
culturally contingent attributes. Accordingly, some degree of variance could be
expected between the regions. The other seven attributes are universal: the
variances of the scores between the regions, according to House et al’s
findings, were predicted to be low (House et al., no date: 47; House et al., 1999:
50-51). The respondents were asked to rate the above attributes twice: once for
a Top Manager profile, and once for the profile corresponding to their Direct
Superior.
The universally endorsed leader attribute scores available for GLOBE (Cf.
Table 21 and Table 22) are nearly identical to the scores found in this
dissertation, whereas the culturally contingent scores, as expected, differ
moderately from GLOBE’s average scores (Cf. Table 21 and Table 22 and
Appendix R). The scores of the attributes Provocative and Autonomous in
particular are higher than the average GLOBE scores.
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GLOBE replication
In chapter 2.8.4 I have reviewed GLOBE’s empirical scores relating to
leadership prototypes in Switzerland. In order to validate the questionnaire
items in this dissertation, a comparison was made between the available
GLOBE leader attributes 40 and this dissertation’s scores.
Two main variances arise: the attribute Autonomous in this dissertation was
assessed to be an attribute that contributes to effective leadership, whereas in
GLOBE’s scores, autonomy was rated slightly below average.

Intuitive
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Intelligent

Autonomous
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4
3
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2
1

Planner

Sensitive
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Provocative
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Dissert.

Figure 64: Comparison of GLOBE and this dissertation's leader attributes scores;
Source: author, based on leader attributes from House et al. , no date, available at
http://www.bus.ualberta.ca/rfield/papers/ldqglobe%20tables.pdf, accessed on
October 10, 2002
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GLOBE’s scores also indicate that the average Swiss respondent rates the
leader attribute Provocative as making no contribution to effective leadership
whatsoever, whereas in this dissertation the related scores are only moderately
negative, and the attribute is even rated as neutral in German-speaking
Switzerland.
Top Manager profile
A graphical comparison of the regional Top Manager leadership profiles
clarifies the aspect of universal vs. culturally contingent: the left side of the
diagram shows the attributes that were predicted to be universally high.
Overall, House et al’s findings are confirmed in this questionnaire, i.e. the
predicted attributes are confirmed to be universal, but the attributes
Administratively Skilled and Effective Negotiator seem to be “less universal”
in Switzerland.

Figure 65: Comparison of regional Top Manager leader attribute scores;
Source: author, based on leader attributes from House et al. 2002: no page
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Both attributes show higher variances compared to the other five universal
attributes Fair, Planner, Dynamic, Intelligent, and Coordinator. The right, blue
side of the diagram shows the seven culturally contingent attributes: Intuitive,
Autonomous, Honest, Sensitive, Provocative, Logical and Cautious.
It is interesting to note that the culturally contingent attribute Intuitive
scores relatively high in the Top Manager as well as in the Direct Superior
profile (explained below). Intuition, according to Herbert Simon, may have a
cognitive/analytic component. He defines intuition as “subconscious pattern
recognition” (Simon, 1997: 33). Alternatively, intuition may be understood as
thinking and deciding without cognition. I assume that the respondents
interpreted intuition in the latter sense.
Honest and Logical are other culturally contingent items that score high
across all regions, indicating that they could be hypothesized as being universal
within Switzerland. This hypothesis is partly confirmed by the low variances
(Cf. Appendix R) of both attributes.
The attributes Sensitive, Provocative, and Cautious are the most interesting
Top Manager leader attributes in a Swiss cross-cultural perspective. Sensitivity
is an attribute that is slightly more associated with a Top Manager in Italianspeaking Switzerland than in the other regions. Provocative, according to
French-speaking Switzerland, is an attribute that is not associated with a Top
Manager, or with a Direct Superior (see below). German- and Italian-speaking
Switzerland rate this attribute moderately higher, indicating that they believe
that such an attribute impedes the effectiveness of with a Top Manager role
only slightly. The variances of these attributes are high compared to the other
attributes, which means that diversity is also found within the language regions.
German-speaking Switzerland rates the attribute Cautious as slightly impeding,
whereas the other regions rate it as slightly promoting the Top Manager’s
effectiveness in his role. For the attribute Provocative, however, the role of a
potential semantic difference between the translated items can not be entirely
ruled out.
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Correlations of the Top Manager attributes are significantly positive
between the attributes Honest and Intuitive, Sensitive and Honest and between
Cautious and Sensitive (p<.01). These correlations will be further investigated.
Additional significant correlations exist between the variables Origin, Work
and the Top Manager attributes. Origin correlates negatively with Provocative,
and positively with Cautious and the universal attribute Administratively
Skilled. Work correlates positively with Cautious, and the universal attributes
Administratively Skilled and Effective Negotiator. The details are supplied in
Appendix S.
Direct Superior profile
The profile of the Direct Superior does not vary significantly compared to
the Top Manager profile:

Figure 66: Comparison of regional Direct Superior leader attribute scores;
Source: author, based on leader attributes from House et al. 2002: no page
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Correlations of the Direct Superior attributes are also significantly positive
between the attributes Sensitive and Honest and between Cautious and
Sensitive (p<.01).
Additional significant correlations exist between the variables Origin, Work
and the Direct Superior attributes. Origin correlates negatively with
Provocative, Work correlates positively with Sensitive, Cautious and the
universal attribute Effective Negotiator. The details are supplied in Appendix S.
Two culturally contingent Top Manager and Direct Superior attributes are
found to have significant correlations to either Work or Origin: Provocative,
which correlates negatively with Origin, and Cautious, which correlates
positively with Work. The language regions should therefore differentiate
themselves culturally, based on these attributes in this case study.
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Regional differences
To gain more insight on the regional differences of leadership prototypes, a
comparison between Top Manager and Direct Superior was made for all
regions. Respondents from French-speaking Switzerland believe that their
Direct Superior should have the same attributes as the Top Manager, in
particular in terms of the universal attributes. The corresponding scores are
depicted, as an example for regional differences, in Figure 67.
CHF

Intuitive
7
Effective negotiator

Autonomous
6
5

Administratively skilled

Honest

4
3
Coordinator

Sensitive

2
1

Intelligent

Provocative

Dynamic

Logical

Planner

Cautious
Fair

Top Manager

Direct superior

Figure 67: Comparison of CHF Top Manager and Direct Superior
leader attribute scores; Source: author, based on leader attributes
from House et al. 2002: no page

German- and Italian-speaking respondents are more “human”, i.e. they have
slightly lower expectations towards the leadership attributes of their Direct
Superiors in terms of universal attributes.

Empirical study

289

The previous correlations between leadership attributes were further
detailed and some regional differences were identified. In Italian-speaking
Switzerland the previous correlations at the Top Manager level are confirmed
and the correlation between Sensitive and Honest, and between Cautious and
Sensitive are particularly high (>.544, p<.01). In French-speaking Switzerland
only one significant correlation is found between Sensitive and Honest. In
German-speaking Switzerland significant correlations are found between
Honest and Intuitive and between Sensitive and Honest. All three attributes in
House et al’s factor analysis are associated with the second-order leadership
factor Charismatic/Value Based computed by House et al. (no date: 82). The
correlations found in this dissertation only confirm this factor.
Conclusion
In summary, the analysis of leadership prototypes has yielded the following
findings: a) the universal attributes have been confirmed to be endorsed in
Switzerland at Company A as predicted; b) two culturally contingent items
seem to be “universally” endorsed within Switzerland: Honest and Logical; c)
Sensitive, Cautious and Provocative are attributes that, to a certain extent, set
apart the three language regions.
Consequently, the effective Top Manager for French-speaking Switzerland
is less provocative, slightly less sensitive, and moderately cautious. In Italianspeaking Switzerland the Top Manager and the Direct Superior are more
cautious, less provocative than in German-speaking Switzerland, and slightly
more sensitive. In German-speaking Switzerland, any manager should be less
cautious, more provocative and less sensitive than in the other regions.
These interesting findings will be further investigated in the interviews and
in the rest of the qualitative part of this dissertation.
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3.3.5

Quantitative study results: Open-ended question

The last section of the questionnaire consisted of one single open-ended
question regarding additional remarks on the subject of cross-cultural
management in Switzerland. Out of 166 returned questionnaires, 25
respondents added comments in this section. The comments are summarized as
main themes below.
Theme
Personal interest in the subject of CCM
Importance of team as a cultural level
Role of leaders in living up to the values
Dialogue/communication is currently missing
Importance of humane values and long-term
orientation in the organization
Difficult market environment and internal reorganizations put culture on the spot
Heterogeneity of Company A culture (i.e. Private
and Retail Banking)
Importance of balance between leader attributes
Divergence between Germanic and Latin
cultures
Protest because Romanic culture was not
analyzed
Importance of empathy
Global convergence of cultures
Importance of Code of Conduct
Lack of rigour and discipline in the organization
Further documentation sources
Importance of language in CCM

CHD
I

CHF

CHI

III

II

I
II
II

I

I

II

II

II

I

I
I
I

II

I
I
I
I
I
I
I

Table 36: Summary of open-ended question's themes; Source: author

The most-cited themes (multiple themes per respondent were possible) are:
a) the fact that top managers should act as role models and live up to the values
they promote as part of organizational culture; b) the diminishing importance
of values such as human kindness, showing respect and appreciation in the
organization; c) the significance of the currently difficult market environment
in the financial services industry, and the increasingly destabilizing role of
internal re-organization; d) the perceived divergence between Latin and
Germanic cultures.
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No specific patterns across or within language regions emerged from the
analysis of the open-ended question. The divergence of the Latin and Germanic
cultures postulated in the open-ended question by few respondents is confirmed
by scores in sections B-F. The importance of humane values and a long-term
orientation in the organization as mentioned in the open-ended question is not
confirmed by the questionnaire’s results: Humane Orientation and FutureOrientation were homogeneously rated only slightly above average across all
respondents (To Be). I will further analyze these themes in conjunction with the
interviews and the remaining qualitative data.

3.3.6

Qualitative study results: Interviews

Within two and a half weeks a total of fifteen interviews were conducted in
different locations. Nine interviews were held with senior managers of the
previously chosen Company A organizational units. Each of these interviewees
is responsible for at least three regional organizational units in French-, Italianor German-speaking Switzerland. Most of the interviewees had been with
Company A for more than ten years and some had been leading the same
organizational units for the last three to five years. Most of the interviewees
spent most of their career in back-office functions. One interviewee had
covered front-office functions, and two interviewees worked as managers in
human resources.
Out of these nine interviewees, six have had a significant cross-cultural
experience (i.e. lived in another language region for several years). Apart from
one manager located in Berne, all currently work in Zurich: four grew up in the
wider metropolitan area of Berne, three in the wider metropolitan area of
Zurich, one in Graubünden and one abroad.
The remaining six interviews were conducted with middle managers
working in regional service centers. Because of the extensive experience and
the bicultural background of some senior managers with respect to French-

292

Empirical study

speaking Switzerland, in French-speaking Switzerland only one middle
manager was interviewed. Since few senior managers had first-hand experience
with Italian-speaking Switzerland, I decided to interview five persons in Italianspeaking Switzerland in their native language to gather more data on this
language region that has sometimes been ignored by past cross-cultural
research.
The aim of the interviews was to gain knowledge about societal,
organizational and suborganizational cultures without the limitations imposed
by the cultural dimensions employed in the questionnaire. An interview outline
was defined, mailed to the interviewees and followed during the interview. The
outline is enclosed in Appendix U.
After each interview I wrote a protocol which was subsequently reviewed
by the interviewee.
All interviews were analyzed and consolidated into an interview’s summary
matrix in which the main themes of the many interviews were sorted and
categorized. The result of this analysis and aggregation process is enclosed in
Appendix V.
Data collected in the interviews can be grouped into two broad categories:
evidence confirming a fact as described by Yin (1994: 93), or new evidence,
unrelated to other collected evidence.
Evidence confirming a fact is used in a triangulative manner: patterns
arising from the quantitative part are interpreted as a hypothesis and compared
to the themes in the interview summary using simple pattern-matching.
New evidence is accepted as it is and used to form additional hypotheses.
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Italian-speaking Switzerland
For Italian-speaking Switzerland the following main themes were discussed:
Language
region

Assessment

Selfassessment

CHI

Thirdparty
assessment

Behavior, Attitudes, Assumptions
− General emphasis on personal relations, little “distance”
between people, conflict avoidance.
− Leadership based on “autorevolezza” (not the same as
authority!), a certain charisma.
− High expectations towards leaders.
− More challenging to lead at the beginning, easier once he
is convinced.
− Can be led by CHD, but not by CHF.
− Assumption: power is used for the benefit of others but
also for one’s own benefit.
− Communication is more important than in other regions.
− Hypothesis: emotional intelligence is required.
− Seeks different means to achieve same goal.
− Less analytic and structured than CHD, starts right off
instead of analyzing alternatives.
− Less time- and figure-oriented than the CHD.
− Not always smart, a bit dull sometimes, particularly
compared to the Italians, not as entrepreneurial.
− Importance of Italy as a neighboring country: Italian
clients, employees and culture.
− Some cultural differences between Sopra- and
Sottoceneri.
− Importance of geography: CHI is oriented towards the
south, to the north the Gotthard is a natural barrier.
− Sympathetic but lacks precision.
− Values are managed implicitly, no need to communicate
them.
− Relationship is addressed first, other topics come later.
− Importance of communication and networking.
− Warmer relationships, emotionally strong.
− Perceived as a closed family.
− More flexible, mobile, and generous than other regions.
− Protect/hide their problems and employees until it is
possible, avoids conflict.
− Less goal-oriented at the beginning but meets the target
eventually.
− Sometimes perceived as a bit lazy, sets priorities
differently.
− Marked cultural differences between Sopra- and
Sottoceneri.
− CHI is more autonomous than CHF as a Swiss minority.
− Functions more based on sympathy/antipathy.
− Speaks French and German and is therefore more
accessible than CHF.
− Escalates HR problems through unions
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As mentioned, few senior managers had direct experience with Italianspeaking Switzerland and this is the reason for the relatively few comments in
the third-party assessment compared to the self-assessment. Still, many themes
from the third-party assessment were confirmed in the self-assessment.
A comparison of the interview themes with the results of the questionnaire
confirms certain findings. The themes “emphasis on personal relations”,
“closed family”, “warmer relations”, confirm the above-average As Is societal
and organizational Humane Orientation and the above-average Family
Collectivism (all scores). Contrary to this finding, and interestingly, both
societal and organizational Humane Orientation (To Be) were the lowest in
Italian-speaking Switzerland, but the As Is score, as in French-speaking
Switzerland, was highest one. These might be indications of higher
expectations and a lower tolerance of errors in Italian-speaking Switzerland.
The evidence presented in the following chapters will further develop the
interpretation of this theme.
The theme “conflict avoidance” partially confirms the low organizational
Assertiveness scores although the operationalization of the latter dimension
addresses a slightly different problem (Cf. Appendix I).
The relatively high Power Distance found in the organizational scores is
interesting because the expectation that “subordinates should follow their
superiors without question” did not arise from the interviews. It can be
hypothesized that if superiors in Italian-speaking Switzerland meet the “high
expectations” of their subordinates and manage to gain their confidence with
their “commanding presence”, they will accept their authority without question.
This pattern was also observed by a middle manager in Italian-speaking
Switzerland. The following chapters will further analyze high organizational To
Be Power Distance in Italian-speaking Switzerland.
For Italian-speaking Switzerland some new findings arose from the
interviews. The most important finding concerns the higher emphasis on
personal relationships than in German-speaking Switzerland. This was not only

Empirical study

295

repeatedly observed by an experienced human resource manager, but was
mentioned by many other senior and middle managers, as well . Hofstede found
a similar cultural dimension at the organizational level, which he termed
“Employee-oriented vs. Job-oriented” (Hofstede, 2001: 398). Practical
implications of this finding will be discussed in chapter 4. A related theme that
was discussed with some interviewees was that employees often address the
personal level first and discuss issues or topics later.
A new hypothesis related to the previous finding was also formulated in one
of the interviews: according to one of the interviewees, management requires
more emotional intelligence in Italian-speaking Switzerland than in the other
regions. A manager in Italian-speaking Switzerland needs to establish a closer
relationship to her/his employees in Italian-speaking Switzerland and thus
requires more emotional intelligence to deal with the additional personal issues
she/he is likely to face. Because of this increased responsibility, the manager is
also evaluated more strictly than in the other regions of Switzerland. Further
evidence to support this hypothesis was found and will be presented later in this
chapter.
Another important new finding is the higher emphasis on communication
and networking in Italian-speaking Switzerland. Cultural differences related to
communication and networking are only partially addressed by House et al’s
cultural dimensions, employed in the quantitative part. Hall’s dimension of
High and Low Context would partially address this culturally contingent
phenomenon (Hall, 1976: 85). In this dissertation I could not assess whether
regional differences in High vs. Low Context communication exist in
Switzerland.
Another communication-related theme was the fact that Italian-speaking
Switzerland adopted other national languages more easily than Frenchspeaking Switzerland. The adoption of dominant languages is discussed by
Gudykunst (1994: 150): he asserts that minority groups will adopt the dominant
language if a) their identity is not threatened by it, b) they accept their minority
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status, and c) they believe that learning the dominant language will help them
to be accepted in the dominant group. Practical implications of these findings
are discussed in chapter 4.2.1.
The “flexibility” found to be a characteristic of Italian-speaking Switzerland
in the interviews also matches the flexibility and mobility virtues found by
Miauton and Reymond (1998: 12). The attitude towards communication is also
confirmed by the same survey (Miauton and Reymond, 1998: 24).
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French-speaking Switzerland
For French-speaking Switzerland the following main themes were discussed
in the interviews:
Language
region

Assess
ment

Selfassessment

CHF

Thirdparty
assessment

Behavior, Attitudes, Assumptions
− More proactive and proposal-oriented, open-minded.
− Plain orders are not accepted, explanation is expected.
− More potential than CHD to achieve exceptional
performance.
− Importance of status and hierarchy (leadership).
− Seeks different means to achieve same goal, questions
process, less structured than CHD.
− Substantial cultural differences between the cantons
Vaud, Geneva and other cantons.
− Emotional behavior not uncommon, frustration
threshold lower.
− Inferiority complex with respect to Zurich.
− Interested in politics, less so in Swiss army.
− More innovative, open-minded critics, but proposaloriented.
− Importance of status and hierarchy (leadership).
− People from Geneva take the lead when present in a
CHF group.
− Relationship is addressed first, other topics come later.
− Deadlines are met at the last minute.
− Clearer separation of work and life.
− CHF refuses to speak German.
− Extensive use of E-Mail carbon copies.
− Basic defensive attitude towards Zurich.
− Need to be “hugged”.
− Less proud/independent than CHI.
− Many stereotypes of CHD in CHF (less often the case
vice-versa).
− Perceived as more complicated and sophisticated,
sometimes snobby and formal: Calvinist influence?
− Berne belongs more to Romandie than to Zurich.
− Marked cultural differences between the cantons Vaud
and Geneva.
− Escalate HR problems to the media.

Many senior managers had direct experience with French-speaking
Switzerland. This is the reason for the more consistent third-party assessment,
compared to the self-assessment. At least three senior managers were raised in
or had strong family or professional ties with French-speaking Switzerland.
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Consequently, they can be considered as informants for both the German- and
French-speaking cultures.
I will address evidence confirming previous quantitative evidence first and
new findings later.
The interview evidence indicates high Power Distance in terms of
“importance of status and hierarchy” for French-speaking Switzerland. In fact,
this is confirmed by the above-average Power Distance scores in the
questionnaires for French- and Italian-speaking Switzerland. The organizational
Power Distance As Is and To Be scores in particular confirm emphasis on
status and hierarchy in French-speaking Switzerland. Triandis further confirms
this emphasis on hierarchy and status for France (Triandis, 1995a: 96).
The slightly above average Future Orientation mentioned above is
confirmed by the frequently cited “innovative”, “proactive” and “proposaloriented” themes. The “open-mindedness” found in the interviews matches the
findings of Miauton and Reymond (1998: 12) in their survey. The lower
propensity to communicate is also confirmed by Miauton and Reymond’s
survey (1998: 24) (Cf. chapter 1.6.4).
The high societal Individualism observed in the questionnaire’s analysis for
French-speaking Switzerland was only indirectly confirmed by the interviews:
the themes “separation of work and life” and the “Calvinist influence”,which
may also explain the high Performance Orientation, partially confirm the
Individualism finding. The theme “seeks different means” also partly confirms
the Individualism result.
In general, French-speaking Switzerland as a region seems to differentiate
itself from that of German-speaking Switzerland, but this is not related to the
dimension of Individualism/Collectivism analyzed here. I will try to further
specify this phenomenon below.
Another interesting piece of evidence was reported by Hofstede concerning
the need of innovators in high Power Distance countries to obtain hierarchical
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approval (Cf. chapter 3.3.3). Some interviewees reported that French-speaking
managers tend to “carbon-copy” e-mails to several persons, including their
superiors, to a greater extent than their German- and Italian-speaking
counterparts in Switzerland. In Italian-speaking Switzerland the opposite
behavior was observed by some interviewees, i.e. too little information is
shared or forwarded.
One

particularly

interesting

organizational

culture

dimension

is

Assertiveness, for which French-speaking Switzerland scores contain the widest
gap between As Is and To Be. This could be related to the French-speaking
Switzerland’s determination to go their own way, to paraphrase one the
interview’s themes. Accordingly, French-speaking respondents perceive a
dominant attitude in the organization, but they wish it to be considerably lower.
In summary, French-speaking Switzerland believes in and accepts hierarchy,
but also finds that Assertiveness should be considerably lower than at present.
Some new findings also emerged from the interviews. The first is that the
interviewees depict French-speaking Switzerland as more conflict-oriented than
Italian-speaking Switzerland, and as occasionally voicing their concerns in an
emotional, direct manner. This appears to be a clear difference between the two
Latin regions: Italian-speaking Switzerland is more harmony-oriented,
addresses complains only “at home”, and tends to “hide” problems from the
headquarters.
Another new finding is related to communication. Many themes such as “do
not speak German”, “inferiority complex”, and “defensive attitude” suggest
how French-speaking Switzerland, and Geneva in particular, seeks a cultural
differentiation from German-speaking Switzerland (Gudykunst, 1994: 150).
One interviewee’s provocative statement captures the difficult relationship
between French- and German-speaking Switzerland rather well: “The SwissGermans like the Swiss-French, but they do not really respect them. The SwissFrench respect the Swiss-German, but they do not really like them”.
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In general, interviewees observed that French-speaking Switzerland seems
to accept its role as a minority region much less than Italian-speaking
Switzerland does. The relative practical implications will be presented in
chapter 4.2.1.
German-speaking Switzerland
German-speaking Switzerland was mainly characterized as follows in the
interviews:
Language
region

Assess
ment

Selfassessment

CHD

Thirdparty
assessment

Behavior, Attitudes, Assumptions
− Analytic, structured, good planners.
− Leadership based on task, function/process, and
performance.
− Take the lead, dominant, dynamic.
− Independent, goal-oriented, tough.
− More individualistic and egoistic.
− Go straight to the point, direct, cognitive
communication style.
− Consistent cultural differences between the cantons.
Berne and Zurich: Berne is “slower”, less aggressive
and more people-oriented.
− Hypothesis: negotiation is less effective in CHD due to
low relationship concerns.
− Headquarters in ZH creates a cultural disparity
favoring German-speaking Switzerland.
− Analytic, structured, good planners.
− Cold, distant, less people-oriented.
− Go straight to the point.
− Precise, but lack sympathy.
− Less challenging to lead, follow their superior without
discussion.
− Do not understand the Latin mentality.
− Leadership based on task, function and performance.
− Speak French, but seldom Italian.

In the quantitative part, German-speaking Switzerland stood out as a result
of particularly low Power Distance scores at both the societal and
organizational level. My interpretation of this score is that questioning the
superior’s orders is desirable in German-speaking Switzerland, in line with
their strong cognitive tendencies as mentioned by several interviewees. Some
interviewees felt that Swiss-Germans are more inclined to follow their
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superiors without question: no corresponding confirmation is found in the
quantitative data.
Performance Orientation scores are only marginally higher than the other
regions, which contradicts the themes assessed in the interviews (“performance
oriented”, “dynamic”) to a certain extent.
The slightly lower Collectivism scores confirm the “individualistic”,
“independent” and “egoistic” themes.
The dimension of Humane Orientation displays an interesting phenomenon
in German-speaking Switzerland: the societal Humane Orientation As Is score
is the lowest of all three regions, confirming the interview’s themes
(“dominant” and “tough”); for the To Be score, the situation is reversed and
German-speaking Switzerland has the highest score of all three regions. SwissGermans would prefer to be significantly more humane than they now are.
New themes that do not match previously assessed cultural dimensions and
differentiate German-speaking Switzerland from the other regions are
“analytic”, “structured”, “cognitive communication style” and “cold”. The first
three themes may have a common root in a higher emphasis on cognition and
analytic instead of holistic thinking. The virtues “analytic”, “serious”, and
“detail-conscious” were also found by Miauton and Reymond (1998: 12) in
their survey (Cf. chapter 1.6.4). This theme is reminiscent of Hampden-Turner
and Trompenaars’ dimension of Diffuseness vs. Specificity, which is about the
dilemma between the specific, positivist, analytic and rational, and the diffuse,
holistic, integrated orientation. As mentioned in chapter 2.4.5, the pole of
Specificity has strong roots in Protestantism whereas Diffuseness is linked to
Catholicism. In this sense, although Hampden-Turner and Trompenaars’
dimension was not specifically measured, I will argue on the basis of the
assessed qualitative evidence that German-speaking Switzerland corresponds
more to the Specificity pole, whereas Italian- and, partly, French-speaking
Switzerland tend to correspond more to the Diffuseness pole.
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The last theme (“cold”) addressed the interpersonal level in the workplace,
which Swiss-Germans seem to emphasize less than, for example, Italianspeaking Switzerland. As another theme suggests, Swiss-Germans tend to “get
straight to the point” without losing too much time in discussing other (e.g.
personal) issues.
Common themes
Other themes, unrelated to language or cultural regions, also emerged in the
interviews.
The first recurring theme concerns the organizational structure and is
Company A’ re-organization project of 1996-1997. This project seems to have
had a considerable impact as a common experience of the employees. This is
also part of the “glue” and may be a component of today’s organizational
culture.
The second was the cultural gap between Private (PB) and Retail (RB)
banking that resulted from this re-organization. One interviewee mentioned that
two banks were created (PB and RB), which are now co-existing at Company
A, but that the cultural gap between the two is too wide. This demonstrates how
the proper management of organizational culture is extremely important in a
strategic perspective. A decision to divide an organization structurally and
culturally and the systematic implementation have implications for many years
to come. The possibility that later the structures and cultures will be merged
again is occasionally disregarded by executives although the consequences of a
persistent cultural gap may be manifold.
Another recurring theme addresses the external and internal contingencies,
i.e. the difficult market situation, COMPANY A’s image problems and top
management’s credibility. The relationship between external and internal effect
of organizational culture, brand and top management is analyzed in chapter
4.2.3.
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Other recurring topics were the importance of trust in virtual teams, the
language issue and its relation to cultures in Switzerland, (Cf. Tables above)
and lastly the increasing detachment of organizational culture from societal
cultures in Switzerland.
Two interviewees’ hypotheses regarding cultural differences in Switzerland
are related to a) religious influences and b) geographical contingencies.
The first hypothesis is that the Swiss Reformation, in particular Calvin and
Zwingli (Cf. chapter 1.6.7) substantially influenced the establishment of Zurich
and Geneva’s cultures respectively. Zwingli promoted typical values of the
Protestant ethic such as hard work and parsimony. Calvin promoted a strict
performance orientation, which according to Weber later became the theoretical
foundation of capitalism (Cf. chapter 1.5). This is also reflected by the cultural
dimensions scores assessed in this dissertation, where French-speaking
Switzerland is consistently among the leading scorers, or scores top in the
Performance Orientation dimension. In light of these historical and religious
facts and of the quantitative and qualitative findings, the hypothesis is
confirmed inasmuch as both French-speaking (respondents are mainly located
in Geneva) and German-speaking Switzerland (approximately 60% of the
respondents are located in Zurich) score consistently low for Family
Collectivism (which corresponds to high Individualism) and high for
Performance Orientation.
The second hypothesis is that German-speaking Switzerland and the other
regions differ because the Swiss-Germans have an attitude of closure and
mistrust towards Germany. French- and Italian-speaking Switzerland instead
depend more upon their neighboring countries (France and Italy), not only in
societal, but also in organizational terms (e.g. offshore clients). Miauton and
Reymond (1998: 11) also find evidence supporting the same hypothesis.
In societal terms, the neighboring country’s media, sports and other artifacts
strongly influence French- and Italian-speaking Switzerland. In organizational
terms, Company A’s clients in Italian-speaking Switzerland mainly come from
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Italy (offshore clients), which makes it even more important to understand and
“live” the neighbor’s culture. Therefore, both in societal and organizational
terms there is a need to adapt to the culture of the nearby countries. This client
orientation is not only important in front-, but also in mid- and back-office
organizational units. Attire is an indicator of Ticino’s adaptation to nearby
Italy: in Lugano, where the major financial institutions are located and most
Italian clients come to visit their relationship managers the attire is markedly
different than the business attire worn in Zurich (e.g. brown vs. black shoes and
more colorful shirts). This is also among the cultural differences analyzed in
this dissertation.
Conclusion
In summary, the interviews revealed more pronounced differences between
the regions, although some German-speaking senior managers predicted the
cultural differences between the regions to be minor. In this sense, the signs of
a certain ethnocentrism were also identified in the interviews: the fact that the
headquarters are in Zurich, and that most managers come from or live in Zurich
occasionally influences not only the definition of the common objectives, but
also defines how these objectives are expected to be attained. As the previously
mentioned manager’s prediction shows, the underlying assumption of some of
the managers of regional centers is that the cultural differences between the
regions are minor, and they do not require specific management. As no specific
research has been done in this area to date, the foundations on which these
managers base their predictions are not clear.
The self- and third-party assessments were found to coincide quite often,
although the self-assessments are more “revelatory” in terms of assumptions
and attitudes whereas the third-party assessments sometimes mix behavior and
stereotypes. This is also where the limits of the interview technique in crosscultural research arise: it is seldom possible to elicit answers from the
respondents and informants relating to implicit assumptions or values because
the respondents have sometimes ceased to be aware of them. A third-party
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assessment, while prone to categorization and stereotyping, is a good strategy
for this reason.
Another limit of the interviewing technique in this context is a certain fear
of generalization on the part of the interviewee. The common assumption is
that what they relate to culture may in fact be a consequence of other factors
such as personality or context. This impedes the systematic assessment of
assumptions, values, attitudes and behavior across cultures via interviews. The
researcher’s limited experience in the interviewing technique is another
constraint of this part of the dissertation.
One of the goals of the interviews was to assess best practices relating to
cross-cultural management. Such managerial practices would attempt to
combine the cultures in a synergistic manner in line with Adler (Cf. Appendix
B). Few of the interviewed senior managers were found to manage the crosscultural setting in their organizational unit in a synergistic manner (Cf. Adler,
1991).
One notable exception is a practice mentioned by one senior manager by
which a new organization’s prototype was designed and first implemented in
French-speaking Switzerland due to the region’s better creative and innovative
capabilities. The same manager also assigned a task associated with networking
capabilities to his direct subordinate in Italian-speaking Switzerland. Another
senior manager mentioned that he allows his direct subordinates the option of
speaking in their native language during their regular internal management
meetings. The remaining managers organize regular meetings in French- and
Italian-speaking Switzerland, but this practice represents the first stage of crosscultural team development, i.e. getting to know the respective cultures. It does
not combine cultures in a synergistic way and “make the most” out of them.
Sometimes some signs of ethnocentrism were observed in interviews: the
common assumption that the differences are minor is an example of such an
attitude.
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3.3.7

Qualitative study results: Direct observations

Before, during or after interviews, direct and casual observations were
made. The observations were particularly focused on organizational and
societal cultural artifacts. The observation related to differences in attire
between the visited sites was mentioned before.
Another casual observation was that many interviewees kept memorabilia
such as posters, pens, and other artifacts from older organizational units or
companies subsequently merged as the current COMPANY A. Some of these
items were older than ten years. Older cultures and the “good old days” were
also sometimes mentioned in the interviews. This evidence partly confirms the
endurance of organizational culture and is important to consider for its
implications in terms of strategic management: once certain organizational
values are defined and spread, it takes years to establish a new culture. Frequent
changes of the organizational culture cannot be absorbed by the employees at
the different organizational layers.
Another casual observation made in Italian-speaking Switzerland was that
binders including reporting or other lists were called “Zurich reporting” or had
similar names. Also, in the interviews “Zurich” was the most commonly used
synonym for headquarter. This may also be an indication of the previously
mentioned ethnocentrism: the employees in the regional units recognize the
power of Zurich as headquarter, and carry out what is required by “Zurich”.
In Italian-speaking Switzerland one of the interviews was significant in
many respects. First, the interview lasted four hours instead of one and ended at
19.20, on a Friday evening. My personal cross-cultural experience tells me that
most employees from U.K. and Germany would have left before 3-4pm on
Friday afternoon. The conversation was very interesting and as an interviewer, I
felt very much at ease. This is not to say, that this is necessarily typical of
Italian-speaking Switzerland, but it confirms some of the empirical findings.
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The same interview also included a brief on-site visit where the interviewee
showed me a picture taken during the visit of a former Company A executive
board member. This occasion was also mentioned during the interview as a
memorable visit from a charismatic leader. The emphasis on personal relations
and the importance of charismatic leaders was already mentioned in the
previous chapter, and seems to be confirmed by the importance attributed to
such a visit. The employees at the regional centers also interpret visits “from
Zurich” as a particularly valuable sign of consideration. This was also
confirmed in an interview with a member of an executive board of Company A
who performs such visits on a regular basis.

3.3.8

Qualitative study results: Unobtrusive measures

Cross-cultural researchers generally recommend unobtrusive measures for
cross-cultural studies. An analysis of GLOBE’s unobtrusive measures revealed
that only few could be tested and measured in a within-country assessment, and
in this dissertation. Most GLOBE measures are conceived for cross-nation
studies.
One of these potential unobtrusive measures caught my attention: the
frequency of left-handed persons would be an indicator of Individualism and
Collectivism according to House et al. (House et al., 1999: 73). Brief research
in this area led to the discovery of an article about the life of left-handed
persons in Switzerland.41 According to the article, one of ten Swiss citizens is
left-handed, but until thirty years ago left-handed persons were taught to use
their right hand and accordingly the real percentage of left-handed persons
could be close to 45%. This had massive consequences for the lives of these
people. The author argues that many objects in everyday life are constructed for
right handed persons: trouser pockets, coffee machines and can-openers are just
a few examples of objects unsuited for left-handed persons. In Japan, the author
further reports, only two percent admit their left-handedness. Many stereotypes,
such as a certain lack of mobility or physical coordination, are still associated
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with left-handed persons. This article states that although they were
discriminated against in the past, left-handed persons today only “suffer” from
products not adapted to their needs42, and the proverbs that emphasize the
importance of the right side (e.g. the German saying “having the heart on the
right side”). Further personal research made me realize how many aspects of
life today are still geared for right-handed persons. For example, it's against the
rules to play polo left-handed. If we assume, based on the reviewed article, that
Switzerland no longer discriminates against left-handed persons, this would
confirm high levels of Individualism in Switzerland (Cf. chapter 2.5).
The employment of unobtrusive measures in cross-cultural research is
particularly important because respondents or informants often have become
partially unaware of cultural elements such as assumptions, values, and
attitudes. The employment of data which is independent from the respondent
helps to identify these elements. In this dissertation I have chosen to find
specific unobtrusive measures for Company A. The human resource department
helped me to look for such measures.
Two documents were chosen as additional evidence for this dissertation.
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The first is taken from the annual employee satisfaction survey, which
contains an assessment of the satisfaction with one’s superior (“superiorsatisfaction”). According to Company A’s conceptual model, satisfaction with
one’s superior, together with other factors such as the work group, stress, or
trust determines the employee’s overall satisfaction and other organizational
outcomes.

Figure 68: Company A employee satisfaction model; Source: Company A Archive

Region-specific data were available, and an analysis of this data allowed
certain cross-cultural patterns to be identified with respect to superiors’
assessments by their direct subordinates. In total, 86 so-called “leadership
profiles” were analyzed: 56 were from German-speaking Switzerland, 20 from
French-speaking Switzerland, and 10 from Italian-speaking Switzerland.
To compute the scores per region, the average score per category and
management level was subtracted from the score per category of each manager
at the corresponding level. If the overall satisfaction score of a Sector leader
was 85, but the average at the Sector leader level was 90, the computed score
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was -5. Moreover, the best and the worst score were not employed to compute
the mean score.
The assumption is that, on average, leaders in French-, German- and
Italian-speaking Switzerland, are equally good leaders.
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Figure 69: Comparison of leadership profiles (superior-satisfaction assessed by
subordinate). Source: author, based on data from Company A’s employee satisfaction
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According to the computed “superior-satisfaction” scores, Italian-speaking
(CHI) subordinates evaluate their superiors systematically worse than their
French- (CHF) and German-speaking (CHD) peers in almost all of the analyzed
dimensions.
The factors Personality and Influence and Assertiveness are the specific
areas where Italian-speaking employees evaluate their superiors in a less
flattering manner than the other regions. Also, the overall satisfaction with
one’s superior is considerably higher in German- and in French-speaking
Switzerland than in Italian-speaking Switzerland. The fact that Influence and
Assertiveness are rated considerably worse in Italian-speaking Switzerland is
not surprising in light of the evidence collected in the interviews. Many
interviewees rated Italian-speaking Switzerland as more flexible and less
demanding than French-speaking Switzerland. This would imply less
influential and assertive behavior in Italian-speaking Switzerland, which could
be perceived as a weakness by the subordinates. This would also imply that,
although the interviewees view Italian-speaking Switzerland as more flexible,
the subordinates would welcome a more influential and assertive behavior on
the part of their superiors and perhaps less flexibility.
I interpret these results as confirmation of the previously hypothesized
higher expectations of Italian-speaking employees towards their superiors,
particularly in terms of personality.
The second report is an excerpt and summary of Company A’s Assessment
Center (AC) results. Company A policy currently requires each member of
middle and senior management to participate in two assessments (1 and 2). The
first AC (AC1) is required for promotion to middle management; the second
(AC2) is required for promotion to senior management.
The AC scores, which are graphically represented below, are computed per
assessment language and as a percentage of the scores A (very good) and B
(good).
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For the AC1 scores (n=1689), 1425 German-speaking, 194 French-speaking
and 70 Italian-speaking candidates were considered. For the AC2 scores
(n=683) 574 German-speaking, 84 French-speaking and 25 Italian-speaking
candidates were considered. The complete definitions of the AC dimensions are
provided in Appendix W.
Six dimensions are assessed in both the AC1 and the AC2: Team
orientation, Influence, Assertiveness, Communication, Problem-solving and
Planning and Organizing (translated by the author). A further dimension
(Personality) is not evaluated with a score (only in the form of textual
comments) and was not further analyzed.
Team orientation (VG) is operationalized as follows: “being able to
integrate oneself in a team, […], respect other team members and display
appreciation, […] engage oneself for the attainment of the collective work
group goal, active listening, […] give and take information and feedback,
addresses and solves conflicts cooperatively […]”.
The dimensions of Influence (LV) is operationalized as follows: “Influence
the group and individual activities in a way such that the group objectives are
attained […] structure the process in a solution-oriented manner and promote
agreement […] involve others and successfully encourage them to participate,
[…] delegate responsibility, press forward with fast and consistent
implementation […]”.
The Assertiveness (DV) dimension is operationalized as follows: “Present
one’s own viewpoint in an open, courageous and personal way, back the
viewpoint with convincing arguments, use counterarguments to further enforce
one viewpoint, negotiate cleverly and persistently within the norms, seek a
conclusion that satisfies all involved parties”.
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Communication (AV) is operationalized as follows: “explain oneself orally
and with other means to the counterpart, present effectively, formulate the
message according to the recipient, and communicate clearly and
understandably to a reader”.
Problem-solving (PL) is operationalized in the following way: “recognize
complex topics, continually consider changes and future developments, […]
illustrate causes and causal relationships and explore them, obtain an overview
and reach correct conclusions, develop meaningful solutions or alternatives,
[…] evaluate solutions and consequences, and choose a solution”.
Planning and Organizing (PO) is operationalized in the following way:
“recognize what needs to be done, weigh up cost/benefit, […]outline an
appropriate process or project, estimate time requirements and derive
milestones, employ resources specifically and involve relevant partners in the
project, […]maintain an overview, attain a functioning result”.
The goal of this report was also to find specific regional differences. None
of the dimensions were excluded from the charts below to allow evidence
contradicting previously formulated hypotheses of previous evidence to be
considered as well.
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Three differences are noteworthy in terms of regional differences in the
AC1 results. The percentages in the Communication (AV) dimension suggest
that Italian-speaking AC candidates are significantly better communicators
than their Swiss peers. This finding is confirmed by the evidence collected in
the interviews, and by Miauton and Reymond’s survey (1998: 24).
German-speaking candidates, in return, outperform French- and Italianspeaking respondents in the dimension of Planning and Organizing (PO). To
some extent, this is in line with the analytic and systematic, and sometimes
process-oriented capabilities found for Swiss-Germans in the interviews,
although this should also determine a higher Problem-solving (PL) capability,
but the percentage for this dimensions is similar to the other regions.
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Figure 70: Assessment Center 1 results: Percentage of A and B scores per assessment
language; Source: author, based on Company A assessment center reporting (1995-2002)

Empirical study

315

The AC2 percentages do not completely confirm the patterns found in the
AC1 percentages, but they indicate new patterns.
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Figure 71: Assessment Center 2 results: Percentage of A and B scores per assessment
language; Source: author, based on Company A assessment center reporting (19952002)
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The percentages of the Planning and Organizing dimension create a
dilemma: how can Italian-speaking candidates be the best planners and
organizers, when in the AC1 results they were the worst? This would also
contradict the empirical evidence gathered in this dissertation. The
operationalization of the Planning and Organizing dimension (Cf. also
Appendix W) offers an explanation and it includes many more items than those
considered in this dissertation (e.g. evaluate cost/benefit, planning and
milestones). Due to the contradiction between the AC1 and AC2 results, no
specific conclusion will be drawn from this dimension’s percentages.
The previously discussed pattern of better Communication behavior (AV)
for Italian speakers is confirmed by the AC2 results. The fact that Frenchspeakers are rated even better in this dimension deserves separate
consideration. French-speaking Switzerland was characterized as making the
least efforts to communicate by Miauton and Reymond (1998: 24), and the
interviewees in this dissertation confirmed this pattern. My interpretation of the
strong communication skills shown in the AC2 percentages is that SwissFrench are excellent communicators in their own language, but from the
dominant language’s point of view (German), they do not communicate
adequately. This is related to the previously addressed reluctance to adopt the
dominant language (Cf. chapter 3.3.6). According to the AC2 and AC1 results,
the

German-speaking

candidates

are

less-skilled

communicators,

in

comparison.
In the Team Orientation (VG) dimension, Italian-speaking candidates are
moderately better than German-speaking, and slightly better than Frenchspeaking candidates. The fact that the candidates from Italian-speaking
Switzerland, where a slightly higher degree of Collectivism was assessed (Cf.
chapter 3.3.3), are more team-oriented is not surprising and confirms the
previous quantitative findings.
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The Assertiveness (DV) dimension measured in the Assessment Centers,
unlike the Assertiveness dimension measured in this dissertation for the
societal, organizational and suborganizational levels, does not set apart the
language regions consistently. As in the previously mentioned PO dimension,
the operationalization is more comprehensive than the cultural dimension
measured here.
In summary, the AC reports confirm two previously discovered patterns: the
above-average communication skills of Italian- and, to some extent, of Frenchspeaking candidates, and the higher team orientation of the same candidates.
Some limitations of the unobtrusive measures based on these AC results
must be mentioned: one limitation is that candidates are separated by language,
and not necessarily by language region, i.e. the separation by language region is
only partial. A candidate may, for example, very well live in German-speaking
Switzerland, have grown up in Italy and conduct the German AC. This causes
certain distortions in the Italian and in the French sample. The AC2 results are
not subject to this effect because these assessment centers are held exclusively
in Italian- and French-speaking Switzerland.
Another limitation consists of the different evaluation of candidates in the
regions. Assessors often work only in one region, which renders a comparison
of results more difficult. This effect is visible in Figure 70 which shows that
Italian speakers on average are evaluated in a slightly more positive light than
German- and French-speakers.
The strengths of these unobtrusive measures are the sample sizes – all the
assessment candidates from 1995 to 2001 are included in the sample – and the
wide experience accumulated since 1995 with assessment centers in Company
A which translates, for example, into consistently operationalized assessment
dimensions, among other aspects.
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3.3.9

Hypothesized frameworks

This dissertation’s empirical results have indicated differences between the
three Swiss language regions. A generalization of these findings to crosscultural management in Switzerland would require a confirmation of these
findings in other case studies or other type of empirical research (Yin, 1994:
30-31). Although in the following paragraphs I will relate the hypothesized
frameworks to Switzerland as a whole, it is clear that generalization is only
possible if the hypotheses are successfully tested in further research.
In the introductory chapter I stated my intention of combining the
theoretical and empirical findings into a conceptual framework. Such a
framework ought to have both theoretical and practical implications. In theory,
it may be used as a set of hypotheses that may be tested in CCM research. In
practical terms, a convenient and practical framework summarizes the
empirical findings, combines them with theoretical knowledge and makes this
accessible to practitioners.
In light of the presented theory and the empirical findings, a categorization
of cultures and two frameworks will be presented. Each framework contains a
set of ex-ante or a posteriori hypotheses regarding cross-cultural management
in Switzerland. The first framework proposes hypotheses regarding a possible
categorization of the analyzed Swiss cultures; the second framework proposes a
Swiss cross-cultural team roles framework; the third proposes a Swiss crosscultural leadership framework (chapter 2.8).
Before presenting the frameworks I wish to add a word of caution about the
summarization of this dissertation’s empirical evidence. The reduction of
specific and detailed cultural differences in a framework may create new
categories or stereotypes or confirm existing ones. The aim of CCM research is
to provide a particularistic view of cultures (Cf. Tayeb, 2001) and to inform
practice (Cf. Smith, 2001), for example by providing concise and usable
frameworks. Although these goals are not mutually exclusive, they are difficult
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to achieve simultaneously. The skill, in this case, lies in maintaining a balance
between detailed empirical findings and a summary that captures the most
important differences in a few concise words.
Swiss cultures: a categorization
This dissertation’s quantitative and qualitative evidence points to a regional
differentiation based on Markus and Kitayama’s distinction between
Independent and Interdependent.
According to the collected evidence, German- and French-speaking
Switzerland seem to be more Independent, whereas Italian-speaking
Switzerland seems to be more Interdependent. The higher “emphasis on
personal relationships” and the “network” are qualitative evidence suggesting
that Italian-speaking Switzerland is more Interdependent than the other regions.
In chapter 1.4.1 I mentioned how Independent selves attribute on the basis of
personal arguments, whereas Interdependent selves attribute on the basis of
situational arguments. Although this could not be directly assessed, it would be
interesting for future research to assess how attributions differ in the Swiss
regions. Other differences in cognition, emotion and motivation are discussed
below.
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Triandis (1995a: 51) assumes that Markus and Kitayama’s dimensions
correlate to Individualism (Independent) and Collectivism (Interdependent),
which creates the link to the quantitative data. French-speaking Switzerland
was also found to be more vertically oriented (“emphasis on hierarchy and
status”) than the other regions (Cf. chapter 2.4.3). The resulting combinations
build the first set of hypotheses.

More
Individualistic/
Independent
More
Collectivistic/
Interdependent

Vertical

Horizontal

French-speaking
Switzerland

German-speaking
Switzerland

Italian-speaking
Switzerland

Table 37: Hypothesized cultural categories in Switzerland;
Source: author, based on Triandis, 1995a: 51

Further confirmation of differences in the Individualism/Collectivism
dimensions are found when comparing the assessed empirical data to
Hofstede’s key differences between Individualist and Collectivist societies
(Hofstede, 2001: 244-245).
It is important to note how the above categorization of Swiss cultures, in
particular the Individualism/Collectivism dimension, are valid only within
Switzerland. Italian-speaking Switzerland’s Collectivism is not high per se, but
is higher than that of German- and French-speaking Switzerland.
The expression of emotion was also found to be related to the construct of
Independent and Interdependent by Markus and Kitayama (1991: 235).
Independent selves tend to express more ego-focused emotions such as anger,
frustration, and pride and to thereby re-affirm their Independent selves by
expressing these emotions. Interdependent selves tend to express more otherfocused emotions such as sympathy, feelings of interpersonal communion and
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shame, and to thereby re-affirm their Interdependent selves by expressing these
emotions.
Markus and Kitayama’s theoretical proposition matches two empirical
themes from the interviews: Italian-speaking Switzerland was found by some
interviewees to “act based on sympathy”, and French-speaking Switzerland was
found to express frustration more frequently. This pattern confirms the
categorization

in

Table

37:

Italian-speaking

Switzerland

is

more

Interdependent; French-speaking Switzerland is more Independent.
In this area of further empirical research, a confirmation of the hypothesis in
Table 37 would have several practical implications. Some of them will be
addressed in chapter 4.2.
Swiss cross-cultural team roles
Two models of team roles were reviewed in chapter 2.7.2: Belbin’s team
roles and Margerison and McCann’s Team Management Wheel, also called
Types of Work Model. I have used the team roles proposed by these authors to
propose a Swiss cross-cultural team role framework. The generic hypothesis is
that, due to their cultural characteristics, on average, employees of certain
Swiss regions are more appropriate for certain team roles than others.
The cultural characteristics of each language regions assessed in the
empirical (quantitative and qualitative) part of this dissertation were matched to
the personality characteristics, contributions, and weaknesses of each role
provided in theory (Cf. Table 13). The cultural characteristics found in this
dissertation correspond to values, attitudes, behaviors and sometimes
stereotypes in various levels. The To Be scores assessed in the sections B-D of
this

dissertation’s questionnaire reflect the

language

region’s

value

orientations. The As Is scores assessed in the same sections reflect attitudes,
behavior or categories/stereotypes. According to the general conceptual
framework in Figure 2, the region’s cultural characteristics, i.e. values and
attitudes found in this dissertation, also determine individual culture to a certain
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extent, and personal characteristics, in a broad sense. On this basis a link
between role theory and cross-cultural management will be established.
One of the cultural characteristics that emerged from this dissertation’s
empirical data, as well as from other research (e.g. SOPHIA 1998), is the
analytic and structured nature of Swiss-Germans. Accordingly, Germanspeaking Switzerland was matched to the Assessor-Developer and other roles
that include these characteristics. This matching process led to the assignment
of the three cultures to the available theoretical team roles. The assignment of
one of the Swiss regional cultures to a team role should be understood as an
average degree of fit of that culture to the corresponding role.
The Company A employees, and the citizens and opinion leaders in the
SOPHIA study (Miauton and Reymond, 1998), indicated the following main
characteristics

of

Swiss-Italians:

above-average

communicators

and

networkers, with a higher emphasis on personal relations, above-average
collectivists (societal and organizational), with more humane practices and
more conflict-avoiding. Belbin’s roles (Cf. chapter 2.7.2) fitting these
characteristics are the Resource Investigator and the Team Worker. According
to McCann and Margerison’s description of team roles (same chapter), SwissItalians on average have a higher degree of fit with the Reporter-Adviser roles.
The Company A employees and the citizens and opinion leaders in the
SOPHIA study (Miauton and Reymond, 1998) indicate the following main
characteristics of Swiss-French: future oriented, open-minded, creative,
individualists, and below-average communicators. Belbin’s roles fitting these
characteristics are the Plant and, to a lesser degree, the Monitor Evaluator.
According to McCann and Margerison’s team roles, Swiss-French, on average,
have a higher degree of fit with the Creator-Innovator and Explorer-Promoter
roles.
The Company A employees and the citizens and opinion leaders in the
SOPHIA study (Miauton and Reymond, 1998) indicate the following main
characteristics of Swiss-Germans: analytic, structured, good organizers,
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individualists (sometimes a bit egoistic), and less humane (only As Is!),
independent and accepting of power over them to a lesser extent than the other
regions. Belbin’s roles fitting these characteristics are the Shaper, the
Implementer and the Completer. According to McCann and Margerison’s team
roles, Swiss-Germans, have a higher average degree of fit with the AssessorDeveloper, Concluder-Producer, Controlling-Inspector, Thruster-Organizer
and, to a lesser degree, the Upholder-Maintainer roles.
The resulting framework is depicted below.
Team roles
theory
Belbin’s (B)
Team Role
Margerison&
McCann’s (M)
Team
Management
Wheel™
Swiss crosscultural roles

German-speaking
Switzerland (CHD)
Shaper
Implementer
Completer

French-speaking
Switzerland (CHF)
Plant
(Monitor Evaluator)

Italian-speaking
Switzerland (CHI)
Resource Investigator
Team Worker

Assessor-Developer
Concluder-Producer
Controlling-Inspector
Thruster-Organizer
(Upholder-Maintainer)
Shaper (B)
Implementer (B)
Concluder-Producer (M)
Controller-Inspector (M)

Creator-Innovator
Explorer-Promoter

Reporter-Adviser

Creator-Innovator (M)
Explorer-Promoter (M)

Team Worker (B)
Reporter-Adviser (M)

Table 38: Hypothesis: Swiss cross-cultural team roles framework;
Source: author, based on Belbin, 1993 and McCann & Margerison’s Types of Work
Model, http://www.tmsdi.com/mmcctms/tow.htm, accessed on November 1, 2002

Not all of McCann and Margerison’s roles are included in Belbin’s
framework, and vice-versa (e.g. Creator-Innovator). The roles have been
accordingly combined in the hypothesized Swiss cross-cultural roles. The
source of the role has been included between brackets (last line of Table 38).
Some roles are hypothesized to be universal, i.e. are assumed to be
performed effectively by a representative of any of the regions: Belbin’s
Coordinator and Specialist, and Margerison and McCann’s Linker. I assume
that these roles are more dependent upon personality characteristics than upon
cultural characteristics.
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Swiss leadership prototypes
In chapter 3.3.4 I have concluded that leadership prototypes in Switzerland
differ in three of GLOBE’s culturally contingent attributes of effective
transformational/charismatic leadership: Sensitive, Provocative and Cautious.
The interviews and the unobtrusive measures added further detail to these
findings.
A further hypothesis is that the subordinate’s acceptance of the superior is
higher if the superior’s behavior reflects the subordinate’s value orientations.
The implication of this hypothesis it that the leader should act not only
according to the assessed leadership prototype per region but also according to
the To Be societal, organizational or suborganizational value orientations
(depending on which level is more important for the language region under
analysis). Many of the interviewees stated their expectation that a leader should
“live up to the defined values”. The implication of this expectation is that the
leader’s behavior should reflect the values that are more important for the
region where he or she is working (item E.5 of the questionnaire), whether in
terms of societal, organizational or suborganizational culture.
To summarize previous empirical findings, in Italian-speaking Switzerland
a slightly above average Sensitive and Cautious, and below-average
Provocative, person-oriented leader with a certain maturity and personality
profile is expected. Subordinates are more critical of their own superiors than
the other language regions and express other-related emotions (e.g. sympathy)
more often than other regions. Respondents from Italian-speaking Switzerland
chose the organizational level as the most important for them (item E.5 of the
questionnaire). Accordingly, and in line with the hypothesis formulated above,
the organizational level’s value orientations should be characteristic of an
Italian-speaking leader’s behavior: slightly above-average Assertiveness, less
Humane than in German-speaking Switzerland, slightly more collectivistic, and
moderately higher on Power Distance.
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In French-speaking Switzerland a less Cautious, less Provocative, and less
Sensitive leader is expected. The leader puts importance on status and hierarchy
and must be able to manage ego-related emotions (e.g. frustrations) more so in
other regions. In French-speaking Switzerland the organizational and
suborganizational levels were found to be equally important, which means that
the value orientations at both levels need to be considered. Accordingly, the
leader’s behavior should be slightly above average for Humane, more
collectivistic than in other regions, above average Future Oriented, not so
assertive, and above average in terms of Power Distance.
German-speaking Switzerland expects a more Provocative, above-average
Cautious, and less Sensitive leader, according to the leadership prototypes. The
most important cultural entity in German-speaking Switzerland is the
suborganizational level, whose value orientations should be reflected by the
leader’s behavior. The leader can expect performance, but should not exert
power on her/his employees; he/she should be slightly more Humane, more
gender egalitarianist and less assertive.
Based on these propositions, I will present supporting arguments for two
new hypotheses: transformational/charismatic leadership, on average, is more
effective in Italian- and French-speaking Switzerland, and transactional
leadership is more effective in German-speaking Switzerland than in Italianand French-speaking Switzerland.
In order to propose a clear chain of evidence to support my hypotheses, I
matched attributes of transformational leadership (Cf. chapter 2.8.2) with the
empirical patterns found in this dissertation.

326

Empirical study

For

transformational

Inspirational

Motivation,

leadership
Intellectual

the

factors

Idealized

Stimulation

and

Influence,

Individualized

Consideration and corresponding attributes were matched to empirically
discovered patterns.
Factor
Idealized
Influence

Degree of fit

Attributes
They behave in
ways that result in
them being
admired, respected
and trusted, such
that their followers
wish to emulate
them. They are
extraordinarily
capable, persistent
and determined.

CHD
− Power distance
and
Assertiveness
are low.
− Respect and
trust were not
specifically
mentioned.
− Independent

CHF
− Power distance
higher,
Assertiveness
higher.
− Respect and
trust were not
specifically
mentioned.
− Independent

CHI
− Power distance
higher,
Assertiveness
higher.
− Respect and
trust are
important for a
leader in CHI.
− Interdependent

o

+

++

The first factor, Idealized Influence, is assumed to correlate somewhat with
Power Distance and Assertiveness. French and Italian-speaking respondents
were found to be more inclined to accept power exerted over them than were
their Swiss-German peers. More importantly, admiration, respect and trust are
predominantly other-related emotions that, as previously argued, were found to
be more prevalent in Interdependent selves. In the previous categorization of
Swiss cultures I argued that German and French--speaking Switzerland have
more characteristics of the Independent category. Furthermore, it is reasonable
to assume that trust, respect and admiration arise more easily in an environment
where relationships between supervisors and subordinates are closer and more
personal, as seems to be the case in Italian-speaking Switzerland.
In summary, Italian-speaking Switzerland is argued to have a better degree
of fit for transformational leadership with respect to Idealized Influence.
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Inspirational
Motivation
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Attributes
They behave such
that they motivate
and inspire those
around them by
providing meaning,
optimism and
enthusiasm for a
vision of a future
state

Degree of fit

CHD
CHF
− Average future- − Above average
orientation.
futureorientation.
− Other themes
not specifically − Provide
mentioned in
.meaning and
CHD.
motivation
rated high in
− Independent.
CHF.
− Independent.
o
++

CHI
− Below average
futureorientation.
− Providing
meaning and
motivation
rated high in
CHF.
− Interdependent.
++

In the quantitative and qualitative parts of this dissertation Future
Orientation distinguished French-speaking Switzerland from the other regions,
meaning that a vision of a future state may be particularly important in this
region. Other often-cited themes in the interviews with respect to French- and
Italian-speaking Switzerland were meaning and motivation: in both regions it is
particularly important to convince employees of the usefulness and meaning of
a particular task. This is not rated as equally important in German-speaking
Switzerland, where employees seem to be more independent and “implicitly”
motivated. It is also reasonable to assume that Markus and Kitayama’s
distinction of Independent and Interdependent selves plays a role with respect
to this factor: Interdependent selves are probably more receptive to
Inspirational Motivation than Independent selves. Accordingly Italian-speaking
Switzerland could be assumed to be more receptive to Inspirational Motivation
than the other regions.
In summary, French- and Italian-speaking Switzerland are argued to have a
better degree of fit for transformational leadership in terms of Inspirational
Motivation.
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Factor
Intellectual
Stimulation

Degree of fit

Attributes
They encourage
followers to
question
assumptions,
reframe problems,
and approach old
solutions in new
ways, and to be
creative and
innovative. At
times, their
followers’ ideas
may differ from
those of the leader,
who may solicit or
encourage such
responses.

CHD
CHF
− Not specifically − Creativity and
mentioned in
innovation very
CHD.
important in
CHF.
− Emphasis on
status and
authority may
be an obstacle
in criticizing
the superior.

o-+

+

CHI
− Not specifically
mentioned in
CHI.

o

The characteristics of “innovative” and “creative” were repeatedly
associated with French-speaking Switzerland in the interviews. This is
confirmed by other empirical studies such as SOPHIA (Miauton and Reymond,
1998). Therefore, characteristics of French-speaking Switzerland seem to
match this factor of transformational leadership. I also assume that, in order to
“solicit or encourage” responses related to differing ideas, it is important that
subordinates are not supposed to follow their leaders blindly, i.e. they have
moderate levels of Power Distance. This is more the case in German-speaking
Switzerland than in the other regions. Other attributes of intellectual stimulation
were not specifically mentioned in relation to the other regions.
In summary, German- and French-speaking Switzerland are argued to have
a better degree of fit for transformational leadership in terms of Intellectual
Stimulation.
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Factor
Individualized
Consideration

Degree of fit
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Attributes
They actively
develop the
potential of their
followers by
creating new
opportunities for
development,
coaching,
mentoring, and
paying attention to
each follower’s
needs and desires.
They know their
staff well, as a
result of listening,
communicating,
and “walking
around”
encouraging,
rather than
monitoring their
efforts.

CHD
− Higher
individualism
requires more
individualized
consideration.

CHF
− Personal
relations are
important,
therefore
individualized
consideration is
possible.
− Monitoring is
deemed as less
important.
− Physical
presence is
expected and
valued.

CHI
− Personal
relations are
important,
therefore
individualized
consideration is
possible.
− Monitoring is
deemed as less
important
− Physical
presence is
expected and
valued.

+

++

++

The empirically supported importance of personal relations in French- and
particularly Italian-speaking Switzerland has been repeatedly mentioned in this
dissertation. Personal relations allow employees to get to know each other
better, particularly if communication and networking are more important, as in
Italian-speaking Switzerland. It can also be hypothesized that another
determinant of Individualized Consideration is the Individualism and
Collectivism factor. In this case, Individualized Consideration would be
required to a greater extent in German-speaking than in Italian-speaking
Switzerland.
In summary, Italian- and French-speaking Switzerland have a slightly better
degree of fit for transformational leadership in terms of Individualized
Consideration.
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The original hypothesis that transformational leadership is more effective in
French and Italian-speaking Switzerland due to their cultural characteristics, is
enhanced with the chain of evidence collected in this dissertation.
Factor
Inspirational Motivation
Idealized Influence
Intellectual Stimulation
Individualized Consideration
Average degree of fit

CHD
o
o
+
+
o-+

CHF
++
+
++
+
+-++

CHI
++
++
o
++
+-++

Table 39: Hypothesized regional transformational
leadership profiles; Source: author, based on AlimoMetcalfe, 2002: 5-6

According to the empirical findings, German-speaking Switzerland’s
respondents are slightly less suited for transformational leadership than those in
Italian-speaking and French-speaking Switzerland.
A theoretical confirmation of this hypothesis is offered by Hofstede (2001:
167). In his review of cultural dimension implications he finds the dimension of
Power Distance to be positively correlated with transformational leadership. In
this dissertation French- and Italian-speaking Switzerland score higher on
societal (To Be) organizational (As Is and To Be) Power Distance, which
confirms the hypothesis formulated above.
As previously mentioned, this hypothesis must be confirmed by further
cross-cultural management research in Switzerland.
No hypothesis will be formulated regarding the effectiveness of SwissItalians, Swiss-French and Swiss-Germans as transformational leaders,
although this might represent an interesting area of future research.
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Transactional leadership was defined in chapter 2.8.2 as a transactionbased relationship between subordinate and superior. The three components of
transactional leadership (contingent reward, active and passive management by
exception) are matched to the language region’s characteristics hereafter.
Factor
Contingent
Reward:

Degree of fit

Attributes
CHD
Contracts exchange − Leadership
of rewards for
bases on task,
effort, promises
function and
rewards for good
performance.
performance,
− Goal
recognizes
orientation
accomplishments.
− Topic first, then
relationship.
− Distant and
“cold” relationship, contract
more likely and
necessary.
− Direct and
cognitive
communication
style facilitates
agency.

+

CHF
− Prerequisite for
performance is
respect and
trust of one’s
superior.
− Recognition of
accomplishments is
required.
− Greater
Institutional
Collectivism
makes contract
negotiation
more difficult.
− Room for
creativity and
innovation is
limited (with a
contract).

CHI
− Prerequisite for
performance is
respect and
trust of one’s
superior.
− Closer and
“warmer”
relationship
makes contract
less likely.
− Recognition of
accomplishments but also
consideration is
important.
− Greater
flexibility does
not require the
establishment
of a contract.

-

-

According to this dissertation’s quantitative empirical analysis, all the
regions were found to be equally performance oriented (Cf. chapter 3.3.3).
Therefore, although a correlation between the cultural dimension of
Performance Orientation and Contingent Reward can be hypothesized, it has no
effect on corresponding regional differences in Switzerland.
Other attributes contributing to the Contingent Reward factor are the
contract or transaction aspect, and the recognition of accomplishments. The
greater emphasis on personal relationships found in French- and particularly
Italian-speaking Switzerland makes a contract, in the sense postulated by the
contingent reward factor, less likely or necessary. I speculate that in Italianspeaking Switzerland a contract would primarily be based on trust and respect
rather than on performance. The collected evidence suggests that in Germanspeaking Switzerland a contingency reward approach is more suitable.
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Markus and Kitayama’s distinction of Independent and Interdependent
selves may play a role in the case of transactional leadership as well in the two
factors Active and Passive Management by Exception. I assume that
Independent selves are more likely to expect Management by Exception,
whereas Interdependent selves are likely to understand the relationship between
superior and subordinate as a more encompassing relationship. It will be
considered accordingly in both factors.
A prerequisite for both Active and Passive Management by Exception is
trust (Cf. Tichy and Devanna, 1990), which was repeatedly mentioned in the
interviews as a fundamental pre-requisite for cross-cultural teams. A similar
theoretical proposition is made by Adler (1991: 137).
In my experience as an employee, superior and subordinate of Company A,
The Active and particularly the Passive Management by Exception styles are
most often employed at Company A in German-speaking Switzerland. Whether
this is also true of the other language regions is unknown.
Factor
Management
by Exception
(active):

Attributes
Watches and
searches for
deviations from
rules and
standards, takes
corrective action.

Degree of fit

CHD
− Rules and
standards are
desired and
required.
− Management
by exception
favors
subordinate’s
independence.

+

CHF
− Rules and
standards are
subject to
interpretation.
− Physical
presence is
expected and
valued.

o

CHI
− Rules and
standards are
subject to
interpretation.
− Physical
presence is
expected and
valued.
− Leadership is
understood as
an interdependent
subordinatesuperior
relationship.
-

Rules and standards, which are a central part of the Management by
Exception factor, are generally more frequently observed in German-speaking
Switzerland than in the other regions. Accordingly, the “prerequisites” for
implementing management by exception are primarily fulfilled in Germanspeaking Switzerland.
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With respect to the Management by Exception factor as well, the greater
relationship orientation of Italian-speaking and, to a lesser degree, of Frenchspeaking respondents, make a passive and uncommunicative management style
less effective in these regions.
Factor
Management
by Exception
(passive):

Degree of fit

Attributes
Intervenes only if
standards are not
met

CHD
− Rules and
standards are
wished and
required as a
framework.
− Management
by exception
favors
subordinate’s
independence.
− Management
by exception
requires less
communication
+

CHF
− Rules and
standards are
subject to
interpretation.
− Higher power
distance, higher
expectations
towards the
superior.

CHI
− Rules and
standards are
subject to
interpretation.
− higher power
distance, higher
expectations
towards the
superior.

o

o

The importance of standards and their interpretation was found to vary
across regions in this dissertation’s qualitative part. Accordingly, Management
by Exception, particularly the Passive version, is supposed to be less suited for
French- and Italian-speaking Switzerland. If we interpret the assessed Power
Distance dimension not only as an acceptance of power, but also as an
expectation that power will be exerted, the Italian- and French-speaking
region’s higher Power Distance would further confirm the lower acceptance of
a Passive Management by Exception style.
Overall, the degree of fit between transactional leadership and Germanspeaking Switzerland seems to be higher than in the other regions.
Factor
Contingent Reward
Management by Exception (active)
Management by Exception (passive)
Average degree of fit

CHD
+
+
+
+

CHF
o
o
o

CHI
o
-

Table 40: Hypothesized regional transactional leadership profiles;
Source: author, based on Bass, 1998:7
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A further confirmation of this hypothesis is provided by the analysis of the
Individualism and Collectivism dimensions in this dissertation’s sample. As
mentioned in chapter 2.4.3, Triandis (1995a) argues that individualists expect a
clear statement about their relationships, such as “if I give you this, you will
give me that”. German-speaking Switzerland scores higher than Italianspeaking Switzerland on societal Individualism: this may be a further indication
that the transactional aspect is more important in German-speaking
Switzerland. French-speaking Switzerland is also more individualistic than
Italian-speaking Switzerland in the societal scores, and this may be an
explanation why transactional leadership in French-speaking Switzerland has a
better degree of fit than in Italian-speaking Switzerland.
According

to

House

et

al’s

findings

certain

attributes

of

charismatic/transformational leadership are universally endorsed (House et al.,
1999). This dissertation’s empirical results further confirmed this finding. This
implies that transformational leadership is likely to be endorsed, to a certain
extent, in all regions of Switzerland. The hypotheses presented here apply to
the culturally contingent aspects of transformational leadership, including
culturally contingent leader attributes.
Although I recognize that the above hypotheses about transformational and
transactional leadership are controversial, in my opinion a sufficient chain of
evidence was proposed to justify such hypotheses. Furthermore, these
hypotheses need to be confirmed by future research, and cannot be generalized
beyond the context of this dissertation.
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Conclusions
This dissertation explored societal, organizational and suborganizational

culture as well as leadership prototypes within Switzerland, and proposed a
posteriori hypotheses in the form of two conceptual frameworks: the first is
about cross-cultural team roles, the second, about cross-cultural leadership
prototypes in Switzerland. The empirical part of this dissertation is based on a
combination of various qualitative and quantitative techniques and employed
triangulation to validate empirical evidence from a single embedded case study.
The questionnaire employed in the quantitative part of the dissertation is based
on some of the operationalized GLOBE items (House et al., no date: 76).
Summarizing moderate and sometimes almost imperceptible cultural
differences in a concise overall conclusion is difficult. The most appropriate
conclusion of this dissertation is that, within the analyzed case study, some
aspects of Switzerland’s cultures are different, and these aspects may be
managed differently across the language regions. These differences can be
identified with quantitative instruments, but qualitative methods are essential to
explore in-depth and further substantiate these differences.
Another finding is that while the assumption of one homogenous Swiss
culture is not confirmed by the empirical evidence in this dissertation,
separating Switzerland’s cultures into a Latin and a Germanic cluster provides a
reasonable approximation. The differentiation of three cultures according to the
language regions yields an even more accurate reflection of cultural forces in
Switzerland. Substantial differences between French- and Italian-speaking
Switzerland could be identified, some of which are rooted in the different
religious histories of the two regions.
A valid question is whether language regions are an appropriate variable for
separating Swiss cultures, or whether Switzerland’s cultures should be
separated by means of other variables, e.g. religion or city vs. periphery (Cf.
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Tsui et al., 1992). Typical examples are Geneva/Lausanne, and Bern/Zurich:
each pair belongs to the same language region, but according to the
interviewees and to certain historical clues, the cultural differences appear to be
significant. That the language regions are not particularly homogenous can also
be verified by the relatively high statistical standard deviations in Appendix J.
It is difficult to establish whether future cross-cultural research in Switzerland
should continue to focus on language region as a separator of Swiss cultures.
From a cross-cultural management perspective it seems to be appropriate. From
a sociological and psychological perspective more particularism is probably a
preferable approach.
First, this dissertation contributes to wider cross-cultural research with its
questionnaire, which is based on current CCM research theory and assesses
societal and organizational culture in a comprehensive manner. Second, it
contributes with the hypotheses formulated in chapter 3.3.9, which may be
validated and become theory in the future. Lastly, it contributes with an initial
confirmation that French- and Italian-speaking cultures should be empirically
assessed separately rather than jointly, as a Latin cluster.
The main practical contributions of this dissertation are the Swiss crosscultural management frameworks previously formulated. These frameworks
lend themselves to practical application, for instance in promoting a shift from
an ethnocentric to a synergistic approach (Cf. Appendix B).
I would like to mention four main limitations of this dissertation: a)
literature and theory; b) the case study approach; c) bias; and d) resource
constraints. The first limitation relates to literature and theory. As Bond
warned (2001: 25), the dependence on Anglo-American literature became
apparent during my literature review. Accordingly, the propagated research
methods are predominantly of a quantitative nature; few qualitative or
combined research approaches exist (Schaffer and Riordan, 2001: 10). It is
hoped that the global approach of Project GLOBE contributed to the worldwide
distribution of cross-cultural research knowledge, which may eventually result
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in more diverse and creative, though equally rigorous ways of researching
culture from a cross-cultural management perspective. The literature review
process also uncovered a lack of theoretical frameworks that integrate
organizational behavior, cultural constructs, and constructs from interfacing
disciplines such as cross-cultural psychology and sociology (Cf. Smith, 2001;
Triandis, 2001). Accordingly, an integrated cross-cultural management
framework could not be proposed in this dissertation. The second limitation
concerns the chosen case study method. This research design allowed a more
in-depth exploration of culture in the specific case of Company A, but also
represented a limitation in equal measure because the results cannot be
statistically generalized. The presented findings may be generalized after other
case studies have confirmed the empirical findings of or hypotheses generated
by this dissertation. The third limitation that bears mentioning is bias. I grew up
in the Italian- and German-speaking Swiss culture, and am susceptible to
certain conscious and unconscious categorizations with respect to both regions.
My position as an employee of Company A is an additional source of potential
bias. The research design and the employed techniques were selected with the
intent to minimize the influence of bias. The final limitation that is of particular
relevance in cross-cultural research is related to resource constraints. One
example illustrates the significance of this problem. The questionnaire I
designed (in English) had to be translated into three different languages. It is
best practice in cross-cultural research that items are translated by a native
speaker, subsequently translated back into the original language, and compared
to the original text. This has proven to be an extremely time-consuming process
that could hardly be mastered by one individual. Fortunately, my colleagues
and friends were willing to cross-check my translations, and to discuss them
extensively.
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4.1

Implications for research

In this chapter I wish to distinguish empirical research implications from
theoretical implications. As this dissertation had an explorative nature, the
empirical research implications will exceed the theoretical ones.

4.1.1

Implications for empirical research

Implications for empirical research originate from the research methods,
techniques and from the instruments employed in this dissertation, but also
from the cultural dimension scores it assessed.
Research methods
Combining qualitative and quantitative methods was a declared goal of this
dissertation, and this strategy has proven to be particularly useful for emic
cross-cultural research, i.e. within a certain culture or set of cultures. In view of
the empirical results contained in the dissertation, quantitative research alone is
not sufficient when an in-depth cultural assessment or analysis is planned, but
needs to be complemented by other methods such as interviews and
unobtrusive measures. In this sense, the viability of the combination of research
methods for emic research could be confirmed (Cf. Tayeb, 2001). The case
study method has also proven to be viable when assessing cultural phenomena
(Cf. Yin, 1994; Creswell, 1998).
Still, cross-cultural research requires additional strategies for an empirical
assessment of culture. Interviews or observations are challenging research
techniques that require experience and particular skills. One of the main
difficulties in cross-cultural research is to elicit responses regarding the
interviewee’s values, attitudes and behavior, not to mention assumptions (Cf.
also House et al., 1999: 61). It is easier to discuss the behavior of others,
although at this point the previously mentioned fear of generalization comes
into play. I would advise future researchers in the field of cross-cultural
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research to thoroughly review cross-cultural psychology literature and include
the findings in the design of empirical instruments such as interviews.
Sometimes I found it more helpful to temporarily abandon the interview outline
and follow an interviewee’s line of thought. My personal impression was also
that some interviewees needed to become comfortable with the interviewer or
to “warm-up” before revealing details about their cross-cultural management
experiences. I personally do not think that this particular issue can be addressed
by employing other techniques, but it deserves consideration, and enough time
for the interview must be scheduled (one hour in many cases was not
sufficient). I would like to propose a technique that could be used to eliminate
these problems in interviews. Typical attitudes, behaviors and values could be
prepared on cards of different colors before the interviews, and the interviewees
could be asked to assign the cards to the assessed cultures. The colors could
indicate cultural dimensions and a typical behavior or values would be written
on the card. The behaviors, attitudes and values could be taken from the
literature (e.g. Triandis, 1995a; Hall, 1976) or assessed in focus groups.
The questionnaire that was designed, tested and employed within the scope
of this dissertation (Cf. Appendix I), may contribute to wider cross-cultural
research as a public domain research instrument, to be used for further crosscultural research involving an investigation of both societal and organizational
cultures. Such questionnaires, as previously stated, are scarce in cross-cultural
research.
The integration of additional questionnaire items that are to be published by
House et al’s will improve the questionnaire’s reliability (Cf. Javidan and
House, 2001).
Cultural dimensions and leadership attribute scores
The cultural dimension scores computed from the questionnaire items are
an important empirical finding of this dissertation. As Sutton and Staw (1995:
373-374) put it, “data are not theory” and “data describe which empirical
patterns were observed and theory explains why empirical patterns were
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observed or are expected to be observed”. For this reason, I chose to include the
scores in the chapter on the implications for empirical research rather in the
theoretical implications. The computed scores cannot be generalized without
the confirmation of other case studies but they provide clear indications
regarding: a) practices and value orientations within Switzerland, and b)
differences existing between societal, organizational and suborganizational
culture in the defined case.
The leadership prototype scores assessed in this dissertation also
contributed to empirical research in numerous ways. The first is that empirical
data in this dissertation confirms the universality of the attributes of
transformational leadership identified by House et al. (1999). Furthermore, the
culturally contingent items could be identified as such in this dissertation: three
culturally contingent items scored at or below average, whereas the remaining
four scores were rated by the respondent as moderately contributing to effective
leadership. Generally, the variance of culturally-contingent attributes was
substantially higher than that of universal attributes (Cf. Appendix R).
Significant variations between this dissertation’s and GLOBE’s scores were
found for two attributes: Autonomous and Provocative. This variation can be
explained by: a) the different samples, b) translation issues, or c) a change in
the leadership prototypes in Switzerland between the two measurements. Future
leadership prototype assessments may specifically address these issues.
I will compare this dissertation’s societal culture scores with other authors’
assessed cultural dimension scores: the comparison with Hall, Triandis,
Hofstede, Trompenaars, Schwartz and House et al’s scores may further confirm
the validity of this dissertation’s scores, although the operationalization of the
dimension may slightly differ.
Hall (1976) assessed Switzerland as a low-context, highly individualistic
culture with low people involvement. Time, according to the author is also very
important in Swiss culture (Cf. chapter 2.5). According to the data on empirical
societal culture in this dissertation, Individualism is above average, but
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considerable regional differences were found in the corresponding value
orientations. High- and low- context were not systematically assessed in this
dissertation, but according to the evidence collected in the qualitative part,
German-speaking Switzerland may correspond more to the low-context profile
than the other regions. Some pieces of evidence indicate that Italian-speaking
Switzerland may be higher on the high-low context continuum: their wider
network, the fact that they are informed about many subjects, and the sharper
distinction between outsiders and insiders (e.g. the “closed family” cited in an
interview) suggests that Italian-speaking Switzerland may be rated as a
medium-context culture. What contradicts this proposition is that other
characteristics of high-context cultures such as importance of forms could not
be observed in Italian-speaking Switzerland.
Hall also found that Switzerland is characterized by low people
involvement: according to the evidence collected in the interviews, this cannot
be confirmed for Italian-speaking Switzerland as it was described as “warm”
and “with closer, more personal relationships” in many interviews. Germanspeaking Switzerland, according to the collected evidence, corresponds more to
the low people involvement profile. The importance of time was also found to
be region-contingent in this dissertation: French- and Italian-speaking
employees of Company A seem to place slightly less importance on time,
compared to German-speaking employees. The aspect of monochronic and
polychronic time orientation will be addressed in the next paragraphs.
Triandis’ (1995a) empirical findings stress the high degree of Horizontal
Individualism (HI) in Switzerland. Several interviewees stressed the importance
of hierarchy and status in French-speaking Switzerland. This finding suggests
that this region corresponds more to the Vertical Individualism (VI) than the HI
profile assessed by Triandis. The Horizontal Individualist orientation
corresponds more to German-speaking Switzerland, whereas Italian-speaking
Switzerland, according to the computed societal culture scores, corresponds
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slightly more to the Horizontal Collectivist Orientation. These findings are
included in the categorization of Swiss cultures presented in chapter 3.3.9.
Hofstede found Switzerland as having below-average Power Distance (34
of 104), slightly below-average Uncertainty Avoidance (58 of 112), aboveaverage Individualism (68 of 95) and as a high Masculinity country (70 of 95).
This dissertation’s scores have confirmed Hofstede’s below-average Power
Distance, slightly below-average Uncertainty Avoidance and slightly aboveaverage Individualism. Some regional differences were found in the Power
Distance dimension. The Masculinity and Long-term Orientation were not
assessed in this dissertation.
Hampden-Turner and Trompenaars’ dimension of Achieved vs. Ascribed
Status (Cf. chapter 2.4.5) is interesting in light of this dissertation’s empirical
findings. In French-speaking Switzerland, according to the interviews,
leadership is based on status and hierarchy, whereas in German-speaking
Switzerland performance seems to be the basis of leadership. Accordingly, the
latter could be categorized as an achievement-oriented culture (Cf. Lonner and
Adamopoulos, 1997), whereas the former is more ascription oriented (Cf.
Hampden-Turner and Trompenaars, 2000). Another of Hampden-Turner and
Trompenaars’s dimensions that is interesting for Switzerland is Specificity vs.
Diffuseness: the dilemma between the specific, analytic and rational, and the
diffuse, holistic, which partly originates from Protestant Reformation, is an
accurate depiction of the differences between the more “specific” Germanspeaking Switzerland and the more “diffuse” Italian-speaking Switzerland.
French-speaking Switzerland lies somewhat in between as it combines a strong
Protestant influence in Geneva, with an otherwise more Latin culture.
In light of the evidence collected in this dissertation, a certain contradiction
in Time Orientation between Hall (1976) and Hampden-Turner and
Trompenaars’s (2000) cultural assessment was identified. Hall argues that
polychronic time is characterized by a “great involvement with people”
whereas in a monochronic time orientation the schedule “takes precedence over
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interpersonal relationships” (Hall, 1976: 14). According to this dissertation’s
findings, in Italian-speaking Switzerland and neighboring Italy personal
relations tend to prevail over the factor of time, which could be an indicator of
polychronic

or

synchronous

Time

Orientation.

In

German-speaking

Switzerland the probability is higher that schedules will take precedence over
personal relations. Hampden-Turner and Trompenaars’s empirical assessment
of this dimension states quite the opposite. In Switzerland and Germany they
found time to be synchronous, i.e. polychronic, whereas Italy according to their
empirical assessment, is more sequential, i.e. monochronic. In view of the
evidence provided in this dissertation, I would argue that the opposite is more
likely to be the case.
Schwartz’s empirical data characterized Switzerland as high for Intellectual
Autonomy, Affective Autonomy and Egalitarianism, and low on Hierarchy for
Switzerland. In Schwartz’s assessment French-speaking Switzerland scored
high on Intellectual Autonomy (curiosity, broadmindedness, creativity). The
latter finding is confirmed by both quantitative (Future Orientation) and
qualitative findings of this dissertation. Schwartz’s dimension of Hierarchy is
similar to Triandis’s Vertical and Horizontal Orientation. In the qualitative
empirical part of this dissertation Hierarchy values were found to be less
important in German- and Italian-speaking Switzerland. In the quantitative part,
societal Power Distance scores were quite homogenous while organizational
culture Power Distance differed considerably between the German-speaking
Switzerland and the Latin cluster (Cf. chapter 3.3.3). It is important to recall
that Power Distance was operationalized as “following the superior without
question”, which is not equivalent to Schwartz’s Hierarchy value type. Still,
this dissertation’s findings offer a more specific picture of the different
practices and value orientations relating to power, and to a certain degree,
hierarchy: in an organizational setting, more power is accepted and expected in
Italian- and French-speaking Switzerland. The value types relating to the
Autonomy dimension are partly confirmed by the Collectivism dimensions
assessed in this dissertation. Finally, Schwartz’s empirical assessment of the
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Egalitarianism dimension is confirmed by the low Assertiveness score assessed
in this dissertation.
In summary, many similarities with existing empirical Swiss societal culture
scores were discovered. Hofstede, Hampden-Turner and Trompenaars,
Schwartz, and House et al. have all, to a certain extent, adopted an etic
approach. This dissertation attempted to combine an etic with an emic
approach, a view from within. This last approach provides considerably more
detail than purely etic approaches.
A further aspect that seems to set apart cultures in Switzerland is the
emphasis on the personal level vs. the ”topic” or “issue” level. A correlation of
this aspect or dimension with the Humane Orientation dimension could be
hypothesized. The emphasis on the personal level was mentioned as a
characteristic of Italian-speaking Switzerland. This region scored higher than
the other regions on As Is Humane Orientation, which would confirm the
hypothesized correlation, but scored consistently lower than the other regions
on the To Be scores, which raises doubt about a possible correlation.
Cultural dimensions within Switzerland should be measured on an ongoing
basis, not only from a political, (Cf. SOPHIA), but also from a cross-cultural
management point of view. Such ongoing measurement would help identify the
dynamics and evolution of diversity in Swiss societal cultures. It would be
interesting to observe whether Italian- and French-speaking Switzerland
increasingly orient themselves culturally towards neighboring Italy and France,
or if Swiss cultures are converging. Culture could also be assessed at the
organizational level and, onerous as the task may be, monitoring the evolution
of old and new cultures would be possible and could support decision-making
processes in the management of organizational culture.
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Implications for theory

Due to its explorative nature, this dissertation did not specifically aim to
construct a theory. Based on the combination of quantitative and qualitative
findings, two frameworks were presented in chapter 3.3.9. These frameworks
may contribute to cross-cultural research as a set of hypotheses to be further
tested. Sutton and Staw (1995: 376) assert that hypotheses, as is with data, are
not theories. More benevolent views on the nature of theory are presented by
Weick (1995: 385) and DiMaggio (1995: 390). Weick argues, for instance, that
theory is an “approximation” in organizational studies, and in this sense a set of
hypotheses may be well be part of a “theorizing” process (Weick, 1995: 385). I
have adopted Sutton and Staw’s more rigorous view in this dissertation, and
consequently argue that the presented frameworks contain hypotheses that may
eventually lead to theories after a number or replications.
While some implications for theory exist, most of the implications concern
areas of future research. The first theoretical implication involves a criticism
that is quite common in cross-cultural management research, and was discussed
in some of the preceding chapters: a common and generally accepted definition
and operationalization of culture and its dimensions is necessary for more
rigorous and specific theoretical cross-cultural management propositions
(Søderberg and Holden, 2002: 111).
The second theoretical implication relates to the interdisciplinary character
of cross-cultural management (CCM) research and to the lack of encompassing
conceptual frameworks. Of the many scientific disciplines involved in the field
of applied CCM research, organizational behavior, cross-cultural psychology,
sociology and anthropology are the most important. I have discussed the
significance of the individual level of analysis in chapter 2.9 and, for example,
concluded that more constructs from cross-cultural psychology (e.g. emotion
and motivation) need to be integrated in cross-cultural management research to
allow specific inferences from culture to organizational behavior. The

346

Conclusions

integration

of

psychological

constructs

would

also

enable

societal,

organizational and individual level of analysis to be linked in an encompassing
conceptual framework. A combination of House et al’s and Steers and SanchezRunde’s frameworks (Cf. chapter 2.1.3) could, for example, alleviate this
problem, and would allow further examination of the ways culture influences
organizational behavior (Cf. Steers and Sanchez-Runde, 2002; Kirkman and
Shapiro, 1997; Lonner and Adamopoulos, 1997; Triandis, 1995b).
A more specific area of future research would be the interaction between the
trust and cross-cultural management constructs (Cf. Johnson and Cullen, 2002;
Pirinen, 2000). In the interviews, the eminent role of trust in virtual crosscultural teams led by many interviewees was repeatedly emphasized. Adler’s
model of work group development stresses the importance of trust building in
the first stage that has to be overcome by a cross-cultural team (Adler, 1991:
137). How such trusting behavior is expressed and whether the determinants
are culturally contingent may be a specific area of future research. A
comprehensive conceptual framework including the influence of national
culture on trust was recently presented by Johnson and Cullen (2002: 337).
Another promising area of future research may be seen in the combination
of knowledge management and culture (Cf. Bird, 2000; Osland and Bird, 2000;
Pirinen, 2000), although, to paraphrase von Krogh and Grand (2000: 13), in
today’s knowledge economy, knowledge management may be applied to
almost every other discipline. This applied field of cross-cultural knowledge
management could be defined as the identification, storage and retrieval of
culture-related knowledge.43 This dissertation has contributed to the
transformation of some implicit cultural knowledge (in Company A) into
explicit knowledge (von Krogh and Grand, 2000: 16).
Osland and Bird propose another area that illustrates the synergies between
culture and knowledge management. They argue that an understanding of what
Geertz (1973: 44) termed “control mechanisms” requires “the acquisition of
attributional knowledge, the awareness of contextually appropriate behavior
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[…]. Factual knowledge consists of descriptions of behaviors and attitudes. For
example, it is a fact that Japanese use small groups extensively in the
workplace. Conceptual knowledge consists of a culture‘s views and values
about central concerns” (Osland and Bird, 2000: 73, emphasis added). Osland
and Bird argue that a manager requires both attributional and conceptual
knowledge for true cultural understanding. Cross-cultural awareness, for
example, involves both conceptual and attributional knowledge of culture.
The role of dominant logic and justification is another example of an
application of knowledge management concepts to culture, particularly in view
of the forthcoming practical implications (Cf. von Krogh and Grand, 2000). If,
for example, an organization has an ethnocentric orientation, it may originate
from previous knowledge, which has most likely been confirmed by other
knowledge, and which was subsequently appropriated. The creation of new
knowledge induces a process of justification whereby the dominant logic (i.e.
ethnocentrism) and new knowledge (e.g. synergistic approach) are compared.
The result is that new knowledge is “accepted”, “returned” or “rejected” (von
Krogh and Grand, 2000: 18). The practical implications and the findings of this
dissertation will probably undergo a similar process at Company A, and in the
best case they will become appropriated knowledge.
Søderberg and Holden criticize the circumstances reported by current crosscultural research, according to which cultural differences invariably lead to
conflict, culture clash, culture shock, and other unfortunate organizational
outcomes. The authors propose instead that cultural differences should be
viewed as a new source of opportunities and competitive advantage (Søderberg
and Holden, 2002: 105). In line with Schneider and Barsoux (1997), they argue
that diversity should be treated as a resource rather than a threat, and emphasize
the role of learning and cross-cultural knowledge in a dynamic cross-cultural
environment. Cross-cultural management may be compared to the management
of “global knowledge networks” (Søderberg and Holden, 2002: 112). Bond et
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al. concur that along with cultural differences, also cultural similarities should
be examined (Bond et al., 2001: 26).
The practical rationale for combining culture and knowledge management
emerged during the interviews: cultural knowledge does not appear to be
evenly distributed among managers who are confronted with diverse cultures
on an ongoing basis. Knowledge management may provide the means to store,
make accessible and distribute this cross-cultural knowledge.

4.2

Implications for practice

This is the first empirical research study on cross-cultural management
within Switzerland that takes the three main language regions into account:
French-,

Italian-,

and

German-speaking

Switzerland.

The

practical

implications of such a study are manifold. The cultural differences found in this
dissertation were used in the sense of each region’s comparative strengths, to
create a categorization of Swiss cultures and two conceptual frameworks: one
of cross-cultural team roles and one of cross-cultural leadership in
Switzerland.
The societal, organizational and suborganizational cultures assessed have
several implications for management. The implications may be divided into two
categories: the implications in the first category increase cross-cultural
awareness but do not have a direct impact on management practices; the
implications in the second category also affect cross-cultural management
practices. I rate implications with an impact on management practices as more
valuable: according to the information gathered, measures increasing crosscultural awareness are already in place (e.g. regular management meetings in
the regions), whereas cross-cultural management practices at Company A are
less frequent.
Implications originate from two complementary sources. First, detailed
cross-cultural differences, arising from the cultural dimensions, interviews,

Conclusions

349

observations and unobtrusive measures, may be employed to increase crosscultural awareness or to adjust cross-cultural management practices. These
implications will be presented in the following chapter. Second, the
hypothesized frameworks may be employed directly for cross-cultural
management. The corresponding implications are presented in chapter 4.2.2.
The empirical evidence may also improve understanding of organizational
cultures. These implications will be presented in chapter 4.2.3.

4.2.1

Implications arising from empirical evidence

The assessed societal, organizational and suborganizational cultures have
revealed specific differences in four dimensions: Power Distance, Humane
Orientation, Family Collectivism and Assertiveness. These dimensions may
therefore specifically contribute towards enhanced cross-cultural awareness and
cross-cultural management in Switzerland. The analysis of romansch culture
would open a further perspective on the interplay of Latin and Germanic
cultures in Switzerland.
Cross-cultural awareness can be improved by adding new - explicit - crosscultural knowledge, or by correcting previously formed categories or
stereotypes. Some of the cultural differences found here may be further tested
in practice, and used to adapt or “fine-tune” managerial practices (e.g.
management by objective) in a cross-cultural perspective. A manager may, for
instance, recognize that German-speaking employees do not value “following
their superiors without question” (organizational Power Distance), although,
according to this dissertation’s interviews, they seldom manifest this
preference. Accordingly, he may decide to involve his subordinates more
closely, i.e. adopt a more participative management style in German-speaking
Switzerland. Some societal culture scores may also help to mitigate certain
stereotypes, e.g. that Italian- or French-speaking Switzerland are not as
performance oriented as German-speaking Switzerland.
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One unresolved theoretical issue is whether culture has a direct effect on
organizational outcomes, or whether its effect is merely mediating. Kirkman
and Shapiro argue that cultural values create resistance towards management
initiatives, which leads to negative organizational outcomes (Kirkman and
Shapiro, 2001: 6-7). Other authors such as Hofstede (2001) assert that cultural
values have a direct effect on factors such as commitment and job satisfaction.
The way culture affects organizational outcomes is an area of further research.
Cultural dimensions
The differences found in the Power Distance dimension have various
implications, two of which were already presented in chapter 3.3.3. The first of
them related to goal-setting strategies and the acceptance of goals. In practical
terms, participative goal development should be employed more often in
German-speaking Switzerland; in the other regions assigned goals are more
likely to be accepted.
The second implication concerns the manager’s self-image in high (decisive
and benevolent) and low (orderly) Power Distance countries. The practical
implications will be discussed later in this chapter.
Hofstede’s implications of low Power Distance and high Uncertainty
Avoidance value orientations for goal-setting practices were also presented in
chapter 3.3.3. The practical implication for German-speaking Switzerland is
that Management by Objectives (MbO) is likely to be endorsed to a greater
extent in this region than in the others: the objectives are internalized and
“become the subordinate’s super-ego” (Hofstede, 2001: 391).
A further implication refers to the preferred managing style: low Power
Distance countries prefer a “consultative” manager; high Power Distance
countries prefer a “paternalist” manager. The practical implication is that
employees in German-speaking Switzerland are more likely to accept a
consultative leadership style than a paternalist one, and vice-versa for Frenchand Italian-speaking Switzerland. Analogously to Triandis’s matrix presented
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in chapter 2.4.3, I hypothesize that combinations of subordinates expecting a
paternalist style with a supervisor with consultative behavior are not effective.
Another implication for line managers and human resources employees is that
Swiss-German managers, on average, are more likely to assess themselves as
“orderly”, whereas Swiss-French and Swiss-Italian managers are more likely
to assess themselves as “decisive” and “benevolent”. While these implications
mainly affect the category of cross-cultural awareness, specific recruiting or
development practices may be derived from them.
The resistance to self-managed teams was also found to be culturally
contingent and is an additional source of implications. Individuals from high
Power Distance countries will resist a high level of self-management more than
low Power Distance individuals (Kirkman and Shapiro, 1997: 737).
Accordingly, self-managed teams should be implemented more frequently in
German-speaking Switzerland than in the other regions.
Another implication arises from the correlations between closeness of
supervision and satisfaction in low and high Power Distance countries and is
reported in detail in chapter 3.3.3. Close supervision is therefore more likely to
lead to increased levels of satisfaction in Italian- and French-speaking
Switzerland than in the other regions.
The empirical findings of a combination of high Power Distance and
Assertiveness in the organizational culture value orientations for French- and
Italian-speaking respondents are confirmed by Hofstede to form a common
pattern among high Power Distance countries (Hofstede, 2001: 105). The
organizational value orientation scores in this dissertation confirm an aboveaverage correlation between Power Distance and Assertiveness (.433, p<.01).
This has practical implications for cross-cultural awareness insofar as it can be
assumed that higher levels of Power Distance coupled with more Assertiveness
may be found in French- and Italian-speaking Switzerland.
Small and not entirely consistent differences were also found in the
Collectivism dimensions. The inconsistency has two sources: in the quantitative
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analysis, the items corresponding to the Family Collectivism dimensions were
operationalized differently at the societal and organizational levels and the
resulting scores varied considerably in comparison with House et al’s scores;
however, qualitative evidence indicated more substantial differences in the
levels of Collectivism, particularly between German- and Italian-speaking
Switzerland. Based on the combined evidence, I assume that societal Family
Collectivism is slightly higher in Italian-speaking Switzerland compared to the
other regions. This implies a slightly higher long-term orientation in terms of
goal-setting, and lower levels of social loafing. Collectivism also has an impact
on motivation: collectivists’ motive structure is more receptive and adaptive to
others; individualists’ motive structure reflects their internal needs and is more
resistant to social pressure (Cf. Triandis, 2002). The previously discussed
empirical assessments of Vertical and Horizontal Individualism and
Collectivism (Cf. chapter 4.1.1) has some practical implications as well. The
implications for goal-setting were previously discussed as Power Distance
implications. According to Kirkman and Shapiro, high levels of Individualism
determine resistance to team work (Kirkman and Shapiro, 2001: 6-7). The
Collectivism scores would therefore indicate less resistance to team work in
Italian-speaking Switzerland, and this is confirmed by the higher team
orientation found using the unobtrusive measures for the same region. The
relatively high level of Institutional Collectivism found in this dissertation is
interesting in relation to a) the lower levels of societal Family Collectivism it
assessed, and b) the other empirical assessments indicating that Switzerland is
one of the most individualistic cultures. The Institutional Collectivism scores
show that at the organizational level, while loyalty to the group is rated higher
than the pursuit of individual goals (Cf. questionnaire in Appendix I), collective
goal orientation could be more important at Company A than at other
organizations. It is possible that these values reflect the back-office professional
culture selected and that in a front-office, more sales-oriented professional
culture, Institutional Collectivism would be lower.
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One final remark concerns the dimension of Performance Orientation: the
societal and organizational scores demonstrate that regional differences in
Performance Orientation are minimal. This contradicts current stereotypes,
which were also mentioned in the interviews, that Latin cultures are less
performance-oriented than German-speaking Switzerland.
Cultural entities / Levels of analysis
The implications presented in the preceding section combined cultural
differences found at the societal and organizational levels. The fact that some
cross-cultural differences arise not only at the societal but also at the
organizational level demonstrates that societal culture has an influence on
organizational culture (Cf. Figure 2). However, a lack of a common and strong
organizational culture that overrides societal culture differences may also be a
cause. Researchers such as Brewster (2002: 133) present conflicting views on
whether organizational culture ought to override societal cultures (Cf. Laurent,
1986). A poor match between societal and organizational culture may, for
example, impede the acceptance and implementation of human resources
procedures (Cf. Triandis, 2002).
Differences between societal and organizational culture, for example with
respect to the Uncertainty Avoidance dimension, indicate that societal culture
does not influence organizational culture in the same way in all dimensions.
The high level of organizational Uncertainty Avoidance value orientation, for
example, may be determined by internal or external contingencies. Hofstede
(2001: 165) has demonstrated that Uncertainty Avoidance is positively
correlated with employment stability: a desire (To Be) for higher organizational
Uncertainty Avoidance, in this sense, corresponds to a desire for increased
employment stability.
The suborganizational level scores displayed minor but interesting
differences compared to the organizational level. The analysis of the
relationship between the societal, organizational and suborganizational levels
gave rise to the following hypothesis regarding the dynamics of value
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orientations in different cultural entities: the smaller the cultural entity (e.g.
organizational vs. suborganizational culture), the lower the Assertiveness and
the higher the Humane Orientation value orientation scores. This insight may
prove helpful in the context of defining and implementing organizational
subcultures.
The interviews revealed that organizational subcultures exist in three of nine
organizational units analyzed. The finding that organizational culture is more
important to Italian-speaking respondents, and suborganizational culture is
more

important

to

German-speaking

respondents

also

has

practical

implications: in German-speaking Switzerland, sufficient attention should be
paid

to the management of suborganizational culture (e.g. teams and

subdepartments), whereas in Italian-speaking Switzerland such efforts would be
less effective, both because organizational culture is deemed as more important,
and because employees do not seem to value workshops or other means of
explicitly managing organizational culture (Cf. chapter 3.3.6).
Other empirical evidence
The Swiss leadership prototypes assessed in this dissertation were found to
vary in three culturally-contingent leader attributes: Sensitive, Provocative, and
Cautious. Again, most implications deal with perceiving these differences, i.e.
with cross-cultural awareness. These differences may also have an impact on
management practices, but as stated by one interviewee, behavior is highly
resistant to change, and some of the findings with respect to cultural differences
might imply such a change in the superior’s behavior. Specifically, a manager
could try to refrain from being provocative in French-speaking Switzerland,
address the interpersonal relationship level more often in Italian-speaking
Switzerland, and be less cautious in German-speaking Switzerland. According
to House et al’s framework, leadership prototypes determine leadership
acceptance and effectiveness (Cf. chapter 2.1.3).
Some implications also relate to new findings that have emerged from the
qualitative investigation. One of these findings was the higher emphasis on
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personal relations by Italian-speaking employees. In contrast, Germanspeaking employees, according to the evidence collected in the interviews, “get
straight to the point”, i.e. are more goal-oriented and do not devote much time
to the personal level before addressing the issues to be discussed as it seems to
be the case in Italian-speaking Switzerland. This latter behavior is seen as
ineffective, for example, in negotiations for which a fit at the personal level
must be established before the negotiation topics can be addressed (Fisher et
al., 1991). The higher emphasis on communication and networking in Italianspeaking Switzerland found in the interviews is partly related to the previous
finding, and has implications in terms of team roles, which are discussed in the
next chapter.
The combined results of quantitative and qualitative results yielded a
categorization of Swiss language regions. According to the hypothesized
categorization, German-speaking Switzerland is supposed to correspond more
to

the

Horizontal/Individualist/Independent

profile,

French-speaking

Switzerland to the Vertical/Individualist-Independent profile, and Italianspeaking Switzerland to the Horizontal/Collectivist-Interdependent profile.
Some of the implications of this categorization concern the awareness of the
different types of emotions in the categories. Emotional capabilities such as
empathy (Cf. Goleman, 1999) need to be complemented by the corresponding
cross-cultural awareness, in order to be able to understand aspects such as
different emotional expressions.
Other implications of this dissertation are suggested by a few interviewees
in the form of cross-cultural management measures that they have already
implemented (Cf. chapter 3.3.6). These practices have been considered in the
frameworks proposed in this dissertation, particularly in the Swiss crosscultural team roles framework.
Several of the preceding implications are not only relevant to the managers
themselves, but also have an influence on human resource management
practices. I specifically wish to mention the recruiting, staffing and personnel
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development functions. Management positions in Italian-, French- and Germanspeaking Switzerland should be staffed with managers matching the leadership
prototypes and the specific cultural dimensions in each region. In addition,
managers leading Swiss cross-cultural teams should have a high cross-cultural
awareness, for example by having lived and worked in some of the managed
regions, and be ready to adapt their managerial practices to the regional cultures
in the previously described ways. Appropriate cross-cultural awareness
training, in a Swiss cross-cultural perspective as well as a global perspective,
should be offered by personnel development managers.

4.2.2

Implications arising from the proposed frameworks

The first of these frameworks deals with cross-cultural team composition
and cross-cultural team roles in particular, and was presented in chapter 3.3.9.
The generic hypothesis is that employees have specific comparative strengths
by language region, and that these may be purposely exploited. The general
proposition is that teams ought to be staffed both according to their functional
knowledge and to their culture-related strengths, in line with the presented
cross-cultural team roles. Accordingly, the ideal team in Switzerland would be
composed

of

Swiss-French

(creative

and

innovative),

Swiss-Italians

(communicators and networkers) and Swiss-Germans (analytic and systematic).
However, two main hurdles must be overcome in order to accomplish this. The
first hurdle is mobility: the empirical evidence in this dissertation suggests that
Swiss-French are less willing to move to German-speaking Switzerland to work
there. The second hurdle is communication: according to the same evidence,
Swiss-French are less willing to speak German than Swiss-Italians. The first
problem may be solved with virtual teams, whereas the second requires
individuals with appropriate language skills and the flexibility and willingness
to work in a team in a synergistic manner (Cf. Adler, 1991).
Implications of cross-cultural leadership relate to the second framework
presented in chapter 3.3.9. The first hypothesis included in the second
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framework is that transformational leadership is more effective in French- and
Italian-speaking Switzerland, whereas a transactional approach is more
effective in German-speaking Switzerland. This second framework and set of
hypotheses may be perceived as more controversial, but this chapter presented
a clear chain of evidence leading to the a posteriori hypotheses that compose
this framework. This has implications for human resources functions such as
staffing and development, but also for management itself, particularly in terms
of cross-cultural awareness. As seen in chapter 2.8.2, a leader often employs
the transformational as well as the transactional approach. Therefore, the same
leader may decide to weight the transformational style in Italian- and Frenchspeaking Switzerland, and the transactional style in German-speaking
Switzerland.

4.2.3

Implications for organizational culture

The quantitative empirical part of this dissertation has also analyzed cultural
dimensions at the organizational and the suborganizational level, and
compared the various cultural levels based on different criteria (perception,
importance and homogeneity). These implications are important as Denison
and Mishra (1995) found that organizational culture is related to important
organizational outcomes such as performance.
The implications arising from the analysis are that the suborganizational
level (Department, Ressort, and Sector) is particularly important to Germanspeaking respondents in Company A, whereas the organizational level is more
important to Italian-speaking respondents. Accordingly, more time should be
spent managing suborganizational culture in German-speaking Switzerland,
and less time in Italian-speaking Switzerland. Managers should also recognize
that suborganizational culture should be managed differently in the Swiss
regions (Cf. Schein, 1992). As a reminder, value congruence between the
organization and the employee was previously found to be a determinant of
selection and socialization practices within organizations (Chatman, 1991).
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The gap between As Is and To Be may be a further source of implications.
Figure 53 summarized the differences between As Is and To Be on the
considered levels of analysis. On the suborganizational culture level the gap
between current practices and value orientations is considerably smaller,
compared to the other levels. Although this partly contradicts the previously
made conclusion about the differing importance of cultural levels, it seems that
the suborganizational level is better suited to meet the employee’s needs in
terms of cultural value orientations.
Another, more general implication relates to the creation or adaptation of
organizational culture (Cf. Pettigrew, 1979; Laurent, 1989). This case study has
revealed how organizational culture is particularly persistent once it has been
established. The evidence from the interviews also demonstrates how old
organizational and suborganizational cultures continue to survive, despite the
implementation of new ones. The implication is that organizational culture and
its components (e.g. values) should rarely be changed. Although this aspect was
not specifically analyzed, it seems to take a considerable amount of time before
values that have been defined “top-down” are perceived by the employees at
lower levels of the hierarchy.
An interesting point emerging from the interviews is the interaction of
brand and organizational culture, and the outward effect of a brand and
organizational culture towards customers and stakeholders (Cf. Scholz, 1997,
chapter 2.1.2). Many interviewees mentioned the importance of top
management as a role model in living up to the defined values both internally
and externally. Externally, top management’s behavior is supposed to
determine how the brand and the organization as a whole are perceived by
customers and stakeholders: unethical, aggressive, or arrogant behavior on the
part of top management, report some interviewees, is immediately translated
into the brand and attributed to the whole organization. A possible implication
of the hypothesized strong causal relationship between top management
behavior, brand, and organizational culture is that top management must
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identify personally with the defined organizational culture. A lack of
identification and subsequent deviant behavior leads to uncertainty, both
internally and externally.
A further finding of the empirical qualitative part dealt with the interaction
between societal culture and organizational culture. Company A has
experienced an ongoing centralization effect since 1993. Before, the
organization was as fragmented and capillary as societal culture in Switzerland.
Each town had its own branch, with its own back-office, and was almost fully
autonomous. Basel, Zurich, Lausanne, Lugano and Chiasso were some of the
most important branches in Switzerland. When the concentration process began
at the back-offices local services were consolidated into regional centers. In
Italian-speaking Switzerland, for example, this consolidation and automation
process reduced the workforce from about two hundred in 1993 to about sixty
or so employees currently working in the back-office in Italian-speaking
Switzerland. The impact of this consolidation process on organizational culture
was that societal and organizational culture, in the back-office, began diverging
increasingly, as local centers (e.g. in St.Gallen) were closed in favor of
centralized regional service units (e.g. in Winterthur or Zurich). The hypothesis
is that local societal cultures decreased in importance in the workplace, whereas
organizational culture became more and more important. This process of
concentration is currently in full swing. Front organizations face a slightly
different context: front-offices (e.g. customer relationship managers) are
organized locally, i.e. they are located where the customers are, and most
probably they are still strongly influenced by local societal cultures. Although
this aspect has not been specifically analyzed, it would deserve further
attention. The consequence is that two opposed cultural forces exist at
Company A: the first concentrates local cultures into regional and central ones
for internal services such as back-office, controlling, and IT; the second is
oriented towards the customer, i.e. towards the neighboring countries, Italy,
Germany and France (Schein, 1992: 259).
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A hypothesis regarding the degree of outward-orientation of German-,
Italian- and French-speaking Switzerland has been presented in chapter 3.3.6.
In line with Hofstede’s previously presented definition of identity and culture
(2001), the hypothesis was further detailed: in the future, Italian- and Frenchspeaking Switzerland will probably retain their subcultures, but will
increasingly share an identity with their neighboring countries.

?

Figure 72: Outward orientation of the language regions; Source: author

Whether German-speaking Switzerland will share a common identity with
Germany in future is unclear: there are signs that German-speaking Switzerland
is less open towards its neighbor than the other language regions. This is also
supported by previously presented evidence as well as by Miauton and
Reymond’s SOPHIA study findings presented in chapter 1.6.4.
Many scenarios hypothesizing the future evolution of Swiss societal culture
can be devised. Figure 72 indicates such a scenario where Italian- and Frenchspeaking Switzerland increasingly orient themselves towards their neighboring
countries, economically, culturally, and perhaps increasingly, politically.
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Despite the fact that cultural differences are inherently of interest for
comparative management, and were therefore predominantly the focus of this
dissertation, the empirical data examined by this dissertation also show many
common traits between the regions. These similarities should be paired with the
identified differences and comparative strengths, and combined in a synergistic
approach to cross-cultural management in Switzerland.

43

http://www.diemers.net/sub/doc/pdf/diemers_knowledgeandculture.pdf, accessed on October 23,

2002.
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Appendix A - Selected definitions of culture
(Source: various authors quoted in House et al., 1999)
− A patterned way of thinking, feeling, and reacting, acquired and transmitted
mainly by symbols, constituting the distinctive achievements of human
groups, including their embodiments in artifacts [...].
− The collective programming of the mind which distinguishes the members of
one human group from another.
− The part of the environment that is created or modified by human beings.
− Systems of shared meanings placed upon events.
− Norms, roles, belief systems, laws and values that form meaningful wholes
and which are interrelated in meaningful ways.
− A historically transmitted pattern of meanings embodied in symbols, a system
of inherited conceptions expressed in symbolic forms by means of which men
communicate, perpetuate, and develop their knowledge about and attitudes
toward life.
− A learned, shared, compelling, interrelated set of symbols whose meanings
provide a set of orientations for members of a society.
− The cumulative deposit of knowledge, experience, meanings, beliefs, values,
attitudes, religions, concepts of self, the universe and self-universe
relationships, hierarchies of status, role expectations, spatial relations, and
time concepts acquired by a large group of people in the course of generations
through individual and group striving.
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Appendix B – Cultural Diversity in Organizations
(Source: Adler, 1991)
Perception:
What is the
perceived impact
of cultural
diversity on the
organization?

Strategy:
How should the
impact of cultural
diversity on the
organization be
managed?

Most likely
outcomes:
What can be
expected with this
perception and this
strategy?

Frequency:
How common is
each of these
perceptions and
strategies?

Parochial

No impact:

Ignore
differences:

Problems:

Very
uncommon

Our way is
the only way.

Cultural diversity
is seen as having
no impact on the
organization.

Ignore the impact
of cultural
diversity on the
organization.

Problems will
occur but they will
not be attributed to
culture.

Ethnocentric

Negative impact:

Minimize
differences:

Some problems and
few advantages:

Our way is
the best way.

Cultural diversity
will cause
problems for the
organizations.

Minimize the
source and the
impact of cultural
diversity on the
organization. If
possible, select a
monocultural
workforce.

Problems will be
reduced as
diversity is
decreased while the
possibility of
creating advantages
will be ignored or
eliminated.
Problems will be
attributed to
culture.

Synergistic

Potential negative
and positive
impacts:

Manage
differences:

Some problems and
many advantages:

Creative
combinations
of our way
and their way
may be the
best way.

Cultural diversity
can
simultaneously
lead to problems
and advantages
for the
organization.

Train
organization
members to
recognize cultural
differences and
use them to create
advantages for
the organization.

Advantages to the
organization from
cultural diversity
will be recognized
and realized.

Type of
organization

Some problems
will continue to
occur which will
need to be
managed.

Common

Very
uncommon
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Appendix C – Organizational Culture Assessment
(Source: based on Schein, 1992)
SURVIVING IN THE EXTERNAL ENVIRONMENT
What is the fundamental mission of the organization?
Mission Strategy
and Goals
What is its reason for existence?
How does the organization’s strategy and goals fit the mission?
Where did this set of strategies and goals come from?
Is the strategy based on formal reasoning or logic or is it also based upon a
set of beliefs and biases of the organization’s founder’s or leaders?
What are the error detection systems in the organization?
Error Detection
and Correction
What counts as an error in the organization and why?
Systems
How do people discover that they are not meeting their goals?
What do people do when they discover errors or failure to meet goals? Are
there variations in the organization as to how errors are defined and treated?
INTEGRATING THE HUMAN ORGANIZATION
Does the organization use common language and jargon that are taken for
Common
granted but will be found strange by an outsider?
Language and
Concepts
What do outsiders find different about the language used by employees?
To what degree is the meaning of language embedded in the context of the
organization rather than in the literal meaning of words?
What are the badges of membership in the organization?
Group
Boundaries:
Are there special symbols or privileges used to designate membership?
Who’s In Who’s
How are the insider and outsider perceived and defined?
Out?
What is the process of inducting someone new to the organization?
How appropriate is it to interrupt the boss when he/she is speaking?
How are
relation-ships
If one disagrees with the boss can disagreements be aired? How?
defined?
How is performance assessed in the organization? Is it formal or informal?
Can family and personal problems be brought to work or is there a taboo
against this?
At informal events with colleagues in the organization what is talked about?
In the work situation what is considered a reward and a punishment?
Allocating
To what signals do people pay attention to in order to figure out how they
Rewards and
are doing?
Status
When some people get visible rewards is it clear what they did to deserve
them?
What is the basis for higher and lower status in the organization?
What are the Norma and rules for getting ahead?
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Appendix C (continued)
DEEPER ASSUMPTIONS
How does the organization define itself relative to other organizations in its
Relationship to
area of expertise or business?
the environment
Does it view itself as dominating, just fitting into a niche or passively
accepting what comes along?
What are the assumptions or “messages” behind the incentive and control
Assumptions
systems in the organization?
about Human
Do these systems communicate trust or distrust in the employees?
Nature
Does the organization believe employees can be developed or is it a matter
of selecting the right kinds of people?
When decisions are made in the organization what is the process used?
What are decisions based on: facts, values, biases hunch?
What norms about time exist in the organization?
Time and Space
What does it mean to be late or early?
Do meetings start and end on time? Is there variation? What explains the
variation?
Do people do two or more things at the same time or one thing at a time?
Do people do two or more things at the same time or one thing at a time?
How does the organization react to missed targets or schedules?
How does the physical layout of the organization reflect working style and
status?
How do people express their rank through spatial arrangements?
How is privacy defined?
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Written
Communication
Listening
Oral Expression
Oral Presentation

Independence

Stress tolerance
Resilience
Detail
Consciousness
Self-Management
Change-oriented

Planning
Perspective
Learning-oriented
Technical Expertise

Integrity

Communication
Reading

Personal
Adaptability

Creativity

Numerical
Interpretation
Judgment
Critical Faculty

Intellectual
Information
Collection
Problem analysis

(Source: based on Dulewicz, 1998: 2)

Negotiating

Flexibility
Ascendancy

Sensitivity

Persuasiveness

Inter-personal
Impact

Appendix D – Dulewicz’ Competence Framework
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Leading

Motivating Others
Developing Others

Appraising

Empowering

Leadership
Organising

Initiative
Customer-Oriented

Energy
Concern for
Excellence
Tenacity

Business Sense

Decisiveness

Result-orientation
Risk Taking
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Appendix E – Unobtrusive Measures
(Source: House et al., 1997: 99)
Intolerance of
Uncertainty

Eating Practices (advanced preparation and announcements)
Mean Age of Chief Executive Officers
Public Transportation (adherence to schedule, publication of
schedules)
Existence and enforcement of rules
Life Insurance Penetration/Disposable Income
Work practices (adherence to schedule, existence and enforcement of
rules)

Power
Stratification

Distribution of Wealth
Number of Job Titles
Centralization of Decision
Public Symbols of Leaders
Eating Practices (Special status related eating places, who eats with
whom)
Public Transportation (reserved places for selected minorities)
Work practices (number of hierarchical levels, span of control, work
space allocation, perquisite allocation, differential attire according to
status, use of titles)
Modes of Address reflecting status equality or differences

Individualism
- Collectivism

Left Handedness (reflecting pressure toward conformity)
Prevalence of Extended Families
Sports and Entertainment Practices
Last Child Predominantly Male (Except China)
Eating Practices (Collective food purchasing, communal dishes, and
sharing)
Transportation practices (shared versus individualized)
Work practices (job design - team versus individual , allocation of
responsibilities, collaborative effort)
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Appendix E (continued)
Femininity –
Masculinity

Gender Role Differentiation
Characteristics of National Heroes
Characteristics of Heroes in Myths and Stories
Work practices (gender distribution for high and low status positions,
gender differentiation and discrimination, tolerance of sexual
harassment
Female versus Male Literacy
Percentage of Females in High Positions

Affiliative/
Humane
Orientation

Treatment of Minorities
Prison Practices
Treatment of Poor
Quality of food and eating places for the elderly, poor, imprisoned
Public Transportation (affordability for poor)
Work practices

Future
Orientation

Research and Development Expenditures
Planning Practices
Investment Practices
Tax Incentives for Investment
Eating Practices (Inverse of fat, sugar, alcohol consumption)
Work practices (planning, preparation, employee development))

Performance
Orientation

New Business Start-ups per Year
Tax Incentives for New Businesses
Emphasis on occupational education
Eating Practices (inverse of time devoted to meals)
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Appendix F – Predicted Effective Leadership Style
A priori hypotheses predicting effective leadership style from societal and
organizational culture
(Source: House et al., no date: 86)
Second Order Leadership Factor
Charismatic/Value Based
Team Oriented

Participative

Humane Orientation
Autonomous
Self-Protective

Predicted Culture Dimension
1. Performance Orientation
2. Future Orientation
3. Humane Orientation
1. Collectivism I
2. Collectivism II
3. Humane Orientation
4. Assertiveness
5. Uncertainty Avoidance
1. Assertiveness
2. Power Distance
3. Humane Orientation
4. Power Distance
1. Humane Orientation
2. Gender Egalitarianism
1. Collectivism I
2. Collectivism II
1. Humane Orientation
2. Power Distance
3. Uncertainty Avoidance
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Appendix G – Leadership Factors per Country
(Source: House et al., 1999: 57-59)
Country

N

Albania
Argentina
Australia
Austria
Bolivia
Brazil
Canada (E)
China
Colombia
Costa Rica
Czech Republic
Denmark
Ecuador
Egypt
El Salvador
England
Finland
France
Georgia
Germany (W)
Germany (E)
Greece
Guatemala
Hong Kong
Hungary
India
Indonesia
Ireland
Israel
Italy
Japan
Kazakhstan

109
154
345
169
105
264
257
160
290
115
248
327
50
201
27
168
430
329
268
414
44
234
116
171
186
231
365
157
543
269
197
121

Charismatic

Teamoriented

5.70
5.98
6.09
6.03
6.01
6.01
6.16
5.57
6.04
5.95
5.91
6.01
6.46
5.57
6.08
6.01
5.94
4.93
5.65
5.84
5.87
6.02
6.00
5.67
5.91
5.85
6.15
6.08
6.23
5.99
5.49
5.54

5.87
5.99
5.81
5.74
6.10
6.17
5.84
5.57
6.07
5.81
5.87
5.70
6.21
5.55
5.95
5.71
5.86
5.11
5.86
5.49
5.51
6.12
5.94
5.58
5.91
5.72
5.92
5.82
5.91
5.87
5.56
5.73

Selfprotective
4.55
3.46
3.05
3.07
3.83
3.50
2.96
3.80
3.37
3.55
3.14
2.82
3.63
4.21
3.44
3.04
2.55
2.82
3.90
2.97
3.33
3.49
3.77
3.68
3.24
3.78
4.13
3.01
3.64
3.26
3.61
3.36

Participative
4.51
5.89
5.71
6.00
5.30
6.06
6.09
5.05
5.51
5.54
5.85
5.80
5.51
4.69
5.40
5.57
5.91
5.90
4.89
5.88
5.70
5.81
5.45
4.87
5.23
4.99
4.61
5.64
4.96
5.47
5.08
5.10

Humane
5.15
4.70
5.09
4.93
4.56
4.84
5.20
5.18
5.05
4.99
4.58
4.23
5.13
5.14
4.69
4.90
4.30
3.82
5.61
4.44
4.60
5.16
5.00
4.89
4.73
5.26
5.43
5.06
4.68
4.37
4.68
4.26

Autonomous
3.81
4.55
3.95
4.47
3.92
2.27
3.65
4.07
3.34
3.46
4.65
3.79
3.53
4.49
3.47
3.92
4.08
3.32
4.57
4.30
4.35
3.98
3.38
4.38
3.23
3.85
4.19
3.95
4.26
3.62
3.67
4.58
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Appendix G (continued)
Kuwait
Malaysia
Mexico
Morocco
Namibia
Netherlands
New Zealand
Nigeria
Philippines
Poland
Portugal
Qatar
Russia
Singapore
Slovenia
South Africa
(Black)
South Africa
(White)
South Korea
Spain
Sweden
Switzerland
Taiwan
Thailand
Turkey
U.S.A
Venezuela
Zambia
Zimbabwe

50
125
327
107
32
289
184
419
287
283
80
202
301
224
256

5.90
5.89
5.66
4.81
5.99
5.98
5.87
5.77
6.33
5.67
5.75
4.51
5.66
5.95
5.69

5.90
5.80
5.75
5.15
5.81
5.75
5.44
5.65
6.06
5.98
5.92
4.75
5.63
5.77
5.91

4.02
3.50
3.86
3.26
3.36
2.87
3.19
3.90
3.33
3.53
3.11
3.92
3.69
3.32
3.61

5.03
5.12
4.64
5.32
5.48
5.75
5.50
5.19
5.40
5.05
5.48
4.76
4.67
5.30
5.42

5.21
5.24
4.71
4.10
5.10
4.81
4.78
5.48
5.53
4.56
4.62
4.66
4.08
5.24
4.44

3.39
4.03
3.86
3.34
3.77
3.53
3.77
3.62
3.75
4.34
3.19
3.38
4.63
3.87
4.28

241

5.16

5.23

3.63

5.05

4.79

3.94

183

5.99

5.80

3.20

5.62

5.33

3.74

233
370
1790
321
237
449
301
399
142
80
46

5.53
5.90
5.84
5.93
5.58
5.78
5.96
6.12
5.72
5.92
6.11

5.53
5.93
5.75
5.61
5.69
5.76
6.01
5.80
5.62
5.86
5.97

3.68
3.39
2.82
2.93
4.28
3.91
3.58
3.16
3.82
3.67
3.21

4.93
5.11
5.54
5.94
4.73
5.30
5.09
5.93
4.89
5.29
5.58

4.87
4.66
4.73
4.76
5.35
5.09
4.90
5.21
4.85
5.26
5.18

4.21
3.54
3.97
4.13
4.01
4.28
3.83
3.75
3.39
3.43
3.37
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Appendix I – Questionnaire (continued)
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Appendix I – Questionnaire (continued)

PD Soc PD Soc UA Soc
As Is To Be As Is
3.50
1.88
4.50
76
76
76
1.701 1.366 1.409
3.75
2.45
4.86
44
44
44
1.542 1.438 1.391
3.70
2.55
4.35
40
40
40
1.381 1.552 1.272
4.50
3.00
5.50
6
6
6
2.168 1.897 0.548
3.65
2.23
4.60
166
166
166
1.603 1.477 1.366

UA Soc
To Be
2.96
76
1.351
3.27
44
1.484
3.60
40
1.429
3.17
6
1.329
3.20
166
1.416

Work
CHD Mean
N
Std. Dev.
CHF Mean
N
Std. Dev.
CHI Mean
N
Std. Dev.
Total Mean
N
Std. Dev.

PD Soc
To Be

1.56
64
0.889
2.72
53
1.486
2.59
49
1.755
2.23
166
1.477

PD Soc
As Is

3.31
64
1.699
3.91
53
1.510
3.82
49
1.523
3.65
166
1.603

4.61
64
1.387
4.72
53
1.459
4.45
49
1.243
4.60
166
1.366

UA Soc
As Is

2.72
64
1.278
3.38
53
1.390
3.65
49
1.451
3.20
166
1.416

UA Soc
To Be

Means comparison: Societal culture - Work

CHD Mean
N
Std. Dev.
CHF Mean
N
Std. Dev.
CHI Mean
N
Std. Dev.
AbroadMean
N
Std. Dev.
Total Mean
N
Std. Dev.

Origin

HO Soc
As Is
3.18
76
1.512
4.20
44
1.679
4.23
40
1.459
3.50
6
0.837
3.72
166
1.599

3.08
64
1.546
4.17
53
1.590
4.06
49
1.420
3.72
166
1.599

HO Soc
As Is

Means comparison: Societal culture - Origin

5.06
64
1.379
4.17
53
1.614
3.65
49
1.408
4.36
166
1.573

3.98
64
1.589
3.77
53
1.648
3.82
49
1.395
3.87
166
1.547

4.81
64
1.355
5.19
53
1.429
5.06
49
1.449
5.01
166
1.408

2.05
64
0.950
2.49
53
1.382
2.94
49
1.560
2.45
166
1.337

3.72
64
1.704
3.36
53
1.606
4.71
49
1.275
3.90
166
1.643

FC Soc
To Be

4.89
64
1.323
4.92
52
1.082
5.63
49
1.055
5.12
165
1.214

AS Soc
As Is

IC Soc IC Soc FC Soc FC Soc AS Soc
As Is To Be As Is To Be As Is
4.03
4.86
2.09
3.78
5.16
76
76
76
76
76
1.540 1.411 0.982 1.710 1.223
3.66
5.16
2.66
3.50
5.00
44
44
44
44
43
1.656 1.446 1.413 1.517 1.047
3.60
5.15
2.88
4.60
5.33
40
40
40
40
40
1.429 1.406 1.667 1.411 1.328
5.17
4.83
2.67
3.67
4.17
6
6
6
6
6
0.753 1.169 1.366 2.066 1.169
3.87
5.01
2.45
3.90
5.12
166
166
166
166
165
1.547 1.408 1.337 1.643 1.214

HO Soc IC Soc As IC Soc To FC Soc
To Be
Is
Be
As Is

HO Soc
To Be
4.86
76
1.439
4.36
44
1.586
3.53
40
1.502
3.67
6
1.211
4.36
166
1.573

3.29
63
1.373
2.87
53
1.442
2.53
49
1.309
2.93
165
1.404

AS Soc
To Be

4.45
64
1.918
4.36
53
1.991
4.80
49
1.708
4.52
166
1.880

GE Soc
As Is

AS Soc GE Soc
To Be As Is
3.20
4.53
75
76
1.356 1.908
2.89
4.43
44
44
1.482 1.946
2.43
4.48
40
40
1.338 1.867
3.17
5.50
6
6
1.169 1.049
2.93
4.52
165
166
1.404 1.880

1.78
63
1.337
2.72
53
1.747
2.63
49
1.704
2.33
165
1.639

GE soc
To Be

GE Soc
To Be
1.87
75
1.298
2.82
44
1.859
2.70
40
1.800
2.17
6
1.329
2.33
165
1.639

4.78
64
1.713
5.08
53
1.238
4.73
49
1.552
4.86
166
1.525

FO Soc
As Is

3.80
64
1.810
3.72
53
1.561
4.24
49
1.521
3.90
166
1.656

FO Soc
To Be

FO Soc FO Soc
As Is To Be
4.87
3.82
76
76
1.586 1.764
5.11
3.64
44
44
1.280 1.496
4.55
4.40
40
40
1.663 1.598
5.00
3.67
6
6
1.414 1.366
4.86
3.90
166
166
1.525 1.656

5.11
63
1.357
5.43
53
1.551
5.53
49
1.386
5.34
165
1.433

RO Soc
As Is

5.48
64
1.272
5.10
52
1.432
4.92
49
1.288
5.19
165
1.343

RO Soc
To Be

RO Soc
To Be
5.45
76
1.290
5.19
43
1.419
4.85
40
1.252
4.33
6
1.506
5.19
165
1.343
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RO Soc
As Is
5.04
75
1.399
5.57
44
1.453
5.58
40
1.466
5.83
6
0.983
5.34
165
1.433
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PD Soc
As Is
Mean
4.07
N
28
Std. Dev. 1.562
Mean
3.57
N
138
Std. Dev. 1.603
Mean
3.65
N
166
Std. Dev. 1.603

PD Soc
To Be
2.46
28
1.795
2.19
138
1.407
2.23
166
1.477

PD Soc
Work
As Is
Experience
< one year
Mean
3.00
N
3
Std. Dev. 1.732
>1 and < 5 y Mean
3.61
N
18
Std. Dev. 1.650
> 5 and < 10 Mean
3.50
y
N
18
Std. Dev. 1.425
> 10 year
Mean
3.69
N
127
Std. Dev. 1.631
Total
Mean
3.65
N
166
Std. Dev. 1.603
18
1.295
3.12
127
1.395
3.20
166
1.416

18
1.645
2.15
127
1.420
2.23
166
1.477

18
.767
4.49
127
1.425
4.60
166
1.366

UA Soc
To Be
2.00
3
1.000
3.39
18
1.577
3.83

PD Soc UA Soc
To Be As Is
1.33
4.33
3
3
.577
.577
2.56
4.67
18
18
1.723 1.328
2.67
5.33
18
1.715
3.72
127
1.627
3.72
166
1.599

HO Soc
As Is
4.00
3
1.732
3.67
18
1.372
3.67
18
1.501
4.32
127
1.588
4.36
166
1.573

HO Soc
To Be
3.33
3
2.082
4.56
18
1.504
4.61

UA Soc UA Soc HO Soc HO Soc
As Is To Be As Is To Be
4.43
3.18
3.46
3.96
28
28
28
28
1.345 1.362 1.401 1.551
4.63
3.21
3.77
4.44
138
138
138
138
1.373 1.432 1.636 1.571
4.60
3.20
3.72
4.36
166
166
166
166
1.366 1.416 1.599 1.573

Means comparison: Societal culture - Work experience

Total

Man

Woman

Gender

Means comparison: Societal culture - Gender
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18
1.779
3.87
127
1.535
3.87
166
1.547

IC Soc
As Is
3.33
3
1.528
3.94
18
1.514
3.89

IC Soc
As Is
3.79
28
1.707
3.88
138
1.519
3.87
166
1.547

FC Soc
As Is
2.86
28
1.671
2.37
138
1.250
2.45
166
1.337

18
1.227
4.95
127
1.458
5.01
166
1.408

18
1.514
2.29
127
1.242
2.45
166
1.337

IC Soc FC Soc
To Be As Is
6.33
2.67
3
3
1.155 1.528
4.89
3.06
18
18
1.183 1.589
5.28
2.94

IC Soc
To Be
4.82
28
1.541
5.04
138
1.382
5.01
166
1.408

18
1.396
3.74
127
1.663
3.90
166
1.643

FC Soc
To Be
2.67
3
1.155
4.89
18
1.410
4.22

FC Soc
To Be
4.39
28
1.524
3.80
138
1.653
3.90
166
1.643

18
.850
5.06
126
1.192
5.12
165
1.214

AS Soc
As Is
4.33
3
2.082
5.17
18
1.465
5.61

AS Soc
As Is
5.25
28
1.175
5.09
137
1.224
5.12
165
1.214

18
1.309
2.98
126
1.425
2.93
165
1.404

AS Soc
To Be
3.67
3
2.309
2.56
18
1.199
2.78

AS Soc
To Be
2.68
28
1.389
2.98
137
1.406
2.93
165
1.404

GE Soc
To Be
2.11
28
1.771
2.38
137
1.614
2.33
165
1.639

18
1.875
4.46
127
1.897
4.52
166
1.880

18
1.689
2.35
126
1.684
2.33
165
1.639

GE Soc GE Soc
As Is To Be
4.33
1.67
3
3
2.887
.577
4.61
1.83
18
18
1.720 1.249
4.89
2.83

GE Soc
As Is
5.18
28
1.722
4.39
138
1.889
4.52
166
1.880

18
1.815
4.96
127
1.444
4.86
166
1.525

FO Soc
As Is
4.00
3
1.732
4.50
18
1.757
4.67

FO Soc
As Is
4.71
28
1.697
4.89
138
1.493
4.86
166
1.525

18
1.809
3.85
127
1.619
3.90
166
1.656

FO Soc
To Be
4.00
3
2.646
3.89
18
1.711
4.28

FO Soc
To Be
4.57
28
1.526
3.77
138
1.654
3.90
166
1.656

18
1.676
5.40
126
1.369
5.34
165
1.433

RO Soc
As Is
5.67
3
1.528
5.06
18
1.662
5.11

RO Soc
As Is
5.32
28
1.565
5.34
137
1.411
5.34
165
1.433

18
1.274
5.21
126
1.341
5.19
165
1.343

RO Soc
To Be
6.00
3
1.000
4.89
18
1.491
5.28

RO Soc
To Be
5.21
28
1.663
5.19
137
1.275
5.19
165
1.343
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3.76
75
1.785
4.77
43
1.631
5.08
40
1.591
5.00
6
1.673
4.39
164
1.781

CHD

2.67
75
1.519
4.30
43
1.753
4.25
40
1.691
4.50
6
1.643
3.55
164
1.808

4.73
75
1.492
4.93
43
1.765
4.98
40
1.672
3.67
6
1.966
4.80
164
1.631

5.51
74
1.316
5.23
43
1.771
5.45
40
1.280
4.83
6
1.472
5.40
163
1.442

3.77
75
1.494
3.81
43
1.577
4.15
40
1.312
4.50
6
1.049
3.90
164
1.462

PD Org
As Is

3.33
63
1.666
4.87
52
1.560
5.24
49
1.465
4.39
164
1.781

Work

CHD Mean
N
Std. Dev.
CHF Mean
N
Std. Dev.
CHI Mean
N
Std. Dev.
Total Mean
N
Std. Dev.

2.29
63
1.170
4.27
52
1.728
4.41
49
1.657
3.55
164
1.808

PD Org
To Be

4.83
63
1.454
4.73
52
1.816
4.86
49
1.671
4.80
164
1.631

UA Org
As Is

5.55
62
1.237
5.23
52
1.711
5.39
49
1.382
5.40
163
1.442

UA Org
To Be

3.86
63
1.378
3.90
52
1.636
3.96
49
1.399
3.90
164
1.462

HO Org
As Is

4.08
75
1.421
4.88
43
1.515
4.07
40
1.559
5.00
5
1.225
4.32
163
1.510

IC Org
As Is

5.05
75
1.293
5.49
43
1.437
5.53
40
.784
5.17
6
1.169
5.29
164
1.237

IC Org
To Be

4.76
63
1.445
4.27
52
1.658
3.73
48
1.710
4.30
163
1.641

4.11
63
1.345
4.84
51
1.502
4.04
49
1.607
4.32
163
1.510

4.92
63
1.348
5.56
52
1.335
5.47
49
.819
5.29
164
1.237

HO Org IC Org As IC Org To
To Be
Is
Be

4.57
74
1.597
4.12
43
1.665
3.93
40
1.700
4.83
6
1.169
4.30
163
1.641

PD Org UA Org UA Org HO Org HO Org
To Be
As Is
To Be
As Is
To Be

Means comparison: Organizational culture - Work

Mean
N
Std. Dev.
CHF
Mean
N
Std. Dev.
CHI
Mean
N
Std. Dev.
Abroad Mean
N
Std. Dev.
Total Mean
N
Std. Dev.

PD Org
As Is

Origin

Means comparison: Organizational culture - Origin
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3.15
62
1.329
3.79
52
1.764
3.94
48
1.375
3.59
162
1.527

FC Org
As Is

3.24
74
1.383
3.56
43
1.722
4.18
39
1.355
4.17
6
1.835
3.59
162
1.527

FC Org
As Is

5.60
63
1.339
5.81
52
1.030
5.73
49
.908
5.71
164
1.124

FC Org
To Be

5.61
75
1.262
5.86
43
1.082
5.68
40
.917
6.00
6
.894
5.71
164
1.124

FC Org
To Be

3.25
63
1.295
4.55
53
1.462
3.94
49
.922
3.87
165
1.362

AS Org
As Is

3.43
75
1.275
4.73
44
1.420
3.80
40
1.114
3.67
6
.516
3.87
165
1.362

AS Org
As Is

2.57
63
1.241
3.38
52
1.471
3.86
49
1.384
3.21
164
1.456

AS Org
To Be

2.84
75
1.386
3.42
43
1.500
3.60
40
1.499
3.83
6
.408
3.21
164
1.456

AS Org
To Be

3.49
63
1.848
3.58
53
1.886
3.98
48
1.780
3.66
164
1.841

GE Org
As Is

3.59
75
1.846
3.70
44
1.900
3.67
39
1.840
4.33
6
1.633
3.66
164
1.841

GE Org
As Is

1.56
63
.912
2.56
52
1.614
2.55
49
1.860
2.17
164
1.545

GE Org
To Be

1.89
75
1.341
2.51
43
1.638
2.30
40
1.728
2.33
6
1.751
2.17
164
1.545

GE Org
To Be

4.44
62
1.433
5.13
53
1.256
4.71
48
1.501
4.74
163
1.421

FO Org
As Is

4.51
74
1.436
5.18
44
1.244
4.69
39
1.542
4.67
6
1.211
4.74
163
1.421

FO Org
As Is

3.48
63
1.635
3.43
53
1.448
3.62
48
1.645
3.51
164
1.572

FO Org
To Be

3.59
75
1.620
3.25
44
1.383
3.62
39
1.711
3.67
6
1.506
3.51
164
1.572

FO Org
To Be

5.76
63
1.146
5.87
53
1.272
5.43
49
1.323
5.70
165
1.247

RO Org
As Is

5.63
75
1.282
5.84
44
1.380
5.68
40
1.118
5.67
6
.516
5.70
165
1.247

RO Org
As Is

5.83
63
1.264
5.79
52
1.143
5.57
49
1.118
5.74
164
1.182

RO Org
To Be

5.92
75
1.100
5.81
43
1.200
5.50
40
1.219
4.50
6
1.049
5.74
164
1.182

RO Org
To Be

Appendices

PD Sub
As Is

3.59
74
1.894
4.75
44
1.542
4.48
40
1.853
5.17
6
1.722
4.18
164
1.857

CHD

2.77
74
1.676
4.02
44
1.635
4.05
40
1.811
5.00
6
1.789
3.50
164
1.822

PD Sub
To Be

4.97
74
1.424
4.80
44
1.924
5.25
40
1.335
5.33
6
1.033
5.01
164
1.541

5.63
72
1.316
5.23
44
1.655
5.78
40
1.050
5.17
6
1.722
5.54
162
1.379

4.19
74
1.567
4.09
44
1.597
4.05
40
1.339
4.00
6
1.414
4.12
164
1.506

PD Sub
As Is

3.15
62
1.658
4.81
53
1.606
4.80
49
1.791
4.18
164
1.857

Work

CHD Mean
N
Std. Dev.
CHF Mean
N
Std. Dev.
CHI Mean
N
Std. Dev.
Total Mean
N
Std. Dev.

2.29
62
1.151
4.09
53
1.690
4.39
49
1.846
3.50
164
1.822

PD Sub
To Be

5.03
62
1.355
4.81
53
1.840
5.18
49
1.409
5.01
164
1.541

UA Sub
As Is

5.69
61
1.232
5.19
52
1.633
5.71
49
1.208
5.54
162
1.379

UA Sub
To Be

4.26
62
1.588
4.13
53
1.582
3.94
49
1.314
4.12
164
1.506

HO Sub
As Is

4.47
73
1.510
4.93
44
1.500
4.60
40
1.516
5.00
6
1.549
4.64
163
1.510

IC Sub
As Is

5.14
73
1.407
5.44
43
1.436
5.02
40
1.368
5.33
6
1.366
5.20
162
1.400

IC Sub
To Be

4.28
74
1.522
4.07
44
1.771
4.52
40
1.261
4.50
6
1.871
4.29
164
1.543

FC Sub
As Is

4.77
61
1.606
4.58
53
1.562
3.59
49
1.499
4.36
163
1.632

4.44
62
1.489
4.98
52
1.488
4.55
49
1.528
4.64
163
1.510

4.93
60
1.425
5.58
53
1.379
5.10
49
1.327
5.20
162
1.400

4.53
62
1.399
4.17
53
1.826
4.12
49
1.364
4.29
164
1.543

HO Sub IC Sub As IC Sub To FC Sub
To Be
Is
Be
As Is

4.73
73
1.583
4.41
44
1.589
3.60
40
1.646
4.50
6
.837
4.36
163
1.632

UA Sub UA Sub HO Sub HO Sub
As Is
To Be
As Is
To Be

Means comparison: Suborganizational culture - Work

Mean
N
Std. Dev.
CHF
Mean
N
Std. Dev.
CHI
Mean
N
Std. Dev.
Abroad Mean
N
Std. Dev.
Total Mean
N
Std. Dev.

Origin

Means comparison: Suborganizational culture - Origin
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5.67
61
1.121
5.96
53
.876
5.59
49
1.079
5.74
163
1.040

FC Sub
To Be

5.66
73
1.096
6.00
44
.889
5.57
40
1.083
6.00
6
.894
5.74
163
1.040

FC Sub
To Be

2.87
62
1.431
4.17
53
1.541
4.12
49
1.111
3.66
164
1.508

AS Sub
As Is

3.18
74
1.556
4.09
44
1.552
4.00
40
1.155
4.33
6
1.033
3.66
164
1.508

AS Sub
As Is

2.63
62
1.462
3.25
52
1.558
4.18
49
1.349
3.29
163
1.587

AS Sub
To Be

2.93
74
1.547
3.30
43
1.567
3.85
40
1.578
4.00
6
1.265
3.29
163
1.587

AS Sub
To Be

2.48
62
1.565
2.96
53
1.720
3.45
49
1.937
2.93
164
1.767

GE Sub
As Is

2.66
74
1.730
3.11
44
1.687
3.17
40
1.907
3.17
6
1.835
2.93
164
1.767

GE Sub
As Is

1.61
62
.981
2.47
53
1.552
2.33
49
1.625
2.10
164
1.434

GE Sub
To Be

1.73
74
1.102
2.52
44
1.592
2.37
40
1.675
1.83
6
1.169
2.10
164
1.434

GE Sub
To Be

4.44
62
1.398
4.51
53
1.476
4.59
49
1.567
4.51
164
1.467

FO Sub
As Is

4.57
74
1.415
4.50
44
1.422
4.40
40
1.661
4.50
6
1.378
4.51
164
1.467

FO Sub
As Is

3.44
61
1.747
3.53
53
1.436
3.96
49
1.802
3.63
163
1.674

FO Sub
To Be

3.66
73
1.718
3.25
44
1.400
4.03
40
1.847
3.33
6
1.506
3.63
163
1.674

FO Sub
To Be

5.64
61
1.126
5.72
53
1.045
5.69
49
1.122
5.68
163
1.093

RO Sub
As Is

5.64
73
1.240
5.70
44
1.047
5.75
40
.927
5.50
6
.548
5.68
163
1.093

RO Sub
As Is

5.80
61
1.236
5.83
52
1.061
5.65
49
1.267
5.77
162
1.188

RO Sub
To Be

5.86
73
1.194
5.86
43
1.104
5.68
40
1.185
4.50
6
1.225
5.77
162
1.188

RO Sub
To Be
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Appendix L – Factor Analyis
Factor: WORK
PD Soc As Is

PD Soc To Be

UA Soc As Is

UA Soc To Be

HO Soc As Is

HO Soc To Be

IC Soc As Is

IC Soc To Be

FC Soc As Is

FC Soc To Be

AS Soc As Is

AS Soc To Be

GE Soc As Is

GE Soc To Be

FO Soc As Is

FO Soc To Be

RO Soc As Is

RO Soc To Be

Work
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI
CHD
CHF
CHI

Factor: ORIGIN
Statistic
3.39
3.92
3.82
1.52
2.71
2.59
4.69
4.78
4.45
2.79
3.35
3.65
3.05
4.14
4.06
5.10
4.16
3.65
3.95
3.84
3.82
4.79
5.25
5.06
2.05
2.45
2.94
3.77
3.29
4.71
4.93
4.98
5.63
3.30
2.78
2.53
4.54
4.45
4.80
1.80
2.61
2.63
4.82
5.10
4.73
3.84
3.73
4.24
5.13
5.51
5.53
5.49
5.08
4.92

PD Soc As Is

PD Soc To Be

UA Soc As Is

UA Soc To Be

HO Soc As Is

HO Soc To Be

IC Soc As Is

IC Soc To Be

FC Soc As Is

FC Soc To Be

AS Soc As Is

AS Soc To Be

GE Soc As Is

GE Soc To Be

Origin Statisti
c
3.58
3.76
3.70
4.50
1.86
2.43
2.55
3.00
4.56
4.95
4.35
5.50
3.03
3.24
3.60
3.17
3.16
4.17
4.22
3.50
4.88
4.36
3.53
3.67
4.00
3.74
3.60
5.17
4.84
5.24
5.15
4.83
2.10
2.62
2.88
2.67
3.82
3.43
4.60
3.67
5.21
5.07
5.33
4.17
3.21
2.79
2.42
3.17
4.60
4.55
4.47
5.50
1.89
2.69
2.17

CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
CHI
Abroad
CHD
CHF
Abroad

FO Soc As Is

CHD
CHF
CHI
Abroad
FO Soc To Be CHD
CHF
CHI
Abroad
RO Soc As Is CHD
CHF
CHI
Abroad
RO Soc To Be CHD
CHF
CHI
Abroad

4.90
5.14
4.55
5.00
3.85
3.64
4.40
3.67
5.05
5.67
5.58
5.83
5.45
5.17
4.85
4.33
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Appendix M – Clusters
Clustering based on HO, AS, RO; Source: author
Case Cluster Distance

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35
36
37
38
39
40
41
42
43

3
1
1
1
1
1
3
2
3
1
3
3
1
2
3
3
1
3
1
3
1
1
1
1
1
1
1
1
3
2
1
3
1
.
3
3
2
1
2
2
3
2
1

2.916
2.949
3.672
2.443
3.463
2.295
3.349
2.440
3.882
2.130
3.882
1.926
1.930
2.708
2.676
1.581
1.723
4.172
2.977
2.341
1.909
1.800
1.137
2.562
1.888
2.578
2.253
1.769
1.783
2.844
1.592
2.840
2.393
.
2.860
1.527
3.818
2.192
1.810
2.321
1.343
2.900
1.815

44
45
46
47
48
49
50
51
52
53
54
55
56
57
58
59
60
61
62
63
64
65
66
67
68
69
70
71
72
73
74
75
76
77
78
79
80
81
82
83
84
85
86
87

3
1
3
3
2
3
1
1
1
1
1
2
1
3
1
1
1
2
3
2
1
2
2
2
1
3
3
2
1
3
1
3
2
3
3
1
1
2
3
1
3
.
3
1

1.788
1.643
2.183
2.867
2.195
1.778
1.888
.913
2.530
4.851
3.131
3.094
2.039
1.042
1.584
2.680
2.949
2.505
2.389
3.112
3.105
2.652
1.570
2.126
4.940
2.058
2.980
2.008
1.228
1.489
2.954
1.685
4.004
3.346
2.662
1.985
1.651
2.120
2.876
2.019
1.945
.
1.861
1.762

88
89
90
91
92
93
94
95
96
97
98
99
100
101
102
103
104
105
106
107
108
109
110
111
112
113
114
115
116
117
118
119
120
121
122
123
124
125
126
127
128
129
130
131

3
3
3
2
1
2
2
3
1
1
2
2
2
1
1
2
2
1
1
2
3
1
1
1
3
1
1
3
2
3
3
1
1
1
1
1
2
2
1
1
1
3
1
1

3.400
1.767
3.546
3.963
2.541
2.418
3.037
1.581
1.909
2.720
2.473
2.094
1.847
2.032
1.944
2.777
2.389
1.880
1.723
1.734
2.247
1.324
.956
.913
3.493
2.935
2.432
3.838
2.801
2.564
4.172
1.609
2.604
1.738
1.880
1.137
2.914
2.601
3.127
2.336
2.903
2.067
1.738
2.117

132
133
134
135
136
137
138
139
140
141
142
143
144
145
146
147
148
149
150
151
152
153
154
155
156
157
158
159
160
161
162
163
164
165
166

2
1
2
3
2
1
3
3
3
1
2
2
1
1
3
3
1
3
2
3
3
3
3
1
3
1
1
1
1
1
2
2
3
1
3

2.473
2.065
2.969
2.665
2.022
1.651
1.778
1.086
2.054
3.360
3.015
3.256
3.031
2.940
2.200
2.538
2.217
2.058
3.394
1.470
4.351
2.509
1.685
2.779
2.044
5.002
1.738
1.324
2.779
2.546
3.706
2.575
2.072
2.958
3.438
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Appendix M (continued)
Clustering based on HO, AS, RO; Source: author
Case Cluster Distance
1
1
1.941
2
2
1.223
3
1
3.600
4
2
1.432
5
2
2.187
6
1
1.109
7
1
.980
8
2
2.094
9
3
2.807
10
1
1.467
11
3
2.807
12
1
1.970
13
2
2.001
14
1
1.270
15
1
.980
16
3
1.247
17
1
1.159
18
1
1.941
19
1
1.427
20
3
1.841
21
2
.978
22
2
1.701
23
2
1.341
24
2
1.710
25
2
.769
26
1
1.467
27
2
1.223
28
2
1.653
29
3
1.611
30
2
2.453
31
1
1.159
32
3
2.911
33
2
2.083
34
.
.
35
2
2.269
36
3
1.012
37
2
2.098
38
2
1.286
39
1
1.159
40
2
1.710
41
3
1.334
42
3
2.036
43
2
1.853
44
3
1.928
45
2
.440
46
3
.657
47
3
1.271
48
1
.649
49
3
1.271
50
2
.769

51
52
53
54
55
56
57
58
59
60
61
62
63
64
65
66
67
68
69
70
71
72
73
74
75
76
77
78
79
80
81
82
83
84
85
86
87
88
89
90
91
92
93
94
95
96
97
98
99
100
101

2
2
1
2
3
2
3
2
2
2
1
3
1
1
2
2
2
2
3
1
1
1
3
2
3
1
3
3
2
1
1
3
2
3
.
3
1
1
3
3
2
2
2
3
3
2
1
1
2
2
2

1.341
.748
3.453
2.772
1.985
1.364
.657
1.644
1.710
1.223
2.587
1.841
1.159
2.312
1.364
.440
1.048
4.829
1.506
2.345
1.372
1.270
1.295
.978
1.295
1.556
2.218
.981
.769
.649
.980
2.516
1.223
1.271
.
1.506
.649
1.941
1.985
2.516
3.892
1.223
1.298
1.430
1.247
1.135
2.192
1.467
1.298
2.094
1.048

102
103
104
105
106
107
108
109
110
111
112
113
114
115
116
117
118
119
120
121
122
123
124
125
126
127
128
129
130
131
132
133
134
135
136
137
138
139
140
141
142
143
144
145
146
147
148
149
150
151
152

2
2
3
1
1
2
3
2
2
2
3
2
2
3
1
3
2
1
1
1
2
2
2
3
2
2
2
3
1
1
2
1
1
1
3
1
3
3
3
1
3
3
1
1
1
3
2
3
1
3
3

1.710
1.210
1.295
1.467
1.159
1.341
1.928
1.210
1.341
1.341
2.627
1.223
1.769
2.076
1.329
2.036
3.503
.390
1.556
1.270
1.223
1.341
1.341
.657
2.128
1.769
2.090
2.091
1.270
2.192
1.048
.649
2.192
1.941
1.506
.649
1.271
1.089
1.756
1.870
2.807
1.271
.980
2.312
1.640
2.627
1.957
.894
1.970
1.012
4.079

153
154
155
156
157
158
159
160
161
162
163
164
165
166

1
3
1
3
2
1
2
1
2
2
3
3
1
1

.980
1.506
1.270
1.901
2.351
1.270
1.210
1.270
.978
3.393
2.348
1.205
2.166
3.125
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Appendix O - Correlations
Correlations: Societal culture To Be – Gender/Origin/Work

Gender

Pearson Correl.
Sig (2-tailed)
N
Origin
Pearson Correl.
Sig (2-tailed)
N
Work
Pearson Correl.
Sig (2-tailed)
N
PD Soc To Be Pearson Correl
Sig (2-tailed)
N
UA Soc To Be Pearson Correl.
Sig (2-tailed)
N
HO Soc To Be Pearson Correl.
Sig (2-tailed)
N
IC Soc To Be Pearson Correl.
Sig (2-tailed)
N
FC Soc To Be Pearson Correl.
Sig (2-tailed)
N
AS Soc To Be Pearson Correl.
Sig (2-tailed)
N
GE Soc To Be Pearson Correl.
Sig (2-tailed)
N
FO Soc To Be Pearson Correl.
Sig (2-tailed)
N
RO Soc To Be Pearson Correl.
Sig (2-tailed)
N

Gende OriginWork PD UA HO IC
FC AS GE FO RO
r
Soc Soc Soc Soc Soc Soc Soc Soc Soc
To Be To Be To Be To Be To Be To Be To Be To Be To Be
1
-.090 -.167 -.070 .008 .114 .059 -.136 .080 .063 -.182 -.007
.
.251 .031 .369 .915 .143 .448 .080 .305 .425 .019 .930
166 166 166 166 166 166 166 166 165 165 166 165
-.090 1
.639 .219 .160 -.336 .072 .140 -.180 .195 .095 -.216
.251 .
.000 .005 .040 .000 .359 .072 .021 .012 .222 .005
166 166 166 166 166 166 166 166 165 165 166 165
-.167 .639 1
.302 .276 -.373 .079 .231 -.222 .225 .105 -.177
.031 .000 .
.000 .000 .000 .312 .003 .004 .004 .179 .023
166 166 166 166 166 166 166 166 165 165 166 165
-.070 .219 .302 1
.458 -.105 .125 .202 .061 .255 .044 .035
.369 .005 .000 .
.000 .180 .110 .009 .433 .001 .573 .655
166 166 166 166 166 166 166 166 165 165 166 165
.008 .160 .276 .458 1
.002 .060 .126 .110 .219 .032 .052
.915 .040 .000 .000 .
.980 .441 .105 .161 .005 .685 .508
166 166 166 166 166 166 166 166 165 165 166 165
.114 -.336 -.373 -.105 .002 1
.095 -.140 .218 -.094 .072 .146
.143 .000 .000 .180 .980 .
.224 .071 .005 .232 .359 .062
166 166 166 166 166 166 166 166 165 165 166 165
.059 .072 .079 .125 .060 .095 1
-.008 -.021 .065 -.039 .175
.448 .359 .312 .110 .441 .224 .
.923 .786 .407 .620 .025
166 166 166 166 166 166 166 166 165 165 166 165
-.136 .140 .231 .202 .126 -.140 -.008 1
-.040 .182 .141 -.020
.080 .072 .003 .009 .105 .071 .923 .
.610 .020 .070 .796
166 166 166 166 166 166 166 166 165 165 166 165
.080 -.180 -.222 .061 .110 .218 -.021 -.040 1
.124 .028 .120
.305 .021 .004 .433 .161 .005 .786 .610 .
.114 .718 .127
165 165 165 165 165 165 165 165 165 164 165 164
.063 .195 .225 .255 .219 -.094 .065 .182 .124 1
.040 -.009
.425 .012 .004 .001 .005 .232 .407 .020 .114 .
.607 .906
165 165 165 165 165 165 165 165 164 165 165 164
-.182 .095 .105 .044 .032 .072 -.039 .141 .028 .040 1
-.087
.019 .222 .179 .573 .685 .359 .620 .070 .718 .607 .
.265
166 166 166 166 166 166 166 166 165 165 166 165
-.007 -.216 -.177 .035 .052 .146 .175 -.020 .120 -.009 -.087 1
.930 .005 .023 .655 .508 .062 .025 .796 .127 .906 .265 .
165 165 165 165 165 165 165 165 164 164 165 165

Correlation is significant at the .01 level (2-tailed)
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Appendix O (continued)
Correlations: Organizational culture To Be –Origin/Work
Origin Work
Origin

Pearson Correl.
Sig (2-tailed)
N
Work
Pearson Correl.
Sig (2-tailed)
N
PD Soc To Be Pearson Correl.
Sig (2-tailed)
N
UA Soc To Be Pearson Correl
Sig (2-tailed)
N
HO Soc To Be Pearson Correl.
Sig (2-tailed)
N
IC Soc To Be Pearson Correl.
Sig (2-tailed)
N
FC Soc To Be Pearson Correl.
Sig (2-tailed)
N
AS Soc To Be Pearson Correl.
Sig (2-tailed)
N
GE Soc To Be Pearson Correl.
Sig (2-tailed)
N
FO Soc To Be Pearson Correl.
Sig (2-tailed)
N
RO Soc To Be Pearson Correl.
Sig (2-tailed)
N

1
.639
.
.000
166 166
.639
1
.000
.
166 166
.393 .501
.000 .000
164 164
-.062 -.051
.432 .518
163 163
-.117 -.258
.137 .001
163 163
.139 .193
.076 .014
164 164
.055 .052
.481 .506
164 164
.235 .368
.002 .000
164 164
.121 .276
.121 .000
164 164
.001 .036
.994 .646
164 164
-.216 -.086
.005 .273
164 164

PD
Org
To Be
.393
.000
164
.501
.000
164
1
.
164
-.013
.874
163
-.141
.072
163
.165
.035
164
.058
.458
164
.433
.000
164
.258
.001
164
.049
.533
163
.013
.872
163

UA
Org
To Be
-.062
.432
163
-.051
.518
163
-.013
.874
163
1
.
163
.042
.595
162
.190
.015
163
.085
.281
163
.015
.845
163
-.195
.013
163
-.009
.908
162
.088
.265
162

HO IC Org
Org To Be
To Be
-.117 .139
.137 .076
163 164
-.258 .193
.001 .014
163 164
-.141 .165
.072 .035
163 164
.042 .190
.595 .015
162 163
1
.154
.
.050
163 163
.154
1
.050
.
163 164
.102 .321
.197 .000
163 164
-.094 .071
.232 .364
163 164
.060 .000
.443 .999
163 164
.126 -.077
.109 .331
162 163
.085 .030
.285 .700
162 163

Correlation is significant at the .01 level (2-tailed)

FC
Org
To Be
.055
.481
164
.052
.506
164
.058
.458
164
.085
.281
163
.102
.197
163
.321
.000
164
1
.
164
.080
.311
164
-.073
.350
164
-.074
.348
163
.309
.000
163

AS
Org
To Be
.235
.002
164
.368
.000
164
.433
.000
164
.015
.845
163
-.094
.232
163
.071
.364
164
.080
.311
164
1
.
164
.335
.000
164
.173
.027
163
.018
.819
163

GE
Org
To Be
.121
.121
164
.276
.000
164
.258
.001
164
-.195
.013
163
.060
.443
163
.000
.999
164
-.073
.350
164
.335
.000
164
1
.
164
.080
.312
163
-.057
.474
163

FO
Org
To Be
.001
.994
164
.036
.646
164
.049
.533
163
-.009
.908
162
.126
.109
162
-.077
.331
163
-.074
.348
163
.173
.027
163
.080
.312
163
1
.
164
.095
.227
163

RO
Org
To Be
-.216
.005
164
-.086
.273
164
.013
.872
163
.088
.265
162
.085
.285
162
.030
.700
163
.309
.000
163
.018
.819
163
-.057
.474
163
.095
.227
163
1
.
164
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Appendix O (continued)
Correlations: Suborganizational culture To Be –Origin/Work
Origin Work
Origin

Pearson Correl.
Sig (2-tailed)
N
Work
Pearson Correl.
Sig (2-tailed)
N
PD Sub To Be Pearson Correl.
Sig (2-tailed)
N
UA Sub To Be Pearson Correl
Sig (2-tailed)
N
HO Sub To Be Pearson Correl.
Sig (2-tailed)
N
IC Sub To Be Pearson Correl.
Sig (2-tailed)
N
FC Sub To Be Pearson Correl.
Sig (2-tailed)
N
AS Sub To Be Pearson Correl.
Sig (2-tailed)
N
GE Sub To Be Pearson Correl.
Sig (2-tailed)
N
FO Sub To Be Pearson Correl.
Sig (2-tailed)
N
RO Sub To Be Pearson Correl.
Sig (2-tailed)
N

1
.
166
.639
.000
166
.348
.000
164
-.006
.937
162
-.231
.003
163
-.004
.958
162
.017
.831
163
.245
.002
163
.166
.034
164
.041
.603
163
-.148
.059
162

.639
.000
166
1
.
166
.486
.000
164
-.003
.969
162
-.289
.000
163
.060
.445
162
-.022
.777
163
.401
.000
163
.215
.006
164
.124
.116
163
-.050
.530
162

PD
Sub
To Be
.348
.000
164
.486
.000
164
1
.
164
-.033
.673
162
-.209
.008
163
.198
.012
162
.046
.561
163
.460
.000
163
.309
.000
164
.113
.151
163
-.011
.885
162

UA
Sub
To Be
-.006
.937
162
-.003
.969
162
-.033
.673
162
1
.
162
-.125
.116
161
.064
.423
160
.119
.133
161
.152
.055
161
-.221
.005
162
.038
.633
161
.066
.410
160

HO IC Sub
Sub To Be
To Be
-.231 -.004
.003 .958
163 162
-.289 .060
.000 .445
163 162
-.209 .198
.008 .012
163 162
-.125 .064
.116 .423
161 160
1
.156
.
.048
163 161
.156
1
.048
.
161 162
.036 .280
.653 .000
162 161
-.161 .031
.040 .698
162 161
-.064 -.027
.415 .733
163 162
-.033 -.086
.675 .276
162 161
.058 .184
.462 .020
161 160

Correlation is significant at the .01 level (2-tailed)

FC
Sub
To Be
.017
.831
163
-.022
.777
163
.046
.561
163
.119
.133
161
.036
.653
162
.280
.000
161
1
.
163
-.072
.365
162
-.196
.012
163
-.120
.128
162
.221
.005
161

AS
Sub
To Be
.245
.002
163
.401
.000
163
.460
.000
163
.152
.055
161
-.161
.040
162
.031
.698
161
-.072
.365
162
1
.
163
.273
.000
163
.143
.069
162
.063
.428
161

GE
Sub
To Be
.166
.034
164
.215
.006
164
.309
.000
164
-.221
.005
162
-.064
.415
163
-.027
.733
162
-.196
.012
163
.273
.000
163
1
.
164
.020
.795
163
-.091
.250
162

FO
Sub
To Be
.041
.603
163
.124
.116
163
.113
.151
163
.038
.633
161
-.033
.675
162
-.086
.276
161
-.120
.128
162
.143
.069
162
.020
.795
163
1
.
163
-.013
.875
161

RO
Sub
To Be
-.148
.059
162
-.050
.530
162
-.011
.885
162
.066
.410
160
.058
.462
161
.184
.020
160
.221
.005
161
.063
.428
161
-.091
.250
162
-.013
.875
161
1
.
162

IC Soc
To Be
-.008
.920
164
.150
.056
163
-.027
.734
163
.499
.000
164
.210
.007
164
.019
.811
164
.004
.962
164
-.108
.170
164
.071
.368
164

FC Soc
To Be
.179
.021
164
-.095
.225
163
-.063
.425
163
.091
.246
164
-.008
.924
164
.200
.010
164
.058
.459
164
-.009
.907
164
-.178
.023
164

AS Soc
To Be
.009
.909
163
-.037
.635
163
.128
.104
162
-.001
.986
163
.012
.881
163
.246
.002
163
.212
.007
163
.118
.134
163
.149
.058
163

Correlation is significant at the .01 level (2-tailed)
Correlations do not follow pattern indicated by the dashed line

PD Org To Be Pearson Corr.
Sig (2-tailed)
N
UA Org To Be Pearson Corr.
Sig (2-tailed)
N
HO Org To Be Pearson Corr.
Sig (2-tailed)
N
IC Org To Be Pearson Corr.
Sig (2-tailed)
N
FC Org To Be Pearson Corr.
Sig (2-tailed)
N
AS Org To Be Pearson Corr.
Sig (2-tailed)
N
GE Org To Be Pearson Corr.
Sig (2-tailed)
N
FO Org To Be Pearson Corr.
Sig (2-tailed)
N
RO Org To Be Pearson Corr.
Sig (2-tailed)
N

PD Soc UA Soc HO Soc
To Be To Be To Be
.344
.422 -.205
.000
.000
.008
164
164
164
-.033 -.079 .006
.678
.315
.943
163
163
163
-.057 -.095 .400
.473
.229
.000
163
163
163
.236
.163
.009
.002
.037
.906
164
164
164
-.086 .098
.022
.275
.211
.777
164
164
164
.340
.250 -.064
.000
.001
.413
164
164
164
.282
.251
.026
.000
.001
.737
164
164
164
-.007 .075
.053
.927
.338
.503
164
164
164
-.086 .092
.124
.275
.242
.113
164
164
164

GE Soc
To Be
.362
.000
163
-.117
.138
162
-.038
.632
162
.048
.544
163
-.102
.197
163
.251
.001
163
.526
.000
163
.022
.784
163
-.162
.039
163

FO Soc RO Soc PD Org UA Org HO Org
To Be To Be To Be To Be To Be
.065 -.091
1
-.013 -.141
.410
.247
.
.874
.072
164
164
164
163
163
.012
.100 -.013
1
.042
.881
.203
.874
.
.595
163
163
163
163
162
.144 -.066 -.141 .042
1
.067
.403
.072
.595
.
163
163
163
162
163
-.012 .063
.165
.190
.154
.880
.422
.035
.015
.050
164
164
164
163
163
-.027 .154
.058
.085
.102
.735
.048
.458
.281
.197
164
164
164
163
163
.096
.004
.433
.015 -.094
.219
.956
.000
.845
.232
164
164
164
163
163
.003 -.069 .258 -.195 .060
.966
.382
.001
.013
.443
164
164
164
163
163
.456 -.060 .049 -.009 .126
.000
.450
.533
.908
.109
164
163
163
162
162
-.023 .440
.013
.088
.085
.774
.000
.872
.265
.285
164
163
163
162
162

Correlations: Societal culture To Be – Organizational culture To Be

Appendix O (continued)

388

IC Org
To Be
.165
.035
164
.190
.015
163
.154
.050
163
1
.
164
.321
.000
164
.071
.364
164
.000
.999
164
-.077
.331
163
.030
.700
163

FC Org
To Be
.058
.458
164
.085
.281
163
.102
.197
163
.321
.000
164
1
.
164
.080
.311
164
-.073
.350
164
-.074
.348
163
.309
.000
163

AS Org GE Org FO Org RO Org
To Be To Be To Be To Be
.433
.258
.049
.013
.000
.001
.533
.872
164
164
163
163
.015 -.195 -.009 .088
.845
.013
.908
.265
163
163
162
162
-.094 .060
.126
.085
.232
.443
.109
.285
163
163
162
162
.071
.000 -.077 .030
.364
.999
.331
.700
164
164
163
163
.080 -.073 -.074 .309
.311
.350
.348
.000
164
164
163
163
1
.335
.173
.018
.
.000
.027
.819
164
164
163
163
.335
1
.080 -.057
.000
.
.312
.474
164
164
163
163
.173
.080
1
.095
.027
.312
.
.227
163
163
164
163
.018 -.057 .095
1
.819
.474
.227
.
163
163
163
164
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IC Org
To Be
.231
.003
163
.038
.636
161
.122
.123
162
.622
.000
161
.213
.006
162
.050
.527
163
-.061
.441
163
-.030
.709
162
.186
.018
161

Correlation is significant at the .01 level (2-tailed)

PD Sub To Be Pearson Corr.
Sig (2-tailed)
N
UA Sub To BePearson Corr.
Sig (2-tailed)
N
HO Sub To BePearson Corr.
Sig (2-tailed)
N
IC Sub To Be Pearson Corr.
Sig (2-tailed)
N
FC Sub To Be Pearson Corr.
Sig (2-tailed)
N
AS Sub To Be Pearson Corr.
Sig (2-tailed)
N
GE Sub To Be Pearson Corr.
Sig (2-tailed)
N
FO Sub To Be Pearson Corr.
Sig (2-tailed)
N
RO Sub To Be Pearson Corr.
Sig (2-tailed)
N

PD Org UA Org HO Org
To Be To Be To Be
.744 -.031 -.166
.000
.693
.034
163
162
162
-.042 .692 -.101
.599
.000
.204
161
160
160
-.233 -.035 .726
.003
.659
.000
162
161
161
.047
.052
.028
.556
.514
.728
161
160
160
-.014 .065 -.076
.855
.409
.336
162
162
161
.411
.079 -.092
.000
.320
.242
163
162
162
.266 -.250 -.019
.001
.001
.812
163
162
162
.118
.052
.026
.133
.514
.739
162
161
161
-.053 .152 -.004
.500
.055
.963
161
160
160

FC Org
To Be
.122
.121
163
.129
.104
161
.052
.514
162
.254
.001
161
.584
.000
162
.057
.469
163
-.081
.302
163
-.046
.557
162
.313
.000
161

AS Org GE Org FO Org RO Org PD Sub UA Sub HO Sub
To Be To Be To Be To Be To Be To Be To Be
.438
.281
.049
.002
1
-.033 -.209
.000
.000
.537
.975
.
.673
.008
163
163
163
163
164
162
163
.095 -.182 -.029 .068 -.033
1
-.125
.229
.021
.711
.394
.673
.
.116
161
161
161
161
162
162
161
-.161 .008
.072
.148 -.209 -.125
1
.041
.920
.364
.060
.008
.116
.
162
162
162
162
163
161
163
.044
.025 -.061 .140
.198
.064
.156
.579
.754
.439
.076
.012
.423
.048
161
161
161
161
162
160
161
.019 -.220 -.045 .252
.046
.119
.036
.812
.005
.568
.001
.561
.133
.653
162
162
162
162
163
161
162
.764
.268
.107
.061
.460
.152 -.161
.000
.001
.174
.444
.000
.055
.040
163
163
162
162
163
161
162
.289
.821 -.027 -.042 .309 -.221 -.064
.000
.000
.729
.594
.000
.005
.415
163
163
163
163
164
162
163
.184
.035
.587 -.003 .113
.038 -.033
.019
.661
.000
.966
.151
.633
.675
162
162
162
162
163
161
162
.028 -.122 -.052 .681 -.011 .066
.058
.729
.123
.516
.000
.885
.410
.462
161
161
161
161
162
160
161

Correlations: Organizational culture To Be – Suborganizational culture To Be
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IC Sub
To Be
.198
.012
162
.064
.423
160
.156
.048
161
1
.
162
.280
.000
161
.031
.698
161
-.027
.733
162
-.086
.276
161
.184
.020
160

FC Sub
To Be
.046
.561
163
.119
.133
161
.036
.653
162
.280
.000
161
1
.
163
-.072
.365
162
-.196
.012
163
-.120
.128
162
.221
.005
161

AS Sub GE Sub FO Sub RO Sub
To Be To Be To Be To Be
.460
.309
.113 -.011
.000
.000
.151
.885
163
164
163
162
.152 -.221 .038
.066
.055
.005
.633
.410
161
162
161
160
-.161 -.064 -.033 .058
.040
.415
.675
.462
162
163
162
161
.031 -.027 -.086 .184
.698
.733
.276
.020
161
162
161
160
-.072 -.196 -.120 .221
.365
.012
.128
.005
162
163
162
161
1
.273
.143
.063
.
.000
.069
.428
163
163
162
161
.273
1
.020 -.091
.000
.
.795
.250
163
164
163
162
.143
.020
1
-.013
.069
.795
.
.875
162
163
163
161
.063 -.091 -.013
1
.428
.250
.875
.
161
162
161
162
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Appendix P – Perception and Homogeneity of
Cultures: Frequencies
Frequencies: Perception of organizational culture
Valid

Completely disagree
Mostly disagree
Slightly disagree
Neither agree nor disagree
Slightly agree
Mostly agree
Completely agree
Total
MissingSystem
Total

FrequencyPercentValid PercentCumulative Percent
5
3.0
3.0
3.0
17
10.2
10.3
13.3
20
12.0
12.1
25.5
24
14.5
14.5
40.0
48
28.9
29.1
69.1
43
25.9
26.1
95.2
8
4.8
4.8
100.0
165
99.4
100.0
1
.6
166
100.0

Frequencies: Homogeneity of organizational culture
Valid

Completely disagree
Mostly disagree
Slightly disagree
Neither agree nor disagree
Slightly agree
Mostly agree
Total
MissingSystem
Total

FrequencyPercentValid PercentCumulative Percent
19
11.4
11.5
11.5
41
24.7
24.8
36.4
35
21.1
21.2
57.6
22
13.3
13.3
70.9
40
24.1
24.2
95.2
8
4.8
4.8
100.0
165
99.4
100.0
1
.6
166
100.0

Frequencies: Perception of suborganizational culture
Valid

Completely disagree
Mostly disagree
Slightly disagree
Neither agree nor disagree
Slightly agree
Mostly agree
Completely agree
Total
MissingSystem
Total

FrequencyPercentValid PercentCumulative Percent
1
.6
.6
.6
2
1.2
1.2
1.8
5
3.0
3.0
4.8
18
10.8
10.9
15.8
50
30.1
30.3
46.1
65
39.2
39.4
85.5
24
14.5
14.5
100.0
165
99.4
100.0
1
.6
166
100.0

Frequencies: Homogeneity of suborganizational culture
Valid

Completely disagree
Mostly disagree
Slightly disagree
Neither agree nor disagree
Slightly agree
Mostly agree
Completely agree
Total
MissingSystem
Total

FrequencyPercentValid PercentCumulative Percent
2
1.2
1.2
1.2
8
4.8
4.8
6.1
24
14.5
14.5
20.6
27
16.3
16.4
37.0
45
27.1
27.3
64.2
53
31.9
32.1
96.4
6
3.6
3.6
100.0
165
99.4
100.0
1
.6
166
100.0

*

1
.
166
-.090
.251
166
-.167
.031
166
-.124
.113
165
-.081
.299
165
.004
.959
165
.088
.263
165
.143
.070
161
-.117
.306
79

-.090
.251
166
1
.
166
.639
.000
166
.037
.636
165
.202
.009
165
-.174
.026
165
-.024
.756
165
-.287
.000
161
-.066
.566
79

Origin

Correlation is significant at the .01 level (2-tailed)
Nominal values

Pearson Corr.
Sig (2-tailed)
N
Origin
Pearson Corr.
Sig (2-tailed)
N
Work
Pearson Corr.
Sig (2-tailed)
N
Percep. org. cult.
Pearson Corr.
Sig (2-tailed)
N
Homog. organ. cult.
Pearson Corr.
Sig (2-tailed)
N
Perc. sub-organ. cult.
Pearson Corr.
Sig (2-tailed)
N
Homog. sub-organ. cult. Pearson Corr.
Sig (2-tailed)
N
Importance cult lev*
Pearson Corr.
Sig (2-tailed)
N
Importance subcult lev* Pearson Corr.
Sig (2-tailed)
N

Gender

Gender
-.167
.031
166
.639
.000
166
1
.
166
.086
.273
165
.392
.000
165
-.213
.006
165
.041
.599
165
-.382
.000
161
.006
.960
79

Work

Perception
organ.
culture
-.124
.113
165
.037
.636
165
.086
.273
165
1
.
165
.353
.000
165
.506
.000
165
.212
.006
165
-.140
.077
161
.161
.158
79
Homogeneity
organ.
culture
-.081
.299
165
.202
.009
165
.392
.000
165
.353
.000
165
1
.
165
.055
.484
165
.364
.000
165
-.211
.007
161
.129
.257
79
Perception
sub-organ.
culture
.004
.959
165
-.174
.026
165
-.213
.006
165
.506
.000
165
.055
.484
165
1
.
165
.431
.000
165
.023
.770
161
.124
.275
79

Homogeneity
sub-organ.
culture
.088
.263
165
-.024
.756
165
.041
.599
165
.212
.006
165
.364
.000
165
.431
.000
165
1
.
165
.077
.332
161
.204
.071
79

Correlations: Perception, Homogeneity and Importance of organizational cultures– Gender/Origin/Work
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.143
.070
161
-.287
.000
161
-.382
.000
161
-.140
.077
161
-.211
.007
161
.023
.770
161
.077
.332
161
1
.
161
-.011
.921
79

-.117
.306
79
-.066
.566
79
.006
.960
79
.161
.158
79
.129
.257
79
.124
.275
79
.204
.071
79
-.011
.921
79
1
.
79

Importance
Importance
cult. level subcult. Levels
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Means comparison: Leadership attributes (Top Manager)- Origin
Intuitive Autono- Honest Sensitive Provo- Logical Cautious
Origin
(TM)
mous
(TM)
(TM)
cative
(TM)
(TM)
(TM)
(TM)
CHD Mean
5.45
5.77
6.35
4.22
3.83
6.14
3.44
N
73
71
72
73
72
73
71
Std. Dev.
1.434
1.333
1.269
1.669
1.921
1.004
1.306
CHF Mean
5.57
5.45
6.14
4.02
2.77
6.16
4.07
N
44
44
44
44
44
44
44
Std. Dev.
1.228
1.372
1.340
1.577
1.273
.939
1.246
CHI Mean
5.78
5.55
5.87
4.57
3.20
5.72
4.30
N
40
40
40
40
40
39
40
Std. Dev.
1.165
1.358
1.636
1.723
1.506
1.123
1.344
AbroadMean
5.17
4.83
6.67
4.40
2.17
6.17
3.83
N
6
6
6
5
6
6
6
Std. Dev.
1.472
1.722
.516
1.673
1.169
.753
1.169
Total Mean
5.55
5.60
6.19
4.26
3.33
6.04
3.84
N
163
161
162
162
162
162
161
Std. Dev.
1.315
1.366
1.375
1.655
1.704
1.018
1.337
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6.31
71
1.214
6.50
44
.902
6.21
39
1.128
6.60
5
.548
6.35
159
1.097

Fair
(TM)

Planner Dynamic Intelligen Coordina Admin. Effective
(TM)
(TM)
t (TM) tor (TM) skilled negotiato
(TM)
r (TM)
6.50
6.40
6.23
6.14
4.97
5.55
72
73
73
72
72
71
.712
.740
.825
.877
1.222
1.422
6.25
6.50
6.23
6.20
5.36
6.30
44
44
44
44
44
43
.866
.699
1.075
.823
.967
.803
6.45
6.40
6.37
6.25
5.70
6.03
40
40
40
40
40
39
.597
.841
.868
.870
1.091
1.013
6.33
6.17
6.17
6.00
5.33
5.17
6
6
6
6
6
6
.816
.753
.983
1.095
1.366
1.722
6.41
6.42
6.26
6.18
5.27
5.86
162
163
163
162
162
159
.736
.752
.908
.863
1.158
1.237
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Means comparison: Leadership attributes (Top Manager)- Work
Intuitive Auto- Honest Sensitive Provocati Logical Cautious
Work
(TM) nomous (TM)
(TM) ve (TM) (TM)
(TM)
(TM)
CHD Mean
5.48
5.76
6.30
4.07
3.82
5.98
3.24
N
61
59
60
61
60
61
59
Std. Dev.
1.324
1.278
1.331
1.769
1.996
1.041
1.236
CHF Mean
5.43
5.43
6.25
4.13
2.74
6.26
4.17
N
53
53
53
52
53
53
53
Std. Dev.
1.308
1.337
1.254
1.534
1.361
.902
1.282
CHI Mean
5.78
5.57
5.98
4.63
3.37
5.88
4.20
N
49
49
49
49
49
48
49
Std. Dev.
1.311
1.500
1.548
1.603
1.468
1.084
1.274
Total Mean
5.55
5.60
6.19
4.26
3.33
6.04
3.84
N
163
161
162
162
162
162
161
Std. Dev.
1.315
1.366
1.375
1.655
1.704
1.018
1.337
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6.32
59
1.151
6.57
53
.844
6.13
47
1.244
6.35
159
1.097

Fair
(TM)

Planner Dynamic Intelligen Coordina Admin. Effective
(TM)
(TM)
t (TM) tor (TM) skilled negotiato
(TM)
r (TM)
6.52
6.33
6.20
6.12
4.90
5.31
60
61
61
60
60
59
.651
.747
.792
.825
1.115
1.429
6.28
6.55
6.17
6.21
5.40
6.23
53
53
53
53
53
52
.863
.667
1.087
.863
1.007
1.002
6.43
6.39
6.45
6.22
5.59
6.13
49
49
49
49
49
48
.677
.837
.818
.919
1.257
.959
6.41
6.42
6.26
6.18
5.27
5.86
162
163
163
162
162
159
.736
.752
.908
.863
1.158
1.237
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Means comparison: Leadership attributes (Direct Superior) - Origin
Intuitive Autono- Honest Sensitive Provocati Logical Cautious Fair (DS) Planner Dynamic Intelligen Coordina Administ Effective
Origin
(DS)
mous
(DS)
(DS)
ve (DS)
(DS)
(DS)
(DS)
(DS)
t (DS) tor (DS) r. skilled negotiato
(DS)
(DS)
r (DS)
CHD Mean
5.17
5.24
6.48
4.46
3.79
5.90
3.81
6.21
6.07
5.87
6.14
5.90
5.17
5.50
N
71
71
71
72
71
72
72
72
72
72
72
71
69
70
Std. Dev. 1.394
1.409
.998
1.565
1.835
1.189
1.460
1.150
1.025
1.125
.954
1.058
1.382
1.338
CHF Mean
5.52
5.43
6.66
4.68
2.86
6.34
4.14
6.66
6.32
6.59
6.43
6.05
5.48
6.23
N
44
44
44
44
44
44
44
44
44
44
44
43
44
44
Std. Dev. 1.267
1.301
.645
1.459
1.637
.888
1.456
.713
.771
.622
.789
.975
1.151
.985
CHI Mean
5.75
5.36
6.23
5.15
3.15
5.90
4.72
6.27
6.10
6.10
6.20
6.07
5.50
5.83
N
40
39
40
40
40
39
40
40
40
40
40
40
40
40
Std. Dev. 1.056
1.367
1.121
1.578
1.388
.995
1.414
.816
.928
1.081
.939
.917
1.261
1.174
AbroadMean
4.83
4.67
6.20
5.33
2.33
6.00
3.67
6.17
5.33
5.17
5.83
5.67
5.50
5.33
N
6
6
5
6
6
6
6
6
6
6
6
6
6
6
Std. Dev. .983
1.506
.447
1.366
1.033
1.265
.816
.753
1.033
1.472
.983
.816
1.378
1.033
Total Mean
5.40
5.30
6.46
4.72
3.32
6.02
4.12
6.35
6.12
6.10
6.22
5.97
5.35
5.78
N
161
160
160
162
161
161
162
162
162
162
162
160
159
160
Std. Dev. 1.286
1.368
.944
1.549
1.701
1.078
1.468
.967
.948
1.064
.912
.990
1.288
1.228

Appendix R (continued)

394

395

Means comparison: Leadership attributes (Direct Superior) - Work
Intuitive Autono- Honest Sensitive Provocati Logical Cautious Fair (DS) Planner Dynamic Intelligen Coordina Administ Effective
Work
(DS)
mous
(DS)
(DS)
ve (DS)
(DS)
(DS)
(DS)
(DS)
t (DS) tor (DS) r. skilled negotiato
(DS)
(DS)
r (DS)
CHD Mean
5.12
5.20
6.51
4.33
3.78
5.95
3.57
6.15
6.15
5.78
6.18
5.90
5.05
5.21
N
59
59
59
60
59
60
60
60
60
60
60
59
58
58
Std. Dev.
1.340
1.297
.838
1.633
1.830
1.080
1.419
1.147
.899
1.136
.813
.923
1.303
1.295
CHF Mean
5.43
5.45
6.67
4.77
2.85
6.36
4.21
6.66
6.23
6.51
6.34
6.06
5.47
6.21
N
53
53
52
53
53
53
53
53
53
53
53
52
53
53
Std. Dev.
1.233
1.294
.617
1.409
1.725
.857
1.459
.706
.824
.697
.854
.938
1.120
.988
CHI Mean
5.69
5.25
6.16
5.14
3.29
5.75
4.69
6.24
5.96
6.04
6.14
5.98
5.58
5.98
N
49
48
49
49
49
48
49
49
49
49
49
49
48
49
Std. Dev.
1.228
1.537
1.247
1.500
1.369
1.212
1.310
.902
1.117
1.172
1.080
1.127
1.397
1.145
Total Mean
5.40
5.30
6.46
4.72
3.32
6.02
4.12
6.35
6.12
6.10
6.22
5.97
5.35
5.78
N
161
160
160
162
161
161
162
162
162
162
162
160
159
160
Std. Dev.
1.286
1.368
.944
1.549
1.701
1.078
1.468
.967
.948
1.064
.912
.990
1.288
1.228

Appendix R (continued)

Appendices

Autonomous
(TM)
.175
.027
161
1
.
161
.084
.288
160
.025
.755
160
.087
.270
161
.185
.019
160
.044
.578
160

Correlation is significant at the .01 level (2-tailed)

Pearson Corr.
Sig (2-tailed)
N
Autonomous (TM)Pearson Corr.
Sig (2-tailed)
N
Honest (TM)
Pearson Corr.
Sig (2-tailed)
N
Sensitive (TM)
Pearson Corr.
Sig (2-tailed)
N
Provocative (TM) Pearson Corr.
Sig (2-tailed)
N
Logical (TM)
Pearson Corr.
Sig (2-tailed)
N
Cautios (TM)
Pearson Corr.
Sig (2-tailed)
N

Intuitive (TM)

Intuitive
(TM)
1
.
163
.175
.027
161
.276
.000
162
.133
.092
162
.070
.376
162
.084
.288
162
-.037
.645
161

Honest
(TM)
.276
.000
162
.084
.288
160
1
.
162
.492
.000
161
-.043
.590
161
.145
.066
161
-.017
.834
160

Sensitive
(TM)
.133
.092
162
.025
.755
160
.492
.000
161
1
.
162
-.025
.749
161
.072
.365
161
.228
.004
160

Correlations: Culturally contingent leader attributes (Top Manager)
Provocative
(TM)
.070
.376
162
.087
.270
161
-.043
.590
161
-.025
.749
161
1
.
162
-.148
.062
161
-.004
.960
161
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Logical
(TM)
.084
.288
162
.185
.019
160
.145
.066
161
.072
.365
161
-.148
.062
161
1
.
162
.094
.238
160

Cautious
(TM)
-.037
.645
161
.044
.578
160
-.017
.834
160
.228
.004
160
-.004
.960
161
.094
.238
160
1
.
161
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Appendix S (continued)
Correlations: Culturally contingent leader attributes (Top Manager) – Gender/Origin/Work
Gender

Origin

Work

Intuitive (TM)

Autonomous (TM)

Honest (TM)

Sensitive (TM)

Provocative (TM)

Logical (TM)

Cautious (TM)

Fair (TM)

Planner (TM)

Dynamic (TM)

Intelligent (TM)

Coordinator (TM)

Administr. skilled (TM)

Effective negotiator (TM)

Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N

Gender
1
.
166
-.090
.251
166
-.167
.031
166
-.077
.331
163
-.133
.092
161
-.036
.647
162
-.090
.253
162
-.060
.447
162
-.046
.559
162
-.017
.831
161
-.078
.329
159
.049
.537
162
-.060
.445
163
-.071
.370
163
-.105
.186
162
-.139
.078
162
-.026
.746
159

Correlation is significant at the .01 level (2-tailed)

Origin
-.090
.251
166
1
.
166
.639
.000
166
.060
.449
163
-.119
.133
161
-.091
.251
162
.071
.370
162
-.222
.005
162
-.121
.124
162
.241
.002
161
-.003
.975
159
-.053
.502
162
-.020
.798
163
.041
.600
163
.028
.721
162
.232
.003
162
.113
.157
159

Work
-.167
.031
166
.639
.000
166
1
.
166
.089
.257
163
-.062
.437
161
-.093
.237
162
.137
.082
162
-.122
.123
162
-.033
.676
162
.305
.000
161
-.063
.433
159
-.056
.479
162
.040
.612
163
.109
.166
163
.052
.508
162
.248
.001
162
.283
.000
159

Autonomous
(DS)
.242
.002
160
1
.
160
.235
.003
159
.156
.048
160
.031
.700
160
.135
.089
160
.092
.247
160

Correlation is significant at the .01 level (2-tailed)

Pearson Corr.
Sig (2-tailed)
N
Autonomous (DS)Pearson Corr.
Sig (2-tailed)
N
Honest (DS)
Pearson Corr.
Sig (2-tailed)
N
Sensitive (DS)
Pearson Corr.
Sig (2-tailed)
N
Provocative (DS) Pearson Corr.
Sig (2-tailed)
N
Logical (DS)
Pearson Corr.
Sig (2-tailed)
N
Cautious (DS)
Pearson Corr.
Sig (2-tailed)
N

Intuitive (DS)

Intuitive
(DS)
1
.
161
.242
.002
160
.178
.024
160
.157
.047
161
-.002
.981
161
.251
.001
160
.068
.393
161

Honest
(DS)
.178
.024
160
.235
.003
159
1
.
160
.363
.000
160
-.042
.599
160
.287
.000
159
.021
.795
160

Sensitive
(DS)
.157
.047
161
.156
.048
160
.363
.000
160
1
.
162
-.044
.579
161
.140
.077
161
.277
.000
162

Correlations: Culturally contingent leader attributes (Direct Superior)
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Provocative
(DS)
-.002
.981
161
.031
.700
160
-.042
.599
160
-.044
.579
161
1
.
161
-.113
.154
160
.154
.051
161

Logical
(DS)
.251
.001
160
.135
.089
160
.287
.000
159
.140
.077
161
-.113
.154
160
1
.
161
.141
.075
161

Cautious
(DS)
.068
.393
161
.092
.247
160
.021
.795
160
.277
.000
162
.154
.051
161
.141
.075
161
1
.
162
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Correlations: Culturally contingent leader attributes (Dir. Superior) – Gender/Origin/Work
Gender

Origin

Work

Intuitive (DS)

Autonomous (DS)

Honest (DS)

Sensitive (DS)

Provocative (DS)

Logical (DS)

Cautious (DS)

Fair (DS)

Planner (DS)

Dynamic (DS)

Intelligent (DS)

Coordinator (DS)

Administr. skilled (DS)

Effective negotiator (DS)

Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N
Pearson Correlation
Sig (2-tailed)
N

Gender
1
.
166
-.090
.251
166
-.167
.031
166
-.154
.052
161
-.095
.234
160
-.038
.629
160
-.079
.320
162
-.125
.113
161
-.086
.279
161
-.080
.312
162
-.105
.184
162
.019
.814
162
-.149
.058
162
-.134
.090
162
-.200
.011
160
-.144
.071
159
-.192
.015
160

Correlation is significant at the .01 level (2-tailed)

Origin
-.090
.251
166
1
.
166
.639
.000
166
.126
.112
161
-.005
.949
160
-.100
.210
160
.191
.015
162
-.209
.008
161
.022
.777
161
.192
.014
162
.035
.662
162
-.048
.545
162
.032
.687
162
.003
.967
162
.038
.630
160
.108
.176
159
.090
.260
160

Work
-.167
.031
166
.639
.000
166
1
.
166
.184
.020
161
.019
.816
160
-.141
.075
160
.215
.006
162
-.129
.103
161
-.062
.437
161
.316
.000
162
.053
.501
162
-.078
.327
162
.114
.147
162
-.013
.870
162
.037
.645
160
.172
.031
159
.269
.001
160

Pearson Corr.
Sig (2-tailed)
N
Pearson Corr.
Sig (2-tailed)
N
Pearson Corr.
Sig (2-tailed)
N
Pearson Corr.
Sig (2-tailed)
N
Pearson Corr.
Sig (2-tailed)
N
Pearson Corr.
Sig (2-tailed)
N
Pearson Corr.
Sig (2-tailed)
N

Correlation is significant at the .01 level (2-tailed)

Cautious (DS)

Logical (DS)

Provocative (DS)

Sensitive (DS)

Honest (DS)

Autonomous (DS)

Intuitive (DS)

Appendices

Intuitive Autonom Honest Sensitive Provocati Logical Cautious Intuitive Autonom Honest Sensitive Provocati Logical Cautious
(TM)
ous
(TM)
(TM)
ve
(TM)
(TM)
(DS)
ous
(DS)
(DS)
ve
(DS)
(DS)
(TM)
(TM)
(DS)
(DS)
.543
.064
.120
.046
.050
.149
.044
1
.242
.178
.157
-.002
.251
.068
.000
.420
.131
.568
.529
.061
.580
.
.002
.024
.047
.981
.001
.393
161
160
160
160
161
160
160
161
160
160
161
161
160
161
.025
.622
.016
-.025
-.006
.085
.157
.242
1
.235
.156
.031
.135
.092
.749
.000
.837
.752
.938
.285
.048
.002
.
.003
.048
.700
.089
.247
160
159
159
159
160
159
159
160
160
159
160
160
160
160
.090
.157
.425
.190
.091
.138
.007
.178
.235
1
.363
-.042
.287
.021
.260
.048
.000
.016
.253
.082
.934
.024
.003
.
.000
.599
.000
.795
160
159
159
160
160
159
159
160
159
160
160
160
159
160
.014
.046
.196
.627
-.076
.141
.275
.157
.156
.363
1
-.044
.140
.277
.864
.567
.013
.000
.338
.075
.000
.047
.048
.000
.
.579
.077
.000
162
160
161
161
161
161
160
161
160
160
162
161
161
162
.045
.078
-.021
.063
.757
-.143
.054
-.002
.031
-.042
-.044
1
-.113
.154
.567
.325
.789
.430
.000
.071
.495
.981
.700
.599
.579
.
.154
.051
161
160
160
160
161
160
160
161
160
160
161
161
160
161
.127
.030
.255
.051
-.148
.525
-.027
.251
.135
.287
.140
-.113
1
.141
.109
.708
.001
.526
.061
.000
.733
.001
.089
.000
.077
.154
.
.075
161
159
160
160
160
160
159
160
160
159
161
160
161
161
.034
-.014
.079
.179
.077
.022
.560
.068
.092
.021
.277
.154
.141
1
.664
.863
.316
.023
.330
.777
.000
.393
.247
.795
.000
.051
.075
.
162
160
161
161
161
161
160
161
160
160
162
161
161
162

Correlations: Culturally contingent leader attributes (Top Manager-Direct Superior)
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Pearson Corr.
Sig (2-tailed)
N
Autonomous (TM) Pearson Corr.
Sig (2-tailed)
N
Honest (TM)
Pearson Corr.
Sig (2-tailed)
N
Sensitive (TM)
Pearson Corr.
Sig (2-tailed)
N
Provocative (TM) Pearson Corr.
Sig (2-tailed)
N
Logical (TM)
Pearson Corr.
Sig (2-tailed)
N
Cautious (TM)
Pearson Corr.
Sig (2-tailed)
N

Intuitive (TM)

401

Intuitive Autonom Honest Sensitive Provocati Logical Cautious Intuitive Autonom Honest Sensitive Provocati Logical Cautious
(TM) ous (TM) (TM)
(TM) ve (TM) (TM)
(TM)
(DS) ous (DS) (DS)
(DS)
ve (DS)
(DS)
(DS)
1
.113
.321
.041
.026
.029
.093
.453
.113
.118
.005
-.010
.139
.133
.
.489
.043
.804
.872
.861
.567
.003
.494
.467
.976
.950
.398
.415
40
40
40
40
40
39
40
40
39
40
40
40
39
40
.113
1
.286
.124
-.118
.199
-.065
.009
.703
.405
.284
-.208
.275
-.066
.489
.
.074
.444
.469
.224
.692
.956
.000
.009
.076
.197
.090
.685
40
40
40
40
40
39
40
40
39
40
40
40
39
40
.321
.286
1
.545
-.125
.093
.204
.412
.247
.673
.365
-.184
.344
.461
.043
.074
.
.000
.442
.573
.206
.008
.129
.000
.021
.257
.032
.003
40
40
40
40
40
39
40
40
39
40
40
40
39
40
.041
.124
.545
1
.083
.201
.544
.137
.066
.476
.722
.135
.016
.456
.804
.444
.000
.
.610
.221
.000
.398
.690
.002
.000
.408
.921
.003
40
40
40
40
40
39
40
40
39
40
40
40
39
40
.026
-.118
-.125
.083
1
-.208
.160
.000
-.196
.064
.073
.734
-.227
.099
.872
.469
.442
.610
.
.203
.325
1.000
.232
.696
.653
.000
.164
.544
40
40
40
40
40
39
40
40
39
40
40
40
39
40
.029
.199
.093
.201
-.208
1
.110
.253
.156
.073
.324
-.228
.496
-.106
.861
.224
.573
.221
.203
.
.505
.121
.348
.658
.044
.163
.002
.522
39
39
39
39
39
39
39
39
38
39
39
39
38
39
.093
-.065
.204
.544
.160
.110
1
.072
.064
.141
.462
.168
-.198
.422
.567
.692
.206
.000
.325
.505
.
.658
.700
.384
.003
.301
.227
.007
40
40
40
40
40
39
40
40
39
40
40
40
39
40
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.453
.003
40
.113
.494
39
.118
.467
40
.005
.976
40
-.010
.950
40
.139
.398
39
.133
.415
40

.009
.956
40
.703
.000
39
.405
.009
40
.284
.076
40
-.208
.197
40
.275
.090
39
-.066
.685
40

.412
.008
40
.247
.129
39
.673
.000
40
.365
.021
40
-.184
.257
40
.344
.032
39
.461
.003
40

Correlation is significant at the .01 level (2-tailed)

Pearson Corr.
Sig (2-tailed)
N
Autonomous (DS) Pearson Corr.
Sig (2-tailed)
N
Honest (DS)
Pearson Corr.
Sig (2-tailed)
N
Sensitive (DS)
Pearson Corr.
Sig (2-tailed)
N
Provocative (DS) Pearson Corr.
Sig (2-tailed)
N
Logical (DS)
Pearson Corr.
Sig (2-tailed)
N
Cautious (DS)
Pearson Corr.
Sig (2-tailed)
N

Intuitive (DS)

.137
.398
40
.066
.690
39
.476
.002
40
.722
.000
40
.135
.408
40
.016
.921
39
.456
.003
40

.000
1.000
40
-.196
.232
39
.064
.696
40
.073
.653
40
.734
.000
40
-.227
.164
39
.099
.544
40

.253
.121
39
.156
.348
38
.073
.658
39
.324
.044
39
-.228
.163
39
.496
.002
38
-.106
.522
39

.072
.658
40
.064
.700
39
.141
.384
40
.462
.003
40
.168
.301
40
-.198
.227
39
.422
.007
40

1
.
40
.040
.807
39
.092
.572
40
-.008
.962
40
.009
.957
40
.276
.089
39
-.064
.693
40

.040
.807
39
1
.
39
.224
.170
39
.166
.311
39
-.074
.655
39
.241
.140
39
-.023
.889
39

.092
.572
40
.224
.170
39
1
.
40
.589
.000
40
-.154
.342
40
.207
.206
39
.315
.048
40

-.008
.962
40
.166
.311
39
.589
.000
40
1
.
40
-.011
.949
40
.176
.285
39
.398
.011
40
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.009
.957
40
-.074
.655
39
-.154
.342
40
-.011
.949
40
1
.
40
-.293
.070
39
.061
.710
40

.276
.089
39
.241
.140
39
.207
.206
39
.176
.285
39
-.293
.070
39
1
.
39
.033
.842
39

-.064
.693
40
-.023
.889
39
.315
.048
40
.398
.011
40
.061
.710
40
.033
.842
39
1
.
40
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Pearson Corr.
Sig (2-tailed)
N
Autonomous (TM) Pearson Corr.
Sig (2-tailed)
N
Honest (TM)
Pearson Corr.
Sig (2-tailed)
N
Sensitive (TM)
Pearson Corr.
Sig (2-tailed)
N
Provocative (TM) Pearson Corr.
Sig (2-tailed)
N
Logical (TM)
Pearson Corr.
Sig (2-tailed)
N
Cautious (TM)
Pearson Corr.
Sig (2-tailed)
N

Intuitive (TM)
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Intuitive Autonom Honest Sensitive Provocati Logical Cautious Intuitive Autonom Honest Sensitive Provocati Logical Cautious
(TM) ous (TM) (TM)
(TM) ve (TM) (TM)
(TM)
(DS) ous (DS) (DS)
(DS)
ve (DS)
(DS)
(DS)
1
.244
.178
-.127
.114
.303
-.102
.672
-.084
.280
-.156
.051
.245
.190
.
.111
.248
.412
.460
.045
.510
.000
.586
.066
.311
.742
.109
.217
44
44
44
44
44
44
44
44
44
44
44
44
44
44
.244
1
.155
.103
.207
.141
.117
.021
.656
.337
-.054
.059
.137
.038
.111
.
.314
.507
.178
.361
.448
.894
.000
.025
.728
.702
.375
.806
44
44
44
44
44
44
44
44
44
44
44
44
44
44
.178
.155
1
.516
.032
.186
-.075
.286
.112
.540
.213
-.140
.234
-.069
.248
.314
.
.000
.836
.227
.627
.060
.468
.000
.165
.365
.127
.655
44
44
44
44
44
44
44
44
44
44
44
44
44
44
-.127
.103
.516
1
-.021
-.097
.200
-.064
.210
.236
.630
-.017
.094
.049
.412
.507
.000
.
.895
.532
.192
.678
.170
.122
.000
.914
.544
.751
44
44
44
44
44
44
44
44
44
44
44
44
44
44
.114
.207
.032
-.021
1
-.125
.215
.047
-.010
.130
.010
.822
-.033
.393
.460
.178
.836
.895
.
.420
.161
.764
.951
.400
.947
.000
.833
.008
44
44
44
44
44
44
44
44
44
44
44
44
44
44
.303
.141
.186
-.097
-.125
1
.169
.261
.000
.207
-.149
-.182
.743
.018
.045
.361
.227
.532
.420
.
.272
.087
.998
.178
.335
.236
.000
.909
44
44
44
44
44
44
44
44
44
44
44
44
44
44
-.102
.117
-.075
.200
.215
.169
1
-.097
.225
-.115
.102
.312
.105
.469
.510
.448
.627
.192
.161
.272
.
.532
.142
.457
.511
.039
.499
.001
44
44
44
44
44
44
44
44
44
44
44
44
44
44
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.672
.000
44
-.084
.586
44
.280
.066
44
-.156
.311
44
.051
.742
44
.245
.109
44
.190
1
.

.021
.894
44
.656
.000
44
.337
.025
44
-.054
.728
44
.059
.702
44
.137
.375
44
.038
.244
.111

.286
.060
44
.112
.468
44
.540
.000
44
.213
.165
44
-.140
.365
44
.234
.127
44
-.069
.178
.248

Correlation is significant at the .01 level (2-tailed)

Pearson Corr.
Sig (2-tailed)
N
Autonomous (DS) Pearson Corr.
Sig (2-tailed)
N
Honest (DS)
Pearson Corr.
Sig (2-tailed)
N
Sensitive (DS)
Pearson Corr.
Sig (2-tailed)
N
Provocative (DS) Pearson Corr.
Sig (2-tailed)
N
Logical (DS)
Pearson Corr.
Sig (2-tailed)
N
Cautious (DS)
Pearson Corr.
Sig (2-tailed)
N

Intuitive (DS)

-.064
.678
44
.210
.170
44
.236
.122
44
.630
.000
44
-.017
.914
44
.094
.544
44
.049
-.127
.412

.047
.764
44
-.010
.951
44
.130
.400
44
.010
.947
44
.822
.000
44
-.033
.833
44
.393
.114
.460

.261
.087
44
.000
.998
44
.207
.178
44
-.149
.335
44
-.182
.236
44
.743
.000
44
.018
.303
.045

-.097
.532
44
.225
.142
44
-.115
.457
44
.102
.511
44
.312
.039
44
.105
.499
44
.469
-.102
.510

1
.
44
.086
.580
44
.309
.042
44
-.046
.765
44
.058
.710
44
.396
.008
44
.150
.672
.000

.086
.580
44
1
.
44
.318
.035
44
.221
.149
44
.061
.694
44
.172
.265
44
.005
-.084
.586

.309
.042
44
.318
.035
44
1
.
44
.228
.137
44
.043
.781
44
.411
.006
44
.026
.280
.066

-.046
.765
44
.221
.149
44
.228
.137
44
1
.
44
.186
.227
44
.193
.208
44
.076
-.156
.311

Correlations: Culturally contingent leader attributes in CHF (Top Manager-Direct Superior) (continued)
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.058
.710
44
.061
.694
44
.043
.781
44
.186
.227
44
1
.
44
.017
.914
44
.408
.051
.742

.396
.008
44
.172
.265
44
.411
.006
44
.193
.208
44
.017
.914
44
1
.
44
.269
.245
.109

.150
.332
44
.005
.974
44
.026
.868
44
.076
.626
44
.408
.006
44
.269
.077
44
1
.190
.217
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Pearson Corr.
Sig (2-tailed)
N
Autonomous (TM) Pearson Corr.
Sig (2-tailed)
N
Honest (TM)
Pearson Corr.
Sig (2-tailed)
N
Sensitive (TM)
Pearson Corr.
Sig (2-tailed)
N
Provocative (TM) Pearson Corr.
Sig (2-tailed)
N
Logical (TM)
Pearson Corr.
Sig (2-tailed)
N
Cautious (TM)
Pearson Corr.
Sig (2-tailed)
N

Intuitive (TM)
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Intuitive Autonom Honest Sensitive Provocati Logical Cautious Intuitive Autonom Honest Sensitive Provocati Logical Cautious
(TM) ous (TM) (TM)
(TM) ve (TM) (TM)
(TM)
(DS) ous (DS) (DS)
(DS)
ve (DS)
(DS)
(DS)
1
.137
.353
.266
.116
.062
-.113
.491
.009
.037
.030
.107
.083
-.168
.
.255
.002
.023
.332
.600
.350
.000
.937
.761
.802
.373
.489
.158
73
71
72
73
72
73
71
71
71
71
72
71
72
72
.137
1
-.140
-.117
.073
.283
.150
.129
.560
-.065
-.028
.155
-.094
-.007
.255
.
.247
.333
.547
.017
.214
.286
.000
.594
.818
.201
.439
.955
71
71
70
71
71
71
70
70
70
70
70
70
70
70
.353
-.140
1
.498
-.077
.127
-.031
-.061
-.186
.193
.115
.101
.261
.016
.002
.247
.
.000
.522
.290
.801
.613
.123
.110
.339
.405
.028
.896
72
70
72
72
71
72
70
70
70
70
71
70
71
71
.266
-.117
.498
1
-.066
.131
.063
.022
-.251
.030
.563
.086
.041
.084
.023
.333
.000
.
.580
.269
.603
.852
.035
.806
.000
.476
.732
.481
73
71
72
73
72
73
71
71
71
71
72
71
72
72
.116
.073
-.077
-.066
1
-.196
-.018
.148
.086
.125
-.106
.712
-.095
.023
.332
.547
.522
.580
.
.099
.881
.219
.473
.299
.379
.000
.433
.848
72
71
71
72
72
72
71
71
71
71
71
71
71
71
.062
.283
.127
.131
-.196
1
.134
.123
.147
.112
.258
-.136
.446
.189
.600
.017
.290
.269
.099
.
.263
.307
.221
.352
.028
.258
.000
.111
73
71
72
73
72
73
71
71
71
71
72
71
72
72
-.113
.150
-.031
.063
-.018
.134
1
.013
.187
-.001
.213
.023
-.084
.646
.350
.214
.801
.603
.881
.263
.
.916
.121
.994
.076
.849
.487
.000
71
70
70
71
71
71
71
70
70
70
70
70
70
70
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.491
.000
71
.009
.937
71
.037
.761
71
.030
.802
72
.107
.373
71
.083
.489
72
-.168
.158
72

.129
.286
70
.560
.000
70
-.065
.594
70
-.028
.818
70
.155
.201
70
-.094
.439
70
-.007
.955
70

-.061
.613
70
-.186
.123
70
.193
.110
70
.115
.339
71
.101
.405
70
.261
.028
71
.016
.896
71

.022
.852
71
-.251
.035
71
.030
.806
71
.563
.000
72
.086
.476
71
.041
.732
72
.084
.481
72

Correlation is significant at the .01 level (2-tailed)
Correlation does not follow pattern indicated by the dashed line

Pearson Corr.
Sig (2-tailed)
N
Autonomous (DS) Pearson Corr.
Sig (2-tailed)
N
Honest (DS)
Pearson Corr.
Sig (2-tailed)
N
Sensitive (DS)
Pearson Corr.
Sig (2-tailed)
N
Provocative (DS) Pearson Corr.
Sig (2-tailed)
N
Logical (DS)
Pearson Corr.
Sig (2-tailed)
N
Cautious (DS)
Pearson Corr.
Sig (2-tailed)
N

Intuitive (DS)

.148
.219
71
.086
.473
71
.125
.299
71
-.106
.379
71
.712
.000
71
-.095
.433
71
.023
.848
71

.123
.307
71
.147
.221
71
.112
.352
71
.258
.028
72
-.136
.258
71
.446
.000
72
.189
.111
72

.013
.916
70
.187
.121
70
-.001
.994
70
.213
.076
70
.023
.849
70
-.084
.487
70
.646
.000
70

1
.
71
.387
.001
71
.208
.082
71
.272
.022
71
.031
.798
71
.167
.163
71
-.023
.852
71

.387
.001
71
1
.
71
.202
.092
71
.096
.427
71
.064
.596
71
.053
.662
71
.203
.090
71

.208
.082
71
.202
.092
71
1
.
71
.354
.002
71
-.022
.856
71
.261
.028
71
-.097
.419
71

.272
.022
71
.096
.427
71
.354
.002
71
1
.
72
-.109
.367
71
.085
.478
72
.280
.017
72
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.031
.798
71
.064
.596
71
-.022
.856
71
-.109
.367
71
1
.
71
-.053
.659
71
.156
.194
71

.167
.163
71
.053
.662
71
.261
.028
71
.085
.478
72
-.053
.659
71
1
.
72
.151
.205
72

-.023
.852
71
.203
.090
71
-.097
.419
71
.280
.017
72
.156
.194
71
.151
.205
72
1
.
72
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Appendix T – Directory of Interviews
Name
1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16

Function
Human Resources
Business Partner
Human Resources
Assessment Services
Divisional executive
Board member
Divisional executive
Board member
Head of Front Office
Support Ticino
Head of Customer
Information Support
Switzerland
Head of Customer
Information Support
Ticino
Head of Payment Services
Switzerland
Head of Payment Services
Ticino
Head of Contact Centres
Switzerland
Head of Contact Centre
Ticino
Head of Credit
Management – Private
clients Switzerland
Head of Service Center
Private Banking
Switzerland
Head of Service Centre
Private Banking
Romandie
Head Formalities Control
competence centre
Head of Credit
Management – Corporate
clients Ticino

Region
Company A
Zurich
Company A
Zurich
Company A
Zurich
Company A
Zurich
Company A
Ticino
Company A
Zurich

Date
10.10.2002 and
17.10.2002
17.10.2002

Company A
Ticino

4.10.2002

Company A
Zurich
Company A
Ticino
Company A
Zurich
Company A
Ticino
Company A Bern

30.09.2002

Company A
Zurich

1.10.2002

Company A Genf

1.10.2002

Company A
Zurich
Company A
Ticino

2.10.2002

ongoing
1.10.2002
11.10.2002
3.10.2002

11.10.2002
1.10.2002
11.10.2002
2.10.2002

11.10.2002
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Appendix U – Interview Outline
INTERVIEW OUTLINE (INTERNAL)
Introduction

10’

Researcher’s background, introduction of research project
Length of interview (one hour, focused interview)
Interview process (interviewer takes notes, subsequent notes review by interviewee)
Confidentiality (no tape recording), no direct quotation without permission
Explain theoretical framework (cultural levels, leadership prototypes)

Interviewee’s background

5’

Regional provenience (growing-up, education, profession), education
Line management function
Specific cross-cultural experiences in Switzerland and abroad

Organizational culture and your management team

20’

Please tell me about your experiences with cross-cultural management in Switzerland. What
was the context, which actions were taken, and which results were achieved?
How important is culture for you: a) in a strategic and b) in an operational perspective
(from 1-7)?
Do you specifically manage culture in your management team? If yes, how? Do you have
specific implicit or explicit cross-cultural management practices? e.g. sharing of crosscultural knowledge,
Do you specifically manage culture in your organizational unit? If yes, how?
Which cultural level is more important for you as a leader of your department? (Societal,
organizational, suborganizational) Why?
Which are, in your opinion, the language regions’ comparative strengths? e.g. based on
assessment center dimensions.
*Your team’s current development stage (start-up, maturity, high-performance team)
*Is culture a recurring discussion topic in your team? If yes on which level?
*What is the biggest cultural problem you ever encountered in your team or your organizational unit?
*How many language regions are represented in your management team (origin/work)?
*Do you promote cross-regional assignments (e.g. CHD->CHI)? If yes why?
*Which attributes make up an effective leader in your department?

Cross-cultural differences within Switzerland

10’

Do you think substantial differences among the three/four languages regions exist?
If yes, based on which attributes do the three language regions in your opinions differ?

Close and next steps
Is there anything you would like to add?
Is there additional documentation on this subject which could be analyzed?
Explanation of review process
*optional questions

5’

Group
behavior

Management/
Leadership

Factor

Third person
assessment

Self assessment

Third person
assessment

Assessment
type
Self assessment

− Values are made explicit
(written, published)
− Leadership bases on task,
function and performance (1-8)

− Leadership bases on task,
function and performance (9,
10)
− Does not understand the CHI
and It mentality (12)
− Dominant, dynamic, take the
lead (1)(3)(5)
−
− Takes the lead, dynamic (9)
− Less personal, more distant
(13)(14)(15)

− Importance of status and
hierarchy (4)
− Plain orders are not accepted (4)
− Lists / checklists are not
accepted (3)

− Leadership bases on status and
hierarchy (ALL)
− Plain orders are not accepted
(2)(5)(7)
− Need to be “hugged” (9)
− Emotional component, thirdparty motivation and trust are
very important (4)
− Takes the lead, but only in CHF
(GE) (9)
− Act like a minority, basic
defensive attitude (2)(6)(8)

− Leadership bases on authority
(“autorevolezza”) and know-how
(9)
− CHF is not accepted in CHI (9)
− CHD is accepted in CHI (9)
− Values are perceived as implicit, no
need to communicate them (9)(14)
− Skeptical about organization and
authority (14)
− More difficult to lead (15) at the
beginning, but once they are
convinced they are more malleable
(12)
− Leadership bases on personal
relationships (2)
− Consideration is important (2)
− More independent (1)
− Little distance between people,
attention to personal relationship,
sensibility(9)(11)(12)
− Emphasis on personal relationships
(2) (8) (10)

CHD

CHF
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Communication

Factor

Third person
assessment

Assessment
type
Self
assessment
CHI
− Communication more important (3)(5)(7)(8)
− Importance of networking (3)(5)(7)(8)
− Same persons ‘float’ in the organization since
many years, thus communication is easier
(5)(9)(10)(14)
− Sympathy but lacks precision (even more the
case for Italians) (15)
− Indirect (15)(14)
− Personal component is important (14)(13)
− CHI’s knowledge of German or French
facilitates communication considerably, but
loves when CHD speak Italian
− Communication and networking are generally
more important (ALL)
− Communication depends upon
sympathy/antipathy (6)
− Escalation/information(CHD) only when
strictly necessary
− HR problems are escalated to the unions (10)
− First check the relationship, addresses
problems later (10)
− Closed, prouder, distrustful, and swore (5)

Appendix V (continued)
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− Speak French but
seldom Italian (1-10)
− Precise but lack
sympathy (15)
− Direct (14)

− Less communicative
(11)(14)
− Direct, cognitive
communication style,
goes straight to the
point (10)(15)

− Communication more difficult
due to CHF’s refusal to speak
German. They rather speak
English (ALL)
− Makes extensive use of E-mail
carbon copies (5)(7)(8)
− Reacts quickly to communicate
disagreement (5)(6)
− HR problems are escalated to
the public/media (10)
− First check the relationship,
addresses problems later (10)

CHD

− More emotional and loud (4)
− Involves other employees in
case of disagreement (4)

CHF

Appendices

Problemsolving

Selfmanagement

Factor

− First source: network (2)(7)(8)
− Less goal-oriented at the
beginning, but hits target in the
end (10)

Third person
assessment

− Explanation is necessary, orders
are not accepted (GE) (4)(5)
− More apt at achieving outstanding
performance (4)
− More proactive (4)
− Less structured than CHD (4)
− Quality is always important (4)(7)
− Innovative and tolerant (3)
− More complicated (5)(7)
− Quality and precision are
important (5)(6)(7)

First source: analysis
BE slower than ZH (2)(3)
Rational problem-solving (10)
Negotiation is less effective due to
low relationship concerns

− BE slower than ZH (2)(3)
− Precise, structured and methodic
(15)(14)

−
−
−
−

− Analytic, planner (4)
− Easier to motivate (4)
− Less able to achieve outstanding
performances compared to CHF
(4)

− Needs to be “hugged” and
motivated (9)
− Less independent (3)(7)
− Deadlines are only met at the last
minute (6)

− First source: network (9)
− Does not analyze and evaluate and
alternatives first, but chooses the
“let’s go” strategy (12)
− Motivation and explanation of the
problem’s background are
necessary (14)

− Independent, goal-oriented (ALL)
− Analytic, structured, planner
(ALL)

− Frustration threshold lower (4)
− Goal may be common, means are
different (3)(8)(10)

− Sense of responsibility
(Eigenverantwortung) (9)
− More flexible (14)
− Time orientation is not so
important (13)
− Figures are less important, holistic
approach (13)
− More flexible (ALL)

CHD

CHF
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CHI

Self
assessment

Third person
assessment

Assessment
type
Self
assessment
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Social
behavior

Implicit
assumptions

Self
assessment

Conflict
management

Third
person
assessment

Assessment
type
Selfassessment

Factor

−

−

−

−
−
−

−

−
−
−
−
−
−

CHI
More critical and questioning (13)
Indirect (15)(14)
Not so clever (13) (“polli”)
Emotional (12)
“Familiar” conditions (9)
Many use to have lunch at home
(only Mendrisio) (9)
Importance of personal relationships
(ALL)
“Warmer” relationships (8)
“Familiar” conditions (5)(6)
Sometimes perceived as more lazy
(10)
Interested in (e.g. the boss’) private
life
Attire differences: Italian attire brown shoes (10)(O)
Power will be used for the good of
the other but also for the good of the
leader him/herself.
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− Perceived as being more
sophisticated, snobby, and more
formal (2) (10)
− Work and life balance: separation
(2)
− Relationship between religious
influences (Calvin) and behavior?
(10)
− Attire differences: black shoes (10)

− More critical and questioning (4)
− Emotional (4)

CHF

− Attire differences: black shoes
(10)(O)

− Direct (1)(3)(8)

CHD

Appendices

Other
organizational
behavior

Factor

Third
person
assessment

Assessment
type
Self
assessment
CHF
− Minority complex vs. ZH (3)(4)
− More proactive and proposal
oriented (4)(5)
− GE less performance oriented than
VD (2)(4)
− Minority complex vs. ZH
− Innovation is not always a strength
(8)
− Defensiveness
− CHF have more stereotypes of
CHD than vice-versa (3)
− Status and hierarchy are important
(ALL)

CHI
− More flexible (9)
− Less entrepreneur than commonly
assumed (9)
− More flexible and generous (1) (8)
− Autonomous (1)(3)(7)
− Sense of pride, closed community
(4)(5)(7)

Appendix V (continued)
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− More individualistic and egoistic
(6)(8)
− (ZH) Tough, result and careeroriented (2)(10)
− (BE) slower, calm (ALL)
− More individualistic and egoistic
(9)(10)

CHD
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Appendix W – Assessment Center Dimensions
Company A Assessment center dimensions 1998 (extract, original translation)
Group behavior (VG)
The ability to integrate into a team. To give attention to and support the needs of others.
To show respect and appreciation. To maintain a constant presence in a group. To make
an effort for the group to attain its goals. To listen actively, responding to statements
made by others and exploring their significance. To provide and ask for information
(including feedback). To address and follow up on conflicts and help resolving them in
a partner-oriented manner.
Leadership (LV)
To provide direction, guidance and influence the group and/or individual behavior in
order to achieve the goals of the group. To design and shape the process. To identify
and to evaluate opportunities for improvement. To structure the process result oriented
and to seek agreement. To integrate others into the process and to motivate them to join
in. To hand over responsibility. To be a driving force for immediate and consequent
realization. To reassess decisions continuously, to undertake corrections.
Assertiveness (DV)
To state own point of view clearly, unambiguously and with courage, and show
personal commitment. To support own point with convincing arguments, to defuse
counterarguments by anticipation and sharp wit. To negotiate skilfully and persistently
within limits given. To seek and achieve conclusion with an outcome accepted by all
parties involved.
Oral and written communication (AV)
To convey thoughts, ideas, messages and solutions clearly, succinctly and appropriate
for respective addressees, both orally and in writing. To make visual/illustrative and
effective presentations.
Problem solving (PL)
To recognize complex issues and problems. Continuously keep abreast of changes and
consider future developments. By asking purposeful questions obtaining relevant
information. To identify underlying potential causes and their inter-relationships, and to
analyze and evaluate them in depth. To gain an overview and draw conclusions. To
come up with solutions, identify pros and cons, consider alternatives, and prioritise
options. Based on an evaluation (of e.g. likely consequences) to make a clear decision
in selecting the best solution.
Planning and organizing (PO)
To recognize what has to be done. To divide large and difficult tasks into constituent
elements. To set priorities, to balance costs against gains and design a reasonable
course of action of project. To evaluate time budget(s) and to fix deadlines. To allocate
available resources effectively and involve relevant partners in projects. To give precise
result-oriented instructions, to delegate tasks skillfully and to monitor their execution.
To use effective means of planning and control which enable an overview. To arrive at
results that work.
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