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- Summary - 

 

- Is it possible to find an ideal leader that would be perceived as effective in four 

different countries? - 

- What characteristics would this ideal leader have if taking the cultures and the 

countries’ different perspectives of effective leadership into consideration? - 

 

The purpose with this thesis is to find an ideal leader that would be perceived as effective 

in four countries; Sweden, Great Britain, France and Germany. Due to the globalization 

of today it is not enough to be perceived as effective in one company or by one nation. 

An effective manager must have skills that are perceived as effective by many different 

people, despite cultural differences. 

      In order to find characteristics for this ideal leader our focus have been on finding 

similarities within the four countries and to determine what effectiveness means in each 

country. A questionnaire containing 41 questions about leadership effectiveness was 

formed and sent out to approximately 200-300 employees within the private sector in 

each country, whereas they needed to answer the questions with their current manager in 

mind. The result of this was 58 respondents from Sweden, 35 from Great Britain, 53 from 

France and 77 from Germany. To be able to develop this questionnaire and include as 

many aspects of leadership effectiveness as possible, three theories about leadership 

effectiveness were used as a ground base. A fourth theory represents cultural dimensions 

and thereby characteristics of the four countries, together with a general description of the 

stereotypical characteristic in each country. When the answers from the questionnaire 

were compiled, the theory and the descriptions concerning the cultural aspects were used 

as a comparison to the answers in order to get as legitimate facts as possible about the 

characteristics from each country.  

      The analysis mainly focus on correlations between certain questions, as this provide 

us with a better understanding of what aspects are important in relation to whether the 

manager is perceived as effective or not. The last question in the questionnaire, Q 41 if 

the manager is perceived as effective by others in the organization, has been seen as the 

most important question in relation to our topic and therefore it has been correlated with 
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the rest of the questions (except for one question). The questions have been placed in 

different categories depending on what aspects they concern, and also in relation to what 

similarities the questions have, and this resulted in 13 indicators. Another group was 

added, which contained of three questions that did not fit anywhere in the 13 indicators. 

These indicators includes, among other things, charisma, structuring, communication 

skills, participation etc. In order to understand what aspects that were important in each 

country, correlations between Q 41 and the indicators where made and thereby a clearer 

picture appeared to us, about what characteristics the ideal leader should have.  

      After analyzing back and forth, three aspects/indicators were concluded to be the 

most important for a leader to be perceived as effective in all the four countries. These 

aspects concern the human aspect as well as concern for task, and an ability to lead the 

followers in a way that make them perform their best. The final characteristics that our 

ideal leader must have, among others, is to lead by setting an example, be optimistic, 

create team spirit and communicate information in an understandable way. We believe 

this information and the results from this thesis will provide us with useful and valuable 

knowledge in our future working life. However, the journey has been though and we have 

met several set-backs on the route. The hardest thing has been to get in contact with 

companies in the different countries and even harder to get the employees to answer our 

questionnaire. Still, we consider that the amount of respondents from each country have 

been enough to regard our results as valid.  

 

- An ideal leader must, in order to be perceived as effective in the four different 

countries, be charismatic, have good communications skills, and put emphasis on team 

building among her or his employees. -   
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Chapter 1 

- INTRODUCTION - 

 

 

 

 

 

 

This chapter seeks to describe the purpose of our thesis. We will provide the reader with 

an introduction concerning the terms of leadership and leadership effectiveness. In this 

chapter we will also present our research question, limitations, definitions and the 

relevance of our theoretical and practical relevance. 
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1.1 Background 

 

Due to the globalization of today it is of great importance to be effective in more than 

more company or in one country. Therefore, the term leadership effectiveness seems, to 

us, to be an important part of today’s organizations. Hence, an interesting question might 

be what the word effectiveness brings to leadership. Effectiveness within organizations 

probably normally means cutting costs and reducing time. However, we find it rather 

clear that this is not the purpose with leadership effectiveness.  

 

Leadership effectiveness appears to be a complex term without any stated definition or 

well proved indicator. However, there seem to be a lot of people that have tried to solve 

the mystery of leadership effectiveness in order to provide the world with the knowledge 

of how to become absolute effective in one’s leadership. Although, as already mentioned 

– no one seem to have succeeded, at least not with an all around accepted solution. 

Nevertheless we find it important to get a grip of how other researchers and theorists 

perceive the term of leadership effectiveness, along with the term leadership itself.  

 

According to Jon Aarum Andersen, it is meaningless to state the terms of leadership and 

effectiveness if one does not understand what effectiveness really is.
1
 Yukl notes, 

however, that the perceptions of leadership effectiveness differ from one author to 

another. Although, he states that most authors define the term as the consequences of the 

leader’s actions for followers and other organization stakeholders.
2
 Bruce Avalio means 

that there is a distinction between effective leaders and successful leaders. Successful 

leaders get their followers to follow them; effective leaders motivate and enable their 

followers to reach shared goals.3 

 

There are several indicators used to measure leadership effectiveness. One indicator is the 

results, which could be such as how well the team, group or unit of the leader performs 

its task and reach its goal. Another one is to view sales increase, market share and net 

                                                 
1
 Jon Aarum Andersen, 1995, p. 23 

2
 Gary A. Yukl, 2006, p. 9-11 

3
 Bruce J. Avalio, 2001, p. 22 
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profits, etc. Furthermore, it seems to be important to view the subordinates’ attitude 

towards the leader.
4
 

 

The world is slowly but prominently turning into a whole in terms of globalization and 

internationalization. Consequently, we find the aspect of culture of great importance and 

interest. Leadership effectiveness is not only perceived differently from one person to 

another, but also from culture to culture. The aspect of managing cultural diversities is 

today important if one will succeed globally. According to Richard D. Lewis, people 

from different cultures share the basic concepts but they view things from different 

perspectives, which make people behave in different manners, hence causing 

misunderstandings. Some can understand things as irrational when it is completely 

normal for others.
5
  

 

The cultural differences can vary from being rather similar to completely unlike. Just by 

viewing Europe the cultural differences vary much. For example, compare the Latin 

liveliness with the Scandinavian calm. Although, when comparing Europeans with 

Asians, Europeans seem quite close to similar. Thus, what we find interesting to ask our 

selves is if there is a possibility to be perceived effective as a leader in Europe in general? 

Is it in theory possible to be an ‘ideal leader’ in each country? If viewing each culture 

and compare them with each other, might we find an answer?  

 

On account of previous questions, we will view Sweden, Great Britain, France and 

Germany to see if there might be traits and behavior that will be perceived as effective 

leadership in all of these countries. For a leader to be called ‘ideal’, the leader must be 

perceived as effective in all the four countries.  

 

 

 

 

                                                 
4
 Gary A. Yukl, 2006, p. 9-11 

5
 Richard D. Lewis, 1999, p. 2 
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1.2 Problem Discussion 

 

There is no clear description or definition of leadership that has been stated and accepted 

by everyone. Therefore, this question lies in the hands of every researcher, writing about 

the topic, to establish her or his own definitions. Michael C. Harris states that leadership 

is mostly about effectiveness, but also about efficiency. Many leaders believe today that 

if an organization is efficient, it will become effective. This is often based on the 

common belief that if you do the right thing, you can work on doing it right.
6
 This leads 

to the question if one’s definition of leadership effectiveness could come to a conclusion 

of how to become effective, and in that case what would the effectiveness result in? As 

this term of leadership effectiveness does not state what it is, or what would come out of 

it, why would people strive to become effective?  

 

Deliver performance is important for every organization that wants to keep making profit, 

and the key to delivering performance is leadership. This can be explained by “the better 

leadership - the better performance” i.e. the more effective the organization becomes. In 

reality, almost everyone possesses leadership characteristics, and therefore everyone can 

improve their leadership effectiveness. However, there are no rules or structures that 

ensure that a leader will become effective.
7
 Is an effective leader equal with an ideal 

leader? This question depends on how one defines the term of leadership effectiveness. In 

addition, does the answer of what leadership effectiveness is differ from country to 

country? The cultural aspect is of course very important, since one culture can be totally 

different from another one. Therefore, it should be an important aspect to consider. 

 

 

 

 

 

 

                                                 
6
 Michael C. Harris, 1998, p. 117 

7
 Michael C. Harris, 1998, p. 165 
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1.3 Research Question 

 

- Is it possible to create an image of an ideal leader that would be perceived as 

effective in Sweden, Great Britain, France and Germany? - 

- What characteristics would this ideal leader have if taking the cultures and the 

countries’ different perspectives of effective leadership into consideration? - 

 

1.4 Purpose 

 

The purpose is to get a better knowledge of how a manager can be perceived as effective 

in more than one country/culture. By understanding what effective leadership means in 

the different countries, as well as in general, we hope to be able to come up with an 

image of an ideal leader that would be perceived as effective in all of the four countries. 

      In addition, we hope this knowledge can give us an insight and prepare us for future 

work in other countries.    

 

1.5 Limitations 

 

Since the base for this thesis is a research project including Sweden, Great Britain, France 

and Germany, the focus is put only on these four countries. They are all western 

European countries and therefore we are aware of that the diversities in terms of cultural 

differences may not differ greatly.      

 

However, leadership can be perceived in different ways in the eyes of different people. In 

addition, the term of leadership rely on different aspects, whereas the situational factors 

are one. As this quantitative study does not take these situational factors into account, 

there might be factors that affect the answers. Organizational cultures are as well 

something that is not taken into account. Since this is a general study, which intends to 

determine the cultures of the countries, these aspects are not possible to consider.  
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1.6 Practical and Theoretical Relevance 

 

Leadership is a huge part of a working organization; hence to be effective in one’s 

leadership is important. Leadership effectiveness should be the goal of every leader. 

Thus, to know the term and understand how to become effective in one’s leadership 

should be of great importance for all leaders. The term has not yet been stated and there is 

no well proved ways of how to become effective as a leader. Therefore, we find it 

important to search the field further in order to understand the concept in a better extent. 

Our findings within this thesis would hopefully be of great relevance for every leader; 

especially the ones working in Europe that has to understand different cultures. We as 

authors will of course benefit tremendously from the findings as we believe the topic is of 

great relevance for our future working life in Europe.  

      When it comes to the aspect of culture, this has become more important over the 

years. The European market has become more open, as the European Union has gotten 

larger over the last decade. For many organizations, the open market is vital for their 

survival. Therefore, the knowledge of cultural differences should be of great importance 

for these organizations. If possessing the knowledge of how different cultures work, act 

and think in business life, one has the lead and a greater possibility to win the trust of the 

opponent, hence the negotiations. If one does not understand the differences in culture, 

one run the risk of act in a way that in the eyes of the opponent is not seen as acceptable. 

Consequently there will be no chance to build a relationship that one can benefit from.  

       

In addition, we believe that the people included in the study, i.e. the ones answering our 

questionnaire must in some way reflect upon the subject of leadership effectiveness. As 

they get a copy of our thesis, they might learn some from the findings in our research. 

They might understand the diversities in culture and also learn from what is seen as 

effective in other countries. Besides, they will certainly learn from the results of their 

own country, and how their co-workers perceive the leader. There are many theorists and 

researchers that have studied cultural differences. However, the leadership effectiveness 

aspect has not yet been investigated to a large extent and therefore this study contributes 
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to this field. Still, more research is needed in this field and we believe this study provides 

an interesting view of leadership effectiveness in these four countries.     

   

1.7 Definitions 

 

Manager/leader:  The major difference between a manager and a leader is 

that a manager has subordinates and possesses a managerial 

role, but a leader does not necessarily have a managerial 

role.  

Ideal leader:  In this thesis, this term will be used in the meaning of a 

leader that posses all the right characteristics that result in 

the best possible outcome, i.e. effective in Sweden, Great 

Britain, France and Germany. 
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Chapter 2 

- METHODOLOGY - 

 

 

 

 

 

 

 

In this chapter we mean to provide an understanding of the process of our thesis. We 

describe our research journey, research methods, collection of our empirical data, and 

how the theories have been selected, along with the value of the study. 
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2.1 Research Journey 

 

Since we took a course in ‘Leadership theories’, fall of 2005, our interest for the subject 

has been great. As the time went by and we got closer to the bachelor thesis we contacted 

Anders Hytter (PhD. Senior Lecturer, School of Management and Economics, Växjö 

University), responsible for the class in leadership theories. This became the beginning of 

the project of leadership effectiveness. A. Hytter put together a research team, consisting 

of himself, us as two Swedish students, and two German students. The purpose of this 

research team is to conduct a survey concerning leadership effectiveness in an 

international perspective.  

      From the beginning the thought was to conduct a survey in Sweden and Germany, as 

these represent the nationalities within the team. However, as internationalization is 

growing and becoming more and more important, we wanted to widen this research in 

form of adding two more countries. These countries became Great Britain and France, 

mainly because of our network, which would make the process easier.  

      After stating the purpose and the aim of our research team, the journey began. We 

started early with the questions, which showed to take a rather large proportion of our 

time. The questions were divided into different categories, which for us demonstrated the 

main indicators of leadership effectiveness. [See appendix 1:1]. Finally, 41 questions 

later, the task was to translate them to all the languages included in this study. This was 

done by several native speakers, who nicely agreed to translate the questions and 

introduction letter for our account.  

       

The purpose with the questionnaire is to view how leadership effectiveness is perceived 

in Sweden, Great Britain, France and Germany. Our interest with this data is to seek 

answers to what the similarities is concerning leadership effectiveness within these 

countries. Our intention is to view whether there is a possibility to ‘create’ an ideal 

leader, who will be perceived as effective in all of these four countries. The reason of our 

choice is that we find the cultural aspect very interesting. Europe is slowly growing into a 

‘whole’ along with the European Union. Thus being part of this and about to enter the 
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European labor marker within the next couple of years, we find it interesting to have the 

knowledge of these cultural aspects.  

 

When we had collected the answers from the respondents of the different countries 

together with the research team, we analyzed the answers in the SPSS program. Thereby, 

we could interpret the numbers and put together our empirical chapter.  

      One major problem included in this process was the numbers of respondents. To get 

100 answers from each country were difficult, and we did not get that many answers from 

any of the countries. Even though we did contact much more people than 100 persons per 

country, a small percentage responded. As the time went by quickly, we had to gather the 

data even though we did not have enough respondents. However, in the mean time while 

waiting for the respondents to answer our questionnaire we wrote the first 3 chapters of 

this thesis; introduction, methodology, and theory. Thus, when accomplished the 

empirical chapter we had the foundation for our analysis ready and were then able to 

complete this thesis.  

 

2.2 Data Collection 

 

2.2.1 Theoretical Data Collection 

 

The theory we used in this thesis are mainly taken from literature. Many of the books we 

got to know from former classes within the Management-program, but we also found a 

lot of new useful literature in the library of Växjö University. Furthermore, our tutor, 

Anders Hytter, suggested one Norwegian book; Ledelse og Ledelsesteorier
8
. In addition, 

Internet has been of much help, as we used several articles found on ebrary, as well as on 

google and other Internet sites. We used the database of the library of Växjö University, 

whereas the keywords leadership and effectiveness in different combinations provided us 

with much material. English, Swedish and Norwegian material have been used, hence a 

wider range of literature.  

                                                 
8
 Jon Aarum Andersen, 1995. 
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Our theoretical data is divided in different parts. We will start off by describing 

leadership and leadership effectiveness in general, with the intention of providing a 

general understanding about these terms. This part will be based on several books and 

articles on the Internet, with the purpose of presenting the general thoughts and 

definitions of several authors and researchers. This will result in a wide understanding of 

how the terms are understood in general. Included in this part are three theories on 

leadership effectiveness and different behaviors of leaders. The theories are the Ohio-

State University Leadership Studies, Transformational- and Transactional leadership and 

Charismatic leadership by Robert House
9
. Several books and Internet pages have been 

used in the process of describing the theories in general.  

     The second part of the theory chapter includes cultural aspects such as the Five 

Dimensions of Cultural Differences by Geert Hofstede
10
, and cultural differences in 

business, whereas a description of the stereotypes of Swedes, Britons, French and 

Germans will be presented. The five dimension of Hofstede is; power distance, 

uncertainty avoidance, individualism versus collectivism, masculinity versus femininity 

and long-term- versus short-term orientation. Hofstede conducted studies in many 

countries in terms of these dimensions. Though this work was done several years ago, it 

is still the most covered research in this field, thus we find it of relevance to use this 

theory. The second part in the cultural theories is the description of the stereotypical 

characteristics of the Swede, Briton, French and German in business. We will bring up 

such as the stereotype of the manager, how they behave during business meetings, how 

they delegate, difficulties as manager, and their view on how a successful manager 

should act.   

 

2.2.2 Empirical Data Collection 

 

Our empirical data is the result of a survey, sent out in Sweden, Germany, Great Britain 

and France, thus it will only include of primary data. This survey is conducted by a 

research team, consisting of Anders Hytter (PhD. Senior Lecturer, School of 

                                                 
9
 Robert House, 1977. 

10
 Gary A. Yukl, 2006. 



Leadership Effectiveness  

- The view from four countries - 

 

 

- 10 - 

Management and Economics, Växjö University), us as two Swedish students and two 

German students. The survey consists of 41 questions concerning leadership 

effectiveness, which the respondents will answer with their direct manager in mind. The 

questions are categorized into different indicators of leadership effectiveness 

(participation, relation-, power- orientation, giving feedback, etc.). [See appendix 1:1]. In 

addition, there are a few basic questions in the beginning; concerning the general 

information of the respondent and her or his manager. These questions include 

information about gender, age, sector, and if the respondent had a managerial position 

before. However, we will never know the identity of any manager, as this thesis never 

publish any kind of personal data or even the name of any companies. We only focus on 

the information we get from the answers and we will analyze these through an 

international perspective, thus we do not study any specific individual or company. Still, 

we have some restrictions of who gets to answer our questionnaires and which sector we 

want to study. The focus is on the private sector only, and we aim at native respondents 

from each country, as this will provide us with as valid data as possible. We intended to 

select 100 answers from each country in order to get the best validity possible out of the 

survey. However, the final amount of respondents ended up with 58 from Sweden, 35 

from Great Britain, 53 from France and 77 from Germany. These were the final 

respondents after the selection according to the previous described criteria.     

       

The process of gathering our empirical data is however a rather difficult task. In order to 

get as valid data as possible we do not want more than 5-10 persons evaluating the same 

manager, preferable only few from each company. Consequently, this makes us strive for 

get in contact with a large amount of companies in each country. 

      All contacts with the companies are done by e-mail, and some over the telephone 

(Skype).  IT is a very easy way of communicating and a very effective and rather fast 

way as well, although e-mailing might be somewhat impersonal and difficult in some 

aspects.  

      Firstly, it is difficult to get through to busy managers and try to get them to help us.  

One of the more difficult tasks is that we need the contact information of each possible 

respondent in order to mail their personal link to them, which will guide them to our 
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questionnaire, whereas the answer will end up in our database. Hence, the problem is to 

get in contact with people in companies, whom will give us contact information to people 

in their organization. Often one have to go through the manager in order to get the 

information of possible respondents in the specific company, thus if the manager is not 

willing to get ‘evaluated’ in our study, he will not help us, hence the loss of several 

respondents. Another problem has shown to be that it is easy that our e-mail end up in 

peoples’ junk e-mail, hence we will never get them to read it. Thus, the easiest way to get 

respondents to answer the questionnaire is simply to use our network and the network of 

people we know, such as friends, work colleagues, family and relatives. Consequently, 

the work including gathering data is somewhat complicated in the meaning of that it is 

about contacting people in other countries, and to get people to take time out of work to 

answer. 

       

Since it was difficult to get e-mail addresses to that many people which we aimed at, we 

also have included a ‘public link’, i.e. a link that is sent out to people that they can 

forward to others. The answers are sent to us without ever knowing who the respondents 

really are. Thus, the public link is not as controlled as the personal one, and the 

respondents of the public link is not ‘registered’ in the same way in the database. 

However, this way turned out to be the ‘saving link’ that made it possible for us to get as 

many answers as we needed.  

      Yet, we did not get as many as 100 answers from any of the countries, though the 

respondents varied a lot from country to country. Hence, we ended up with 77 from 

Germany but only 35 answers from Great Britain. From Sweden we got 58 answers and 

from France we got 53. 

 

Table 1. Respondents from each country before and after the selection 

Country Intended amount of 

respondents 

Respondents before 

selection, N 

Respondents after 

selection, n 

Sweden 100 69 58 

Great Britain 100 39 35 

France 100 62 53 

Germany 100 82 77 
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The numbered noted above is the final number after the selections. As mentioned before, 

we would like to only include the respondents that have the nationalities of the countries 

we study, as well as a native manager. Thus, we had to delete respondents that either is of 

other nationality or evaluates a manager that is not of that nationality. We had 252 in total 

from the beginning, and now we have 223, which excluded 21 respondents because of the 

selection. 

 

However, there are still respondents sending in their answers, which will not be included 

in this thesis. The reason is only because of the time limit, i.e. the dead line of our thesis. 

The ‘late’ answers will be included in the study by Dr. A Hytter.  

 

2.3 Research Approach: Qualitative versus Quantitative 

 

The empirical part of this thesis is as mentioned before the answers of a questionnaire, 

sent out in four different countries. The answers are signified by six alternatives (disagree 

completely – agree completely), thus there are no open questions.  

      When it comes to the research approach, i.e. if the study is qualitative or quantitative, 

our study becomes quantitative. The answers we got from the questionnaire were 

analyzed in terms of numbers, in the SPSS program. The answers provided us with 

information about the answers of the respondents, and thereby we were able to analyze 

the differences between each of the countries.    

 

2.4 Value of the Study 

 

2.4.1 Validity 

 

This part means to discuss the validity, i.e. to the extent our measuring methods in fact 

measure what they intend to measure.11  

 

                                                 
11
 Ib Andersen, 1998, p. 85 
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Our purpose of this thesis is to answer our research question [see 1.3 Research Question]. 

We believe that we formulated our research question in an understandable way. Thus, the 

base of our study is to find out how each of the four countries perceives leadership 

effectiveness. In order to get this information the questionnaire was made. The questions 

are formulated in the way that they are perceived in the same way by every respondent, 

regardless of language. This is done through the help of native speaker of each country, 

whom we ‘tested’ the questions on.  

 

The questions are the result of our knowledge in former research in the field of leadership 

effectiveness. Thus, definitions of leadership and leadership in general, the Ohio-State 

Studies, Transformational- and Transactional leadership and Charismatic leadership are 

used to grant us with the necessary knowledge.  In the questionnaire, we include the 

important factors of leadership effectiveness, i.e. the 13 indicators, which includes a few 

questions each, in total 41 questions. We believe that the 41 questions provide us with the 

respondents’ view of leadership effectiveness. Thus, as we believe the amount of 

respondents that we got from each country is a sufficient amount of respondents, we 

consider the questionnaire be an appropriate foundation of our analysis. 

      Through the answers of the questionnaire we will be provided with the data of how 

each country perceives leadership effectiveness. Thus we are able to find the similarities, 

hence the ideal leader we are looking for.  

 

2.4.2 Reliability 

 

The reliability is the extent to how precise our measurement measures what they intends 

to measure. This also means that the same study should get the same answers if it is done 

a second time.
12
 

 

The questions of the questionnaire are formulated in a way that everyone should perceive 

them in the same way. We put much emphasis on the formulations and the aim of the 

questions in order to be certain that they will be understood in the ‘right’ way. The 

                                                 
12
 Ib Andersen, 1998, p. 85 



Leadership Effectiveness  

- The view from four countries - 

 

 

- 14 - 

original questions are in English, and tested on native speakers to be certain. When 

feeling confident about the English sample the translation into Swedish, German and 

French were done by native speakers and tested on several others. This process made us 

sure that the aim of the questions are the same in every language, which is very important 

as the purpose of the study is to compare the countries.  

 

The purpose was to find 100 persons from each country, whereas both the respondents 

and the managers should represent the nationality of the country. As the four countries all 

are included in the European Union, whereas the labor market is relatively open, people 

move - hence work in other countries. Thus to be sure that we get the ‘right’ respondents 

to answer out questionnaire, the question of nationality is included in the questionnaire. 

The answers of the questionnaire will be sorted with the intention to make sure we 

include the ‘right nationalities’. 

      We believe that the respondents from each country will provide us with adequate data 

to provide an understanding of the population. The population is as mentioned before 

people of the nationality we intend to study, working in the private sector. We believe 

that if sending out the same questionnaire to the same amount of persons with the same 

requirements as we have, the same results will appear.  
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This chapter will present the theories. The theory chapter is divided into two parts; (1) 

the theories about leadership and leadership effectiveness, and (2) the theories, which 

concerns the cultural aspect. In the end of this chapter we present a discussion 

concerning the application and how we view the connection between the theories and our 

empirical data. 
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3.1 Leadership and Leadership Effectiveness 

 

This part will present the leadership and leadership effectiveness theories. First we will 

provide a description of leadership and leadership effectiveness and its different 

definitions. Then we will present the Ohio-State University Studies, Transformational- 

and transactional leadership, and Charismatic leadership. However, these three theories 

have only been used as a ground base for the questionnaire; they have therefore not been 

analyzed. 

 

3.1.1 Leadership in General 

 

There are some theorists and authors claiming that leaders and leadership are 

unnecessary. However, the human history cannot show any examples of long lasting 

groups or organizations that have not had any kind of leadership. When many people are 

working together towards the same goal, it is required that one person takes the role as a 

leader, who can coordinate and organize the work. Therefore, it is important to remember 

that there are no organizations without leadership.
13
 

       

3.1.1.1 Definitions of the term leadership 

When it comes to describing leadership and specific aspects of the subject, the problems 

is to choose between the numbers of existing leadership theories.
14
 There are many 

definitions of leadership and many theorists who try to define the term. The similarities in 

each definition about leadership bring up goals, goals achievements, groups or 

organizations, structure and processes.
15
 In the following text below four leadership 

theorists’ definitions of leadership will be presented.  

 

According to Kjell Ekstam, leading is always about creating results through others. He 

continues that leadership without realism is a reality escape on the same way that a 

                                                 
13
 Jon Aarum Andersen, 1995, p. 18-20  

14
 Jon Aarum Andersen, 1995, p. 13-15 

15
 Jon Aarum Andersen, 1995, p. 13-15 
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leadership without visions becomes a leadership without directions.
16
 Gary Yukl points 

out that definitions of leadership reflect the assumption that it involves a process, in 

which planned activities is used by one person over other people to guide, structure and 

facilitate activities and relationships in a group or organization.
17
 Bernard M. Bass has 

grouped a bunch of definitions of leadership into 12 categories. Leadership is according 

to him defined as (1) a central for group processes, (2) personalities and their effects, (3) 

knowledge of creating indulgence, (4) practice of affects, (5) action or behavior, (6) a 

type of persuasion, (7) power relationship, (8) an instrument for achieving goals, (9) a 

developed result from an interaction, (10) a differentiated, special role, (11) establishment 

of structures, and (12) a combination of effects. Every organization has its own 

leadership, and it is always connected to groups in the organizations.
18
 Michael C. Harris 

defines leadership as taking the responsibility and guiding the action necessary for 

achieve desired goals.19  

 

3.1.1.2 Changes affect the leadership 

Because leadership has so many definitions, many researchers have begun to question if 

the term is even useful as a scientific construct. In addition, some scientist and 

practitioners seam to believe that, for the effectiveness of the organization, leadership is a 

very important phenomenon. However, every moment has its own leader, and successful 

leadership changes from one moment to another, from one organization to another, and 

from person to person.
20
 No matter if a leader is new as a leader or has many years’ of 

experiences, the reality constantly changes and the leader must be able to adapt and 

develop her or his leadership in line with these changes.21   

 

 

 

 

                                                 
16
 Kjell Ekstam, 2002, p. 16, 52 

17
 Gary A. Yukl, 2006, p. 3 

18
 Jon Aarum Andersen, 1995, p. 14-15 

19
 Michael C. Harris, 1998, p. 5 

20
 Gary A. Yukl, 2006, p. 8 

21
 Kjell Ekstam, 2002, p. 205 
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3.1.2 Leadership Effectiveness 

 

As noted before, it is important to be aware of what leadership effectiveness is before one 

can determine its effects in a company. Many organizations seek to explain the 

organization’s use of limited resources in terms of effectiveness, i.e. the effectiveness is 

described as the company’s profitability.
22
  

      Everything we do, individually as well as in teams, are directed toward effectiveness. 

The term effectiveness aims to create a value that is higher than the consumption of the 

resources for creating this value.
23
 Leadership today is much more about creating an 

environment where people can succeed, than it is about decision making or individual 

work. A leader is not capable of handling everything that needs to be done by her- or his 

own. In addition, there are no situations where the leaders are capable of making all the 

decisions by themselves and just telling subordinates what to do. Moreover, this would 

not make the organization to function effectively. The leadership challenge is to find 

ways to develop associates, because development relates to allowing individuals to grow 

in skills, knowledge and abilities to perform at their highest possible levels now and in 

the future.
24
  

      Since the early 1900th century a more comprehensive view of leadership began to 

grow and interaction between the task, the leader and relationships with followers was 

taking into account. Before this, the “great man theory”, which implied that leaders where 

born, not made, was the dominating leadership scholar.
25
  

       

3.1.2.1 Measurements for effective leadership 

As written by Yukl, leader effectiveness is often measured in terms of the leader’s 

contribution to the quality of group processes, as it is perceived by followers and by 

outside observers. But there are several measurements and indications on leadership 

effectiveness. How the followers perceive the leader is also an important indicator. 

Another indicator is to view to which extent the leader’s organizational unit performs its 

                                                 
22
 Jon Aarum Andersen, 1995, p. 26 

23
 Bengt Karlöf, 2001, p. 7 

24
 Peter Topping, 2002, p. 94 

25
 Peter Topping, 2002, p. 19 
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task successfully and attains its goals. Since there are so many alternative measures of 

effectiveness, it is difficult to evaluate how effective a leader really is. In addition, people 

have different values and perceive effectiveness in different way, and therefore there are 

several factors that need to be taking into consideration when defining leadership 

effectiveness. However, multiple definitions of leadership, as well as of leadership 

effectiveness, help us to broaden our perspectives and enlarge the capacity of 

investigation.
26
  

 

3.1.3 The Ohio-State University Leadership Studies 

 

The Ohio-State University Leadership Studies started 1945 and the program is the most 

well known and complete study, which determines a leader’s behavior.
27
 The purpose of 

the research was to develop a questionnaire and identify categories of relevant leadership 

behavior to measure how often a leader used these behaviors.
28
 Hephill with colleagues 

prepared a list containing 1790 statements concerning aspects of a leader’s behavior. 

Most of the statements were put in subcategories since they had similarities between 

them. The following nine dimensions became the main aspects of the leader’s behavior; 

(1) Initiation, (2) membership, (3) representation, (4) integration, (5) organization, (6) 

dominance, (7) communication, (8) recognition and (9) production. 150 of the 1790 

statements where put in a questionnaire where subordinates had to describe their leader 

by using one of five alternatives to indicate the frequency of the different behavior 

elements of their leader.  The researchers could determine the smallest amount of 

dimensions that could be used to describe the leader behavior. The result of this was two 

categories; consideration and initiating structure.
29
  

 

3.1.3.1 Leadership behaviors 

Andersen describes Consideration as it reflects the extent to which the leader shows 

concern for others in the group. The leader behavior is characterized by interpersonal 

                                                 
26
 Gary A. Yukl, 2006, p. 9-11 

27
 Jon Aarum Andersen, 1997, p. 67 

28
 Gary A. Yukl, 2006, p. 51 

29
 Jon Aarum Andersen, 1995, p. 67-68 
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relationships, friendship, trust and human warmth.
30
 This includes showing concern for 

the subordinates’ feelings and needs, and act in a supportive manner. Examples of leaders 

who use the consideration behavior is that they do personal favors for their followers, 

listens carefully and consult on important matters. An important aspect is to treat all the 

subordinates equally and accept suggestions from them.
31
 

      Initiating structure describes to which extent the leader initiates activities in the 

group and organizes the work that ought to be performed. The leadership behavior insists 

on achieving standards and decides in detail what needs to be done and how it should be 

done.
32
 The leader show great concern for accomplishing the task and every role is 

defined in order to attain tasks and goals. Examples of behaviors are constructive critics 

of poor work, maintaining defined roles and standards of performance and emphasize the 

importance of meeting deadlines. The leader should also offer new approaches to 

problems and coordinating activities.33  

 

After studies made on the consideration- and initiating structure behaviors two 

questionnaires were constructed and developed to measure the behaviors; the Leader 

Behavior Description Questionnaire (LBDQ) and the Supervisory Behavior Description 

(SBD). The two questionnaires are very similar, and often threaten equal, but there is a 

difference in the content of the behavior scales. Later a third questionnaire was 

constructed in order to measure leader attitudes, called the Leader Opinion Questionnaire 

(LOQ). However, this questionnaire has been used by some researchers as a measure of 

behavior, but the measure of leader attitudes is more appropriate. Researchers at the 

Ohio-State University then developed a fourth questionnaire called the Leader Behavior 

Description Questionnaire, Form XII (LBDQ XII). In this questionnaire 10 additional 

scales were added since consideration and initiating structure seemed too narrow. The 

new scales concerned leadership behavior (like representation and integration), traits (like 

uncertainty and tolerance) and skills (like analytical accuracy and persuasiveness). Even 

                                                 
30
 Jon Aarum Andersen, 1995, p. 67-68 

31
 Gary A. Yukl, 2006, p. 51 

32
 Jon Aarum Andersen, 1995, p. 67-68 

33
 Gary A. Yukl, 2006, p. 51 
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thought these new scales were added and widened the perspective many researchers 

continued to use the scale of consideration and initiating structure.
34
      

 

3.1.3.2 Weaknesses with the studies 

The questionnaires and their modified versions have been used in a number of studies by 

many different researchers and theorists, but the results have been weak and inconsistent 

for most criteria of leadership effectiveness.
35
 In addition, there has been several studies 

claiming that consideration and initiating structure can be considered as central 

dimensions in a leader’s behavior. However, there is evidence from other studies that 

these dimensions are not mutually exclusive behavior patterns.
36
 In fact, Yukl state that 

they are relatively independent, i.e. the use of one behavior is not necessary the same as 

the use of the other.
37
 The statement suggests that there are two dimensions in each 

leader’s behavior.38  

      The studies found it hard to prove any clear connection between leader behavior and 

the followers’ attitudes and performance.
39
 However, one consistent finding was a 

positive correlation between consideration and the follower satisfaction. Subordinates are 

normally more satisfied when they have a leader who shows concern for them.
40
 One 

thing that many researchers have complained concerning the studies is that the 

instruments used with the studies did not have a high validity or reliability.
41
 In some 

studies the followers were more satisfied and performed better with a structured leader, 

while in other studies the opposite relationship were shown or even no relationship at 

all.
42
 Still, the Ohio-State Studies had many characteristics that came to dominate the 

leadership research during many years. 43  

 

 

                                                 
34
 Gary A. Yukl, 2006, p. 51-52 

35
 Gary A. Yukl, 2006, p. 52 

36
 Jon Aarum Andersen, 1995, p. 68 

37
 Gary A. Yukl, 2006, p. 51 

38
 Jon Aarum Andersen, 1995, p. 69 

39
 Jon Aarum Andersen, 1995, p. 69 

40
 Gary A. Yukl, 2006, p. 52 

41
 Jon Aarum Andersen, 1995, p. 69 

42
 Gary A. Yukl, 2006, p. 52 
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 Jon Aarum Andersen, 1995, p. 68-69 
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3.1.4 Transformational- and Transactional Leadership 

 

There have been several theories about transformational- and inspiring leadership. 

According to Yukl, Bass has, more than anyone else, done empirical researches in 1995 

and 1996 on this with the focus on transformational- and transactional leadership. These 

two types are defined in terms of how followers are being influenced by the leader and 

the leader’s affects on the followers. The two leadership behaviors are described in terms 

of broad categories of behavior, each with specific subcategories. These sub categories 

were identified by a questionnaire called the Multifactor Leadership Questionnaire 

(MLQ)
44
, which tries to capture the transforming and charismatic quality of the 

leadership.
45
 The original formulation of the questionnaire contained three types of 

transformational behavior and two types of transactional behavior, but one sub category 

where later added to each behavior. The transformational- and transactional leadership 

behaviors is similar to the two behaviors in the Ohio-State Studies, consideration and 

initiating structure, and it is suggested that this theory is build upon the Ohio-State 

Studies.
46
 [See appendix 3:1]. 

 

Transformational leadership is characterized by followers who feel trust, admiration, 

loyalty and respect toward the leader,
47
 and in addition they are often motivated to 

perform more than they thought were possible. Transformational leaders try to convert 

their followers into leaders,
48
 i.e. they seek to develop their followers to the point where 

they are able to take on the leadership role and perform beyond the established 

standards.49 By using one or more of the four categories under transformational behavior, 

the leader seeks to achieve superior results.
50
   

      The transactional leadership behavior depends on contingent support, either positive 

or negative.
51
 Bruce J. Avolio writes that the transactional leadership behavior occurs 

                                                 
44
 Gary A. Yukl, 2006, p. 262-263 

45
 Christopher Peterson, 2004, p. 422 

46
 Gary A. Yukl, 2006, p. 263 

47
 Gary A. Yukl, 2006, p. 262 
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 Bruce J. Avolio, 2001, p. 12 

49
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when the leader rewards or disciplines a follower depending on the sufficiency of the 

follower’s performance.
52
 It involves an ex-change, which includes that the leaders 

discusses with her or his colleagues and followers about what is expected. This might 

result in follower compliance but is not likely to generate enthusiasm and commitment to 

task objectives.
53
  

 

A third behavior were later included, the laissez-faire leadership, which is much about 

ignoring problems and subordinates’ needs. It can be described as the lack of effective 

leadership.
54
 Avolio points out that this leadership behavior is the most inactive and 

ineffective form of leadership. Under this behavior nothing is managed.
55
  

 

3.1.4.1 Transactional- or transformational leadership behavior? 

The transformational leadership generates more follower motivation and performance 

than the transactional leadership, but the two different types are not mutually exclusive. 

In addition, effective leaders often use a combination of the two.
56
 However, it has been 

shown in researches since the 1980s that transformational leadership behavior is more 

effective than the transactional. The most ineffective and dissatisfying behavior have 

shown to be laissez-faire leadership.57 

      According to Yukl, some theorists have tried to make analyses in differences between 

the two types of leadership behavior, but even though the distinction between the two 

was supported the results were different from study to study. The two categories are 

much intercorelated and therefore it is difficult to clearly determine their separate 

effects.58 This is also shown in the fact that transactional leadership behavior can provide 

higher motivation, innovation and satisfaction, if it is increased by transformational 

leadership behavior.
59
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3.1.5 Charismatic Leadership by Robert House 

 

More recently, many authors and theorists have begun to study the term leadership as 

charismatic influence, where leaders use vision and force of personality to inspire and 

empower their subordinates.
60
 Charisma is seen as an acknowledgment made by the 

subordinates, based on what they observe of the leader’s behaviors.
61
 Charismatic 

leadership is described by some researchers as transformational leadership, since the 

leader tries to transform a subordinate’s values into the leader’s values.62  

      Robert House introduced the theory of charismatic leadership in 1977 but then 

renamed it to value-based leadership in 1998. However, the original term “charismatic 

leadership” or “charisma” describes this kind of leadership in the best way, which also 

indicates that the leader’s power to influence followers is extraordinary since it provides 

a special type of leader-follower relationship.63  

      According to Bass, charismatic leaders show great self-confidence and have the 

ability to articulate goals and ideas to the followers. It is common that followers of a 

charismatic leader seek to identify them selves with the leader.
64
 Examples of charismatic 

leadership have shown to be “a product of communication”.
65
  

       

3.1.5.1 The effects of charismatic leadership 

Many theorists have investigated the effects of charismatic leadership during the past 20 

years.
66
 It started in the 1980s and 1990s with a move towards charismatic leadership, 

regarded as a way of understanding transformation and innovation.
67
 Mostly the effects 

of charismatic leadership are shown in two categories; leader-focused variables and 

follower-focused variables. Satisfaction with the leader is one of the most common 

aspects among the leader-focused variables. Leaders can extensively improve subordinate 

satisfaction by emphasizing meaningful goals, show example of good behavior and 
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provide empowerment approaches. When it comes to follower-focused variables, the 

most often explored variables are extra effort to work. It is of great importance that the 

leader brings up the meaning of the work and explains the connection between the 

organization’s mission and goals with ideological values. In this way the followers feel 

more motivated and make easier self-sacrifices and extend their effort.
68
 It has been 

found that subordinates who have worked for charismatic leaders performed significantly 

better and indicated more flexibility and creativity.
69
  

 

In addition, charismatic leadership tends to emerge under more uncertain and ambiguous 

conditions, i.e. when the performance cannot be easily measured or when it is difficult to 

link rewards to individual achievement.
70
  

      The results from hundreds of empirical studies show that charismatic leadership has a 

positive effect on the subordinates and on the organization.71 Many researches also show 

that leaders who have sacrificed in some way are viewed more charismatic than those 

who benefit. When leaders are perceived as charismatic and the subordinates feel trust it 

is easier for the leader to gain even more influence over the followers. 
72
  

 

3.1.5.2 The leader’s effectiveness   

Many authors have noted that charismatic leaders put emphasis on changing the 

subordinates’ needs, values and goals. According to House, these leaders show symbolic 

and meaningful behaviors to facilitate effective and cognitive consequences among 

subordinates. The reason for why charismatic leaders have such an influence on their 

followers depends on the fact that the leaders use a special type of leadership in relation 

to specific and observable behaviors. Through this the leader is able to stimulate internal 

change among their subordinates.
73
 These subordinates also seem to have a better 

relationship with their charismatic leader than with a non-charismatic leader.
74
 In 
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similarity with the transformational leadership behavior, the followers often perform 

more than they thought were possible.
 75
 

     

Charismatic leaders differ from other leaders but not only in their behaviors, also in their 

personal characteristics. In particular, it has been shown in studies made by House that 

charismatic leaders have more dominance, self-confidence, need for influence or power 

and strong belief in the morality of their ideas.
76
  

      There is also a dark side of charisma, which shows that critical weaknesses can easily 

be overlooked by the attractiveness of the charismatic leader.
77
 If the identification 

between leaders and followers are not that strong, a weaker form of charismatic 

leadership can be described as inspirational leadership. In this form, the followers are 

motivated by the goals and purposes of the leader rather than the leader itself.
78
   

       

3.1.5.3 Weaknesses with the theory 

There is no theoretical model that clearly explains how the leader can transform the 

subordinates’ values into the leaders’ values. Moreover, researches done in the recent 

have put more attention on outcomes variables, mainly leader-related and task-oriented 

variables. Organization-relevant variables, however, like organizational commitment, 

have been ignored in charismatic leadership studies.
79
 Studies and writings on 

charismatic leadership also tend to assume a stable organizational surround where leaders 

can influence their followers, but this is something that should not be taken for granted.
80
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3.2 Cultural Theories 

 

This part seeks to describe the cultural aspect of leadership effectiveness in Sweden, 

Great Britain, France and Germany. Firstly we will present the Theory of Hofstede’s 

Five Dimensions, which are power distance, uncertainty avoidance, individualism-

collectivism, masculinity-femininity, and long-term versus short-term orientation. 

Secondly we will describe the characteristics of the different cultures in business life. 

 

3.2.1 Hofstede’s Five Dimensions of Cultural Differences  

       

The importance of cross cultural research on leadership has several reasons. The 

globalization of many organizations has increased which makes it more important to 

learn about effective leadership in different cultures than before. Leaders are more often 

confronted with the need to influence people from other cultures, and therefore a good 

understanding of these cultures is required to be able to successfully influence others. 

This also includes that leaders must understand how people from different cultures look 

at them and how they interpret their actions.
81
 It was not until the early 1980s that 

organizational cultures became an interesting topic for many theorists and researchers.82  

      Cross-cultural researches show that there are both similarities and differences among 

countries when it comes to beliefs about effective leadership, behavior patterns and 

leader style to use. Some cross-cultural differences involve quantitative analyses on 

behavior questionnaires to determine whether a type of behavior is used more in one 

culture or country than in another one. However, lower scores in one country may not 

necessarily depend on major cultural differences but instead because the behavior items 

have a different meaning there. Hofstede’s taxonomy of cultural differences is the most 

often used theory in cross-cultural researches on leadership.
83
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3.2.1.1 The theory 

Using a geocentric orientation, Geert Hofstede has developed the most widely accepted 

framework for understanding the organizational impact of cultural differences.84 Hofstede 

made a research on the importance of national culture on the work place, and it focused 

mainly on work-related values.
85
 The data he collected for this research, came from an 

analysis containing 117 000 surveys of cultural differences among groups of employees 

from 40 different nations who worked for the same global business – IBM. From this data 

he was able to outline five dimensions which seemed to identify key cultural differences. 

These dimensions are Power Distance, Uncertainty Avoidance, Individualism-

Collectivism, Masculinity-Femininity and Long-Term orientation.
86
 [See appendix 3:2]. 

      

3.2.1.2 The five dimensions 

No matter in which society in the world, there is always inequality. Some people are 

smaller, bigger, smarter or stronger than others, in the same way that some people have 

more power than others. An aspect that often differ one country from another is the way 

their societies handles inequality. The research made on IBM employees in different 

countries provided a score which indicated its level of Power Distance. This dimension 

reflects the answers to the question of how various countries handle the fact that people 

are unequal.
87
 Moreover, it is the measure of the extent on which the members of a 

society or organization accept that power in institutions and organizations is distributed 

unequally, 
 
or the willingness to accept differences in power. High or medium power-

distance countries, like China (80), France (68) and Spain (57), show more autocratic 

relationships between leaders and subordinates88, and the subordinates are often 

dependent on the manager. The workers and lower-level managers is expected to simply 

follow the orders of the top managers without having much empowerment for decision 

making at their level.
89
 In contrast, small power distance countries have a limited 
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dependence of subordinates on managers, and a higher need of consultation.
90
 These 

countries, like Austria (11), Sweden (31), Great Britain (35) and Germany (31), tend to 

have more democratic and decentralized patterns.91 In contrast to large power distance 

countries, subordinates here will gladly approach and contradict their managers.
92
  

      Power differences among different countries have long been stable and static. Since 

the world has become more global and people communicate with each other over 

countries, the gap between the inequalities should start to be eliminated. In fact, it seems 

like the dependency of subordinates in general have reduced over the past two 

generations. Better education is a major factor for this. However, it does not mean that 

the differences among countries have necessarily reduced just because the power distance 

becomes smaller.
93
     

 

Everyday people have to face the uncertain with tomorrow; we do not know what the 

future brings. It is something everybody has to live with, but some people try to avoid the 

uncertain as much as possible in order to avoid unpredictable things. The Uncertainty 

Avoidance dimension measures the level of comfort or discomfort with uncertainty and 

ambiguity in different countries.
94
 Countries high on uncertainty avoidance, like Greece 

(112), Poland (93), France (86) and Germany (69) tend to make heavy use of structure, 

rules and specialists to maintain control.
95
 Technology and laws helps to avoid 

uncertainties and every society have developed ways to lighten the anxiety that comes 

with the uncertainties.
96
 Cultures and countries rated low on uncertainty avoidance, like 

Denmark (23), Sweden (29) and Great Britain (35), have non-structured societies that 

operate without a high level of formal rules and social norms, and they are often more 

tolerant of risk taking.
97
 A study has shown that people in these countries have a higher 
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risk of dying in coronary heart diseases, and it has been explained by the lower 

expressiveness of these cultures.
98
  

      The feelings of uncertainty are not only personal; they are often shared with other 

people of the same society. These feelings are like values, i.e. they can be learned and 

acquired. In the same way that believes and values in one culture can be perceived as 

strange for people in other cultures, so can the level of uncertainty seem abnormal and 

incomprehensible to members of other societies.
99
  

 

Most of the people in our world live in societies in which the interest of the group is 

higher than the interest of the individual. This has its origin in the fact that we are born 

into a group; our family. In this way children learn from when they are small to think of 

themselves as part of a “we”-group.
100

  The third dimension, Individualism-collectivism 

reflects the continuum of cultures that, on one end, highly value individualism and, on the 

other end, place a premium on the collectivist needs of the group as a whole.
101

 Countries 

highest on collectivism, like Indonesia (14) and Greece (35), emphasize mutual loyalty 

between individual and collective.
102

 In most collectivist societies the family contains of 

many family members, i.e. not only parents and children but also grandparents, uncles, 

servants etc. Here the group is the major source of one’s identity, and it is kind of a 

secure against the hardships of life. The members gain lifelong loyalty and breaking this 

loyalty is the worst thing one can do.
103 

Countries highest on individualism, like the USA 

(91), Great Britain (89), Sweden and France (71) and Germany (67) put emphasize on 

self-reliant individuals who seek to meet their own needs.
104

 In contrast to the 

collectivistic society, families normally contain of only parents and children. These types 

of families have been called “nuclear family”, and children who grow up in such families 

learn to think of themselves as “I”. In school, the students learn to stand on their own 

feet, and people are not expected to be dependent on groups. In addition, employees in 

these societies are expected to work according to their own needs. However, in the 
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collectivistic society the employee has to act toward the interest of the group, even if the 

interest does not coincide with her or his own interest.
105

  

      This dimension may be the dimension that causes biggest divergence between 

national cultures. The individualism-collectivism differences are likely to survive for a 

long time. However, countries that have experienced fast economic development tend to 

shift toward the individualistic society. The relationship between the national wealth and 

the individual is stronger than before, and sometimes the provisions by the state are more 

necessary than to fulfill their traditional duties.106     

       

The fourth dimension, Masculinity-femininity, is best described as the “aggressiveness” 

versus “softness” of the culture. Societies that rate high in masculinity, like Japan (95), 

Great Britain (66) and Germany (66), value achievement and aggressive behavior.
107

 Men 

in these cultures tend to feel strong pressure for career success and normally there are 

relatively few women on high level positions in organizations.
108

 Social gender roles are 

clearly distinct, and men are supposed to be assertive and tough. Some occupations are 

more masculine while others are more feminine, and this depends on the values of those 

who exercise them.
109

 The opposite is true in countries high on femininity, like Sweden 

(5) and Netherlands (14), where the cultures are reflecting more “feministic attributes”, 

value relationships, harmony, and caring for others more than performance.
110

 Boys and 

girls often learn from early ages to be non-ambitious and modest. One should not show of 

their excellence, instead everybody should seek to “be as anybody else”. At the work 

place conflicts is best solved through compromises and negotiation.
111

   

      The masculine and feminine behaviors differ not only among traditional societies but 

also among modern ones. This is most shown in the distribution of men and women in 

certain occupations. In addition, it is quite interesting that masculine societies tends to 

become more and more masculine in the same way that feminine societies becomes more 

feminine. However, a demographic development in the industrialized world leans 
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towards lower birthrates, which in turn causes an ageing population that will cause a shift 

toward more feminine values.
112

   

 

A little problem with the questionnaire was that it only turned to western countries, i.e. it 

had a western bias. Therefore, Michael Bond found a solution to the problem and created 

a new questionnaire with a non-western bias, which he called the Chinese Value Survey 

(CVS). He used this questionnaire in the same way as the English version, and they were 

as similar as possible to each other. This questionnaire was sent out to 23 different 

countries, whereas 20 of them had been covered in the IBM questionnaire. The 

dimensions from the CVS and IBM could be compared by correlation. However, one 

dimension was missing in the CVS results, which was the uncertainty avoidance 

dimension. Therefore, a fourth dimension was added to the CVS that did not relate to 

anything found in the western questions. Michael Bond called this dimension “Confucian 

dynamism”. In general, it refers to a long-term versus a short-term orientation in 

life.
113

  

      The pole of long-term orientation included persistence, ordering relationships by 

status and observing this order, and having a sense of shame. This pole are more oriented 

toward the future i.e. they are more dynamic. The other end of the pole, short-term 

orientation, includes personal steadiness and stability, and respect for traditions. The 

values here are more oriented towards the past and present i.e. they are more static. There 

has not been as many studies and analyzes made on this “fifth” dimension as on the other 

four.
114

         

       

3.2.1.3 Weaknesses with the theory 

Hofstede’s framework remains the most-often cited approach to comparing and 

constraining cultures.
115

 According to Bolman and Deal, Hofstede stresses that 

management practices and theories about effective management are unavoidably attached 

                                                 
112

 Geert Hofstede, 1997, p. 80, 105-106 
113

 Geert Hofstede, 1997, p. 159-165 
114

 Geert Hofstede, 1997, p. 166 
115

 Peter Topping, 2002, p. 179 



Leadership Effectiveness  

- The view from four countries - 

 

 

- 32 - 

to culture. In addition, the relationship between national and organizational culture 

creates a common culture which becomes a powerful form of organizational bond.  

      This research is limited in many ways; Hofstede’s data were far from perfect and are 

now very old. His survey corresponds best to countries that speak English, and therefore 

were many nations missing. But no other work has been as influential in demonstrating 

the persistent impact of national culture in organizations.
116

  

 

3.2.2 Cultural Characteristics of the Four Countries 

 

Richard D. Lewis studied cultural diversities in different countries, whereas Sweden, 

Great Britain, France and Germany were some of them. He describes his findings in 

‘Managing Successfully across Cultures’, whereas he brings an understanding as well as 

a description of differences in business cultures. A Swedish author, named Ingrid 

Tollgerdt-Andersson, also conducted studies in this topic, as she carried out interviews 

with managers from different countries. 

  

3.2.2.1 Cultural differences 

“People of different cultures share basic concepts but view them from different angels 

and perspectives, leading them to behave in a manner which we may consider irrational 

or even in direct contradiction of what we hold sacred.”
117

 It is of importance to 

understand cultural diversities when working with different nationalities. If being 

prepared of what to expect when meeting with people from different cultures, one might 

be able to know how to approach the opponents and how they might react. By possessing 

knowledge about different cultures, one may avoid cultural shocks and provide oneself 

with insight in advance, which consequently enable one to interact with other 

nationalities in a more successful way.
118
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3.2.2.2 The organization 

When viewing the organizations in the different countries in general, Lewis describes the 

Swedish management as decentralized and democratic. The typical look of a Swedish 

company is somewhat horizontal.
119

  

      As for the British company, there seem to appear an ongoing change towards a more 

flat organization, whereas the middle management is about to disappear. Yet, there still 

exist many ‘traditional’ hierarchical organizations with a great distance between top 

management and low level employees.120  

French organizations also seem to become more flat, along with more democracy and 

cooperation. Although the French companies still signifies by strict hierarchy and control. 

The managerial role is clear and authoritarian. The status differences are big, whereas the 

distance between the manager and the employee is rather pronounced.
121

          

      The German companies are signified by the traditional hierarchies, extremely slow-

moving and overloaded by manuals. Many Europeans often regard the Germans as old-

fashion and inflexible. The manager is an extremely private with a closed office door, 

unlike the Swedish managers who prefer to wander round the corridors and chat with 

colleagues.
122

 

 

3.2.2.3 Leadership philosophy 

Swedish managers consider it important to formulate goals, lead through management by 

objectives, care about the employees, create good teamwork, and to be honest. In addition 

it is important to create involvement and assign responsibility.
123

  

      The Britons see teams as the central part of their leadership philosophy. They find it 

important to choose the ‘right’ persons and to motivate them. Overall, Britons seem to 

give high priority to personal and social networks and relations.
124

  

The French also consider management by objectives as something central in their 

leadership, although they are setting goals both on an overall and on a local level. They 
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also find it important to be clear in one’s managerial role. In addition, they stressed the 

value of possessing the ability to lead people so that they know who the leader is.
125

       

      The Germans finds it important to be engaged in the organization. For them it is 

about knowing who everyone is, be keen for what happens, have contact with the 

employees, and to show one self as a manager in the organization.
126

 

 

3.2.2.4 During business meetings 

The Swedes are extremely informal when addressing other, and they do not show any 

particular respect of ranks, which French and Germans not always appreciate. Swedes 

normally uses very little body language and they are not ‘touchy’ people. The best 

approach when dealing with the Swedes is an all-around consultation, democratic 

patience and understanding. In addition it is important to be firm and respect integrity.
127

  

      The Britons are not as informal as the Swedes in addressing, at least not in the 

beginning. They start off by being rather formal, but as the time goes by they get more 

and more informal and begin using first names. Humor is often used in business, often as 

a weapon to ridiculing an opponent or to show disagreement. Some nationalities 

understand the use of humor well, but can be irritated by the British vagueness. Even 

though there are no disagreements, they Britons rarely make a final decision at the first 

meeting, as they do not like to be hurried.
128

  

      The French will arrive formally dressed and well informed, and the seating will be 

hierarchical. Logic will dominate their argument, which will result in extensive analysis 

during the discussion; the meeting will probably be long and wordy. They do not like 

being rushed into decisions, as negotiations is not a quick procedure; hence they seldom 

make important decision in the meeting.
129

  

      Germans have their own particular style of conducting meetings and negotiations, 

which probably will appear much more formal than in other countries. They will, as well 

as the French, arrive well dressed, well informed and prepared, which they also expect 

the opponent to be. They will also use hierarchical seating and they emphasize logic. 
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They go through details over and over again, as they wish to avoid misunderstandings. 

Consequently they do not like to be rushed, thus one must be patient. However, they are 

willing to make decisions within the meeting, but they are always cautious. Quality, 

delivery dates, and good prices are of importance for the Germans. Unlike the Britons 

they do not like to use humor when doing business, as business is serious.
130

  

 

3.2.2.5 Delegation 

Swedish managers believe they delegate as much as they can, as they believe it is a way 

of dividing work and responsibility. They mean that the employees are relatively free to 

make decisions, but they also have to retain responsibility. Some of the interviewees 

mean that delegating could be a way of pushing responsibilities from oneself, which 

consequently will make the manager loose control.
131

  

      The British managers delegate in a relatively large extent and as well as the Swedish 

managers they mean that the employees can take their own decisions, but need to take 

responsibility as well. Delegation for the Britons is to assign responsibility and show 

mutual trust for each other. The minority of the interviewees said that if there is 

something that they cannot do themselves they like to delegate the task to someone who 

can do it better.132  

      The French managers mean that they delegate as much as possible, though it is a 

matter of having capable employees if the manager should be able to delegate. They do, 

however, try to delegate more and to get the employees to retain more responsibility and 

initiative. Although, some of the interviewees pointed out that it is the responsibility of 

the manager, and that they cannot delegate everything. Some did not seem to be 

interested in delegating at all. In general it seems like they want to have certain control.
133

        

      The Germans also try to delegate as much as possible and gradually increase the 

responsibility of the employees. However, they keep strategically and central tasks to 

them selves. A few of the interviewees thought that the subordinates wish that they 

delegated more, but the managers want to keep the control. Some did not seem interested 
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at all in delegating. Subordinates seemed to do what they were told and they did not 

really take any own initiatives, as they wait for directives.
134

  

 

3.2.2.6 Difficulties with being a manager 

Most of the Swedish managers think the hardest part of being a manager is to fire people. 

Many of them find it difficult to criticize their employees and to tell them when they do a 

poor job. The most burdensome in the organization is the ‘politic’, as it is not easy to 

know who one can trust.
135

 

      The British think it is difficult to deal with relations-oriented problems. They mean 

that there often seem to appear communication problems, which is a result of the lack of 

clearness. The fact that they see the relations-oriented problems as difficult probably 

sprung from the British priority in interpersonal network. If the social relations split, it 

will affect the manager role as it is not primary based on education and competence.
136

  

      The French managers find it difficult with people-oriented tasks, such as finding the 

‘right’ persons to recruit, evaluate and relocate them. The bureaucracy is for some 

burdensome. Some of the interviewees did not think that there were any specific tasks 

that were burdensome.
137

  

      Almost every one of the German mangers interviewed thought that, like the Swedish, 

personal-politic problems are the hardest to handle, such as firing, which is much 

regulated according to German law, as well as solving conflicts and handling 

interpersonal relations.
138

  

 

3.2.2.7 Relationship between manager and employee 

Most of the Swedish managers believe their relations with their employees are 

characterized by tolerance and frankness along with a strong wish that the relationship 

would be that way.
139
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The British managers described their relationship with the employees as characterized by 

openness and tolerance. Many strive for close interpersonal relations and try to create a 

team of the co-workers. In the highest levels of the organization it seems to be, despite 

that they emphasize interpersonal relations, a certain distance between low-level 

employees and top management. The importance of having the right network and 

connections seem to be of great priority.
140

  

      The French managers, like the British, mean that their relationship with the 

employees is characterized by openness and tolerance. Although, the interviewees 

pointed out that it is important to be the manager and be clear in one’s leadership. Some 

consider that there exists a large rivalry and competition between employees and 

mangers. It does not seem important if the discussions create conflicts, as it is allowed to 

show one’s feelings. Despite the open relations, several said that that there can be a 

certain distance and respect shown between employees and managers, as the manager 

‘always is right’.
141

  

      The German managers also stressed that the relation with the closest co-workers 

should be signified by tolerance and openness. However, they also mean that it is 

important that everyone hold on to one’s position and there should be a certain distance 

between manager and employees.  In addition, respect is considered important. It is also 

very important to address each other in a formal way. They stressed the importance of 

following-up constantly and to measure the results. Discussions can sometimes be lively 

and there did not appear to be a fear of conflicts.
142

 

 

3.2.2.8 The successful manager 

A majority of the Swedish managers, interviewed by Tollgerdt-Andersson, believe that 

the most important aspect to become a successful manager is to formulate goals and act 

through management by objectives. In addition, to care about the people, create teams, 

create a good working environment for cooperation, and be honest in order to gain the 

trust of the co-workers, is also seen as important. Many noted that it is important to create 

participation, motivate and inspire the employees and to create common values and 
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loyalty. In Sweden, a strong personnel and relations-oriented leadership is in priority, 

whereas the focus is on people and the group. The personal characteristics and social 

competence is important.143  

      The British managers also mean that it is important to steer through management by 

objectives, but the path towards the goal should be signified by great freedom. The 

management must in a clear and direct way inform the employees where to go, as the 

process should build on motivation and the team. A successful manager must be able to 

motivate and inspire the employees and it is considered as central that a manager hade a 

good social and personal competence.
144

  

      In similarity with the Swedish and British managers the majority of the French 

managers think that a good manager should lead through management by objectives. 

They set both comprehensive goals and individual goals and the follow-up should be very 

precise. Very often it was mentioned that the manger should have intellectual 

competencies, strategic thinking, and a good logical and analytic ability. Further the 

majority think that a good manager must have personal and social competences. Many of 

the French managers were very national in their leadership, but they believe that there 

appears an ongoing change and that international competences are becoming more and 

more important. Flexibility and willingness to change is also seen as important.145  

      The majority of the German managers used management by objectives and they 

believe that there should be clear and direct goal that have to be followed. The managers 

meant that one should do what is supposed to be done and that there is a clear expectation 

on the manager when it comes to careful follow-up. Several of the interviewees wished 

for a situational-suited-leadership in the way that everyone listen to every employee and 

to be keen to what every individual want when it comes to steering, support and help. 

More than one third stressed other aspects as personal ability, social competence, 

flexibility, keenness, clearness, and the ability to motivate and engage.
146
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3.3 Discussion 

 

Leadership and leadership effectiveness in general, Ohio-State Studies, Transformational- 

and Transactional leadership, and Charismatic leadership are theories that lay as a ground 

for the questionnaire. Leadership and leadership effectiveness provide an understanding 

in how the terms been perceived and described in previous studies by researcher in the 

field. The Ohio-State Studies provide a good foundation in leadership effectiveness, as 

this is the most well known study in the field. The Transformational- and Transactional 

leadership lay close to the Ohio-State Studies, thus this theory give us a deeper and wider 

knowledge of leadership effectiveness. The Charismatic leadership describes the 

charismatic type of leadership behavior. We believe that an effective leader must have the 

relevant skills in charisma and communication, therefore these aspects are important. The 

Charisma aspect is included in the questionnaire as one of the 13 indicators.  

      This compilation of theories is according to us a good foundation of leadership 

theories, as it gives us the knowledge necessary to put together a questionnaire. However, 

none of the theories provide us with a complete description of leadership effectiveness as 

all of them have weaknesses. Therefore, we use them all with the intention that they 

together give us the base of knowledge to do the questionnaire, which according to us 

includes the important aspects of leadership effectiveness.    

 

The five dimensions of cultural differences by Hofstede is a theory, which still is the 

main theory when it comes to the cultural aspect. Thus, we use this theory to view the 

answers of the questionnaire in a cultural perspective. The description of the stereotypical 

characteristics of the four countries is not a theory itself. Although it provides an 

understanding of how the cultural differences have been perceived.  
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In this part we intend to compile the answers from the questionnaire that we sent out to 

the four countries; Sweden, Great Britain, France and Germany. The data will be 

presented in tables with figures, which represent what the respondents have answered, as 

well as in an explaining text. 
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4.1 Quantitative Empirical Data 

 

Our empirical data consists of the answers of a questionnaire. The questionnaire consists 

of 41 questions, along with nine basic questions concerning the age, gender, nationality, 

earlier work experiences etc., of both the respondent and the manager. The 41 questions 

view how the respondents perceive their closest current manager. The answers are 

signified by a scale; 1 to 6, starting with “disagree completely” and ending with “agree 

completely”. [Appendix 4:1 show a draft of the English sample of the questionnaire]. 

This system forces the respondent to choose one side or another; consequently there are 

‘easy-middle-way’ to go. The questionnaire was sent out to Sweden, Great Britain, 

France and Germany and the purpose is to find similarities in the answers between the 

different countries. We seek to find an “ideal leader” that would be perceived, according 

to cultural differences and characteristics, as effective in all the four countries. In total we 

got 223 answers, whereas 58 from Sweden, 35 from Great Britain, 53 from France and 77 

from Germany. The answers were then statistically analyzed in SPSS. 

 

Every respondent from each country have answered all the questions in the questionnaire, 

i.e. there is no internal severe loss from the respondents. [See appendix 4:2]. This is 

based on a withdraw from the SPSS program concerning the validity of our data. Within 

the SPSS program a test was also run called Reliability analysis. This calculates the 

degree of reliability in the used scales, and also provides information about the 

relationships between individual items in the scale. The outcome of this analysis is 

measured in terms of Cronbach’s Alpha, which is a model of internal consistency.  

 

Table 2. Cronbach’s Alpha, reliability statistics for the indicators in each country 
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The Cronbach’s Alpha should be above 0.7 in order to be considered as good reliability, 

and the closer to 1.0 the better i.e. the higher reliability. An alpha between 0.9 and 1.0 is 

considered to be very good. Table 2 above shows the reliability for the thirteen indicators. 

What we can see is that all the four countries’ reliability is good, and Great Britain’s and 

Germany’s are very good with an alpha on 0,906 respectively 0,910.    

 

Viewing the general questions in the table below we find that of the 223 respondents, 

59.6 % are males and 40.4 % are females. However, the male percentage of the managers 

is much higher than the male percentage of the respondents. 78.9 % are male and only 

21.1 % are female managers of our 223 respondents. As we can see in the table below, 

the majority of the French and Germans’ respondents are 20-29 years old, while most of 

the respondents from Sweden and Great Britain are 30-39 years old. However, the 

majority of the managers in all the four countries were 40-49 years old. It is only within 

the British respondents that the majority have had a management position before, which 

is the opposite in the other countries.  

 

Table 3. Statistics of the answers from the general questions in the questionnaire 

   

 

 

 

 



Leadership Effectiveness  

- The view from four countries - 

 

 

- 42 - 

4.1.1 The Answers 

 

The first indicator is participation, which includes three questions. As one can see in the 

table below, Germany has high mean values in all the three questions. Most of the 

German respondents believe that their manager involves her or his employees in the 

decision making (Q1), while in Sweden the majority only agree to some extent in this 

aspect. However, the Swedes thinks that their manager delegates responsibility to them 

(Q2) in a large extent while the Britons think the opposite. Concerning the third question, 

if the manager encourages her or his employees to express their concern (Q3), the British 

respondents along with the Germans agree on a large extent. The French respondents 

more or less agree in all of the three questions.  

  

 

The second indicator is giving feedback. The answers from the respondents show that 

giving feedback (Q4) is most common in Sweden, compared to the other three countries. 

However, not any of the four mean values are very high. France has the lowest mean 

value, which indicates that less feedback is given by the manager. All of the respondents 

feel that their manager recognize good work, even though Sweden is to a great extent 

lower than the other countries. (Q5).  

 

    

The next indicator involves relation orientation. The Swedish respondents believe their 

manager is friendly and approachable (Q6) to a large extent. The other nation’s 

respondents believe so too, but in a smaller amount. The Germans perceive their manager 



Leadership Effectiveness  

- The view from four countries - 

 

 

- 43 - 

as being concerned about how others relates to her or him (Q7), while the French answers 

indicates a lower positive agreement.  

 

   

Then we have power orientation. The majority of the 223 respondents disagree to some 

extent concerning the question whether the manager is striving for influential positions or 

not (Q8). Regarding the second question, if the manager uses her or his position to 

influence others for personal gains (Q9), the Germans disagree to some extent while the 

Swedes disagree to a large extent on this question. The Germans believe, along with 

Sweden and Great Britain, that their manager uses her or his position to influence others 

for the good of the organization (Q10). These the countries’ respondents also agree to 

some extent that their managers are persuasive in their way of influencing (Q11). The 

Germans have the highest mean value, while the French have the lowest. However, all 

the respondents disagree to a quite large extent that their manager rules with an iron hand 

(Q12). 

 

 

 

 

 

The fifth indicator is decision making. The French and the German respondents believe 

in nearly all cases that their manager’s decisions are goal oriented (Q13). Great Britain 

has the lowest mean value in this question, followed by Sweden. Germany has again the 

highest mean value in the next question; if the manager pushes for her or his decisions to 

be accepted in the organization (Q14), while the French seem to disagree in this matter. 
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All respondents believe their manager is not afraid of taking decisions (Q15), whereas 

Sweden shows the highest figures and Germany the lowest. 

   

 

The next indicator is problem solving which only contains of one question. All the 

respondents think their manager puts energy into solving problems instead of finding 

someone to blame (Q16). The difference is minor; Sweden shows the highest and Great 

Britain the lowest, with only 0.15 in disparity. 

 

 

Further, we have building teams. The answers included in this indicator are relatively 

low in total. The Britons are the strongest of the countries, who believe that their manager 

creates commitment for the tasks among the employees (Q17), whereas the responses of 

the other countries are relatively low in comparison. The second question included in this 

indicator, whether the manager creates team spirit (Q18), show slight higher figures. The 

Swedes are rather low compared to the other nations in this question.  

 

 

Another important indicator is conflict management. The French respondents do not 

think their manager avoids dealing with conflicts (Q19), while the Swedish respondents 

believe their manager does. In addition, the French do not feel that their manager solves 

conflicts in a diplomatic way (Q20), and neither do the Swedes, however the British and 

the Germans do.  
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The ninth indicator is communication skills. All the four countries’ respondents believe 

their manager is good at providing the employees with useful information for achieving 

the goals (Q21). The Germans have a little higher mean value in this question in relation 

to the other countries. In the next question; if the manager communicates information in 

an understandable way (Q22), the Germans along with the Swedes agree to a large extent. 

The Britons and the French respondents, however, only agree to some extent concerning 

that question. The majority of all the respondents believe that their manager listens to her 

or his employees. 

     

The next indicator is focus on the result and contains of five questions. The respondents 

seem to agree in the first question, that their manager achieves the set goals (Q24). The 

Swedes and the Britons believe to some extent that the financial aspects are the most 

important aspects when the manager is achieving her or his goals (Q25). The Germans, 

on the other end, believe the most important aspect is the quality of the work (Q26). 

However, the majority of the respondents in each country do not think that consideration 

for people is important in order to be effective as a manager (Q27), but they think to 

some extent that to deliver in time is important (Q28).  
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Following is focus on development. The majority of the four countries’ respondents all 

agree to a large extent that their manager identifies opportunities and acts upon them 

(Q29). However, the French respondents do not think that their manager supports new 

ideas from the employees (Q30), and the majority of the Swedes believe so as well. The 

Swedes also consider their manager as unwilling to take risks (Q31), while the Germans 

do not agree in this aspect. 

  

Subsequently we have the charisma indicator. This indicator contains of four questions, 

and the French respondents show the lowest mean value in all of the questions. The 

majority in each country do not believe their manager provides the employees with 

inspiration (Q32). The Germans thinks their managers lead by setting an example (Q33), 

while the French do not agree in this issue. In the third question the countries all agree 

that their manager is an optimistic and energetic person (Q34). It is only the Swedes that 

believe their manager finds creative solutions when needed (Q35); the other nationalities 

do not agree.  

   

The thirteenth indicator is structuring. The four countries’ respondents have answered in 

general that their manager uses planning to structure the work for the employees (Q36). 

The Germans believe that their manager requires that the employees follow rules and 

procedures (Q37), while the Swedes disagree on that question. The Swedes also disagree 

to a large extent to the statement if the manager controls the employees by monitoring 

operations and performance (Q38), but the French believe that the manager controls the 

employees.  

 



Leadership Effectiveness  

- The view from four countries - 

 

 

- 47 - 

 

The questionnaire also includes other questions that are not included in any indicator. 

The first question concerns whether the manager treats men and women equally (Q39). 

The Britons disagree to some extent while the other countries respondents believe the 

manager treats them equally. The majority in all the four countries think that their 

manager criticizes poor work in a constructive way (Q40). The most interesting question, 

if the manager is looked upon by others in the organization as effective (Q41), got 

positive answers from all countries except from France, where the majority disagree to 

some extent that their manager is looked upon as effective.  
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4.2 Discussion 

 

The empirical data is the foundation of our analysis and conclusion in order to find an 

ideal leader, who will be seen as effective in each and every of our chosen countries. In 

order to do so it is important to find out what is perceived as effective in every country, 

i.e. the skills/behaviors/believes of the manager.  

      Within the questionnaire there are some control questions, which means that some 

questions are similar to others but expressed in another way. The aim of this is to get as 

valid answers as possible and to be confident that the respondent was clear in her or his 

answers. We find it interesting to determine some correlations between certain questions. 

The correlations will be done with question number 41 - the manager is looked upon by 

others in the organization as an effective manager, with Q1-Q23 and Q25-Q40. 

Correlations are also made between Q 41 and the thirteen indicators. 

      These correlations are used in the analysis in order to find the answer of how the 

leaders are perceived as effective in each country. Therefore, we focus on the seven 

correlations of each country, which have the strongest relation with Q 41.  

 

This analysis leads us to the conclusion, where we seek to find the answer of what makes 

a leader effective in these countries. Hence it is then possible to find the similarities 

between the countries. When detecting the similarities, it becomes possible to find out 

how a leader will be able to become effective in the eyes of every of the four 

nationalities, i.e. the ideal leader.  
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Chapter 5 

- ANALYSIS & CONCLUSION -  

 

 

 

 

This chapter seeks to present our findings and answers of our previous questions. The 

questions involve whether it is possible to find an ideal leader, which consequently 

demands a description of what is seen as leadership effectiveness in each and every of 

our chosen countries; Sweden, Great Britain, France and Germany. 
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5.1 Analysis 

 

5.1.1 Correlation Between Q41 and the Others Questions (except Q24) 

 

In this part a correlation between Q41 (if the manager is perceived as effective) and Q1-

23, and Q25-40, have been made. The purpose is to find the questions that have high 

correlations with Q41. This will provide us with better knowledge about which aspects 

are of greater importance when being perceived as an effective leader. Correlations have 

been made in each of the four countries. We seek to focus on the seven highest 

correlations in each country and then compare these correlations between the countries. 

The reason for choosing the seven highest correlations is because we believe that 

correlations under approximately 0.45 are much less relevant for us. France have 

relatively low correlations, thus in ability to analyse seven of the highest correlations, a 

few are lower than 0.45. 

      However, these questions are not the questions that have the seven highest mean 

values. This depends on that the correlations only measures the relationship between Q41 

and Q1-Q40 (except for Q24), and therefore the correlations have (almost) nothing to do 

with the mean values. The mean values show to what extent the respondents perceive 

their manager when doing a certain activity. Then the correlation with Q41 show if the 

respondents believe their manager is effective or not in this activity or behaviour. 

Therefore, it is of great interest to analyze the seven highest mean values as well, in order 

to get a better understanding of what behaviours the managers have and in what extent 

these behaviours are effective. For the manager to be perceived as effective in a higher 

extent it is the questions with high correlation with Q41 that the manager should focus 

on, not the questions with high mean values. [Chapter 5.1 refers to Appendix 5:1, 5:2 and 

5:3]. 

 

Sweden 

Looking at the table of correlations of Sweden we can see that there are four questions 

with a correlation above 0.6, and three questions with a correlation higher than 0.5.  
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Table 4. The seven highest correlation figures with Q41, Sweden  

The seventh highest correlations 

Indicator: Question 

Correlation Q 41, Sweden 

n=58 

12: Q33 Leads by setting an example 0,644** 

9:   Q21 Is good at providing the employees with useful information 

               for achieving the set goals 

 

0,634** 

7:   Q17 Creates commitment for the tasks among his/her employees 0,630** 

12: Q32 Provides inspiration to his/her employees 0,616** 

14: Q40 Criticizes poor work in a constructive way 0,577** 

12: Q34 Is an optimistic, energetic person 0,550** 

7:   Q18 Creates team spirit 0,548** 

   ** Correlation is significant at the 0.01 level           

 

The Swedish manager is effective when she or he leads by setting an example and 

provides the employees with useful information. In addition, the effective manager 

creates commitment for the tasks among her or his employees. The fact that the 

employees perceive their manager as charismatic is shown in Q32 where they believe 

their manager provides inspiration. The Swedish respondents also think that the effective 

leader is an optimistic, energetic person who creates team spirit and criticizes poor work 

in a constructive way. Within the building team indicator (7) both questions have high 

correlation with Q41. In addition, if the manager would create team spirit (Q17) and 

commitment for tasks (Q18) in a greater amount the manager would most likely be 

perceived as effective in a higher extent. The charisma indicator (12) includes three out 

of four questions, which have high correlations with Q41. In accordance with this we 

believe that the Swedish manager would be perceived as more effective if using more 

charisma.  

      According to Hofstede, Sweden is a rather individualistic country, but this does not 

mean that the Swedish manager prefer not to encourage team building. The Swedish 

managers believe team building is good, but the respondents think the managers put too 

little emphasize in this matter. Since the questions in this indicator have high correlations 

with Q41 the managers would probably be perceived as more effective if they encourage 

team spirit (Q18) and commitment for task (Q17) in a higher extent.    

 

If viewing the seven highest mean values of Sweden in appendix 5:2, we can see that 

they are rather spread, as the values are not included within the same indicator. However, 

there is one exception. Within the indicator focus on development (11) two of the three 
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questions have high values. This means that the Swedish respondents believe their 

manager identifies opportunities and acts upon them (Q29) in a rather high extent, but 

they also think that their manager does not support new ideas from the employees (Q30). 

It is a bit surprisingly that the Swedish respondents perceive their managers as this, since 

the Swedes, according to Tollgerdt-Andersson and Lewis, are looked upon as very 

people-oriented.  

 

Great Britain         

Of the British correlations there are six questions that have a correlation higher than 0.6.  

 

Table 5. The seven highest correlation figures with Q41, Great Britain 

The seventh highest correlations 

Indicator: Question 

Correlation Q 41, Great 

Britain n=35 

14: Q40 Criticizes poor work in a constructive way 0,695** 

9:   Q22 Communicates information in an understandable way 0,662** 

7:   Q17 Creates commitment for the tasks among his/her employees 0,643** 

7:   Q18 Creates team spirit 0,642** 

12: Q32 Provides inspiration to his/her employees 0,615** 

9:   Q23 Listens to his/her employees 0,606** 

9:   Q21 Is good at providing the employees with useful information  

               for achieving the set goals 

 

0,589** 

    ** Correlation is significant at the 0.01 level 

 

To be an effective manager in Great Britain it seems important to criticize poor work in a 

constructive way but also to communicate information in an understandable way. The 

respondents believe the managers put emphasis on creating team spirit and create 

commitment for the tasks. Listen to employees, provide inspiration and useful 

information for the employees are other factors that seem important for employees when 

determining whether their manager is effective or not. The team building indicator (7) 

and the communication skills indicator (9) seem to have closest relationship with the 

effectiveness question (Q41). Great Britain is known for their focus on networks and 

team building, and therefore it is not surprisingly that Q17 and Q18 are connected to the 

question whether the manager is effective or not. However, the strongest correlation is 

between Q40, criticizes poor work in a constructive way, and Q41. The mean values for 

both these questions (Q40 and Q41) are rather low, and this can depend on the fact that 
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the Britons have some communication problems and find it difficult to deal with relation-

oriented problems. Communication skills are important to have when working in teams; 

hence it is not surprisingly that the questions (Q21-Q23) within this indicator are strongly 

connected to Q41. Better skills in building teams and communication will most likely 

result in a leader who is perceived as much more effective. 

 

The questions with the seven highest mean values are, in similarity with Sweden, spread 

over the questionnaire. Only two questions are included within the same indicator – Q14 

and Q15 in the decision-making indicator (5). [See appendix 5:2]. However, Q14 have a 

negative correlation which means that the British respondents believe their managers 

push for their decisions to be accepted in the organization, but in the same time the 

respondents do not believe their managers are effective when doing so.  

      Hence, the British respondents believe to a rather high extent that their manager 

pushes for her or his decisions to be accepted in the organization (Q14), and that she or 

he is not afraid of taking decisions (Q15). This can be understood as the manager puts a 

lot of emphasize on trying to get her or his decisions accepted by the others, but put less 

emphasize on if everybody is satisfied with the decisions or not, since she or he is not 

afraid of taking the decisions. This is supported by the answers from Q30, if the manager 

supports new ideas from the employees. The majority believe to a high extent that their 

manager does not support new ideas, and therefore it is not surprisingly that she or he 

pushes to get her or his own decisions to be accepted by the others in the organization.  

 

France 

France is the country who shows the lowest mean value in Q41, as the majority of the 

respondents disagree to some extent that their manager is perceived as effective. 
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Table 6. The seven highest correlation figures with Q41, France 

The seventh highest correlations 

Indicator: Question 

Correlation Q 41, 

France n=53 

9:   Q22 Communicates information in an understandable way 0,541** 

12: Q33 Leads by setting an example 0,529** 

9:   Q21 Is good at  providing the employees with useful information 

               for achieving the set goals  
 

0,512** 

6:   Q16 Puts energy into solving problems instead of finding someone to blame 0,441** 

12: Q34 Is an optimistic, energetic person 0,441** 

7:   Q18 Creates team spirit 0,432** 

4:   Q40 Criticizes poor work in a constructive way 0,386** 

** Correlation is significant at the 0.01 level 

 

Being an effective leader in France means that the manager must communicate 

information in an understandable way as well as being good at providing the employees 

with useful information in order to achieving the goals. Leading by example and being 

optimistic and energetic are also important factors connected with effectiveness. In 

addition, creating team spirit and put energy on solving problems instead of finding 

someone to blame are characteristics that the manager should put more focus on in order 

to be perceived as more effective.   

      When looking at the correlation table for the French respondents, in appendix 5:1, we 

can see that none of the questions have a correlation with Q41 that is higher than 0.6. In 

fact, the highest correlation is 0.541, which is the correlation between Q41 and Q22. 

Since the seven highest correlations are rather low, none of these questions have a strong 

relationship with Q41. However, three of the seven highest correlations are higher than 

0.5, which means that more than half of all the French respondents have answered the 

same alternative as on Q41.   

 

In accordance with this, the mean values on the questions seem more relevant to analyze 

here. Looking at appendix 5:2 we can see that the decision-making indicator (5) includes 

two of the seven questions with the highest mean values. The French respondents agree 

to a rather high extent that their manager’s decisions always are goal oriented (Q13) and 

that the manager is not afraid of taking decisions (Q15). The French managers in general 

are described as being rather formal and in meeting they do not hesitate to take good time 

when making decisions. This indicates that the French managers are very careful before 



Leadership Effectiveness  

- The view from four countries - 

 

 

- 54 - 

taking any decisions, and therefore they are not afraid of taking the decisions on their 

own as well. The question whether the manager involves the employees in the decision 

making (Q1) show that the employees only agree to some extent that they are involved in 

the decision-making. The questions with the highest mean value are Q5, Q6 and Q39, 

which mean that the majority of the respondents believe their manager recognizes good 

work (Q5), is friendly and approachable (Q6) and treats women and men equally (Q39). 

What we can determine from the mean values is that the French manager recognizes good 

work and gives feedback (Q4), but do not criticize poor work in a constructive way 

(Q40). Yet, the French managers are described as rather task-oriented, and maybe this 

can explain why the managers do not criticize in a constructive way. They are most likely 

recognizing it, and criticize the poor work, but according to the respondents they do it in 

a way that is less effective. The managers do not seem to put emphasize on the human 

aspect, which is rather odd since they are striving to become more people-oriented.  

      For the manager to be perceived as effective in a larger extent it is not the questions 

with high mean values that need to be put in focus in the first place. Instead the questions 

with high correlation with Q41 should be put in focus and the manager should improve 

the behavior included in these questions.  

 

Germany 

Germany has rather high correlations with Q41 and has the highest correlation of the four 

countries in one question.  

 

Table 7. The seven highest correlation figures with Q41, Germany 

The seventh highest correlations 

Indicator: Question 

Correlation Q 41, Germany 

n=77 

7:   Q17 Creates commitment for the tasks among his/her employees 0,721** 

12: Q33 Leads by setting an example 0,656** 

12: Q32 Provides inspiration to his/her employees 0,627** 

9:   Q22 Communicates information in an understandable way 0,622** 

4:   Q11 Is persuasive in his/her way of influencing 0,616** 

8:   Q20 Solves conflicts in a diplomatic way 0,585** 

5:   Q13 His/her decisions are always goal oriented 0,569** 

  ** Correlation is significant at the 0.01 level 
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Create commitment for the tasks have a correlation as high as 0.721 which means that 

this question has a strong connection to whether the manager is perceived as effective or 

not. In the correlation table for Germany we can see that to lead by setting an example, 

communicate information in an understandable way and provide inspiration to her or his 

employees are also important factors. For being perceived as effective to a higher extent 

the manager should focus on approving the behaviour in these questions along with being 

persuasive in her or his way of influencing, solve conflicts in a diplomatic way and 

makes her or his decisions goal oriented. However, it is important to find a balance in this 

last question so that the people do not feel forgotten and run over if the decisions is only 

focused on the goals. 

      The charisma indicator (11) seems to have strongest connection with Q41. All of the 

four questions within this indicator have a higher correlation than 0.5. The Germans are 

rather formal both in addressing, meetings and seating etc., but in the same time the 

managers, according to Tollgerdt-Andersson stress that it is important to be open with the 

employees. The charisma indicator is therefore an important aspect for the employees 

when evaluating the effectiveness of the manager. In addition, the mean values of these 

two questions correspond to the mean value of Q41. 

 

If looking in appendix 5:2 at the seven questions with the highest mean values, Germany 

is the only country that has all of the seven questions spread in different indicators. 

However, these questions have all rather high mean values, which indicates that other 

questions have high mean values to and within some indicators there are two or more 

questions with rather high mean values. The German respondents believe to a high extent 

that the manager identifies opportunities and acts upon them (Q29), however they 

consider to some less extent that the manager supports new ideas from the employees 

(Q30). The organizations in Germany are often traditional hierarchies and sometimes old 

fashion with a distance between top management and lower-level employees. Everybody 

should know their position and maybe this is way the German managers have difficulties 

in supporting new ideas from the employees. However, it might as well be the case that 

the employees do not very often bring ideas to the manager, because of the gap, and 

therefore this question is not a noticed aspect. In addition, the Germans are much more 
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task oriented than people oriented and that can also be an important factor. The Germans 

also believe to a rather high extent that their manager delegates responsibility to her or 

his employees (Q2), recognizes good work (Q5) and listens to her or his employees 

(Q23). They also believe to a high extent that the manager treats men and women equally 

(Q40). Germany and France have many similarities, but the German respondents seem 

satisfied to a higher extent with their managers than the French respondents are. This is 

based on the fact that the mean values in the German answers are often higher than in the 

French answers concerning questions that can be resembled with subordinate satisfaction.   

      Once again, if the manager wants to be perceived as more effective she or he should 

focus on the questions with high correlation with Q41 instead of the questions with high 

mean value, because these with high mean value are positive characteristics that the 

manager already has, and should continue to keep. 

 

5.1.2 Hofstede’s Five Dimensions 

 

The five dimensions of cultural differences by Hofstede show some similarities with the 

indicators in the questionnaire. Hence, comparing the indicators with Hofstede’s 

dimensions will provides us with better knowledge of the cultural characteristics in each 

country.  However, it is important to note that the indicators might not bring out all of the 

characteristics of the dimensions, although we will use the indicators in order to get a grip 

of the cultural differences in comparison with Hofstede. Another important factor to be 

aware of when analysing Hofstede compared to the answers of the questionnaire, is that 

the respondents only cover a small part of the total populations of the countries, as the 

focus have been on the private sector in addition with the few answers that we got. In 

addition, our questionnaire does not cover all the aspects of the study by Hofstede, hence 

there are only a few questions of the questionnaire that can be compared to the 

dimensions. Additionally, the Hofstede study does not primarily focus on the leadership 

effectiveness thus our questionnaire and the Hofstede study did not intend to measure the 

same aspects. In accordance with this, it is not strange if the answers do not correspond 

with Hofstede. Hofstede is also a relatively old study; therefore a lot might have 

happened since it was made. [In this part we also refer to appendix 3:2].  
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Power distance measures the extent to which the members of an organization accept the 

power in the institution, and accept the differences in power. According to Hofstede, a 

high power distanced country shows a more autocratic relationship between managers 

and employees. Countries which are seen as low in power distance have more democratic 

and decentralized organizations. 

 

Table 8. Index of power distance and correlation figures between Q41 and the power orientation 

indicator 

Power orientation Power Distance Q 8 Q 9 Q 10 Q 11 Q 12 

Country Low High Mean Corr. Mean Corr. Mean Corr. Mean Corr. Mean Corr. 

Sweden, n=58 31  3.55 -.07 2.26 -.175 4.34 .338** 4.21 .521** 2.36 .009 

Britain, n=35 35  4.06 .146 3.06 -.066 4.49 .393* 4.31 .529** 2.86 -.021 

France, n=53  68 3.77 .041 2.79 -.403* 3.72 .381* 3.79 .376** 2.89 .183 

Germany, n=77 31  3.61 -.052 3.51 -.234* 4.53 .529* 4.73 .616** 2.68 -.015 

* Correlation is significant at the 0.05 level          ** Correlation is significant at the 0.01 level 

 

The power orientation indicator (4; Q8-Q12) will be used in this analysis. If one is power 

oriented according to the questionnaire, the manager strives for influential positions, uses 

her/his position to influence for personal gains, uses her/his position to influence other for 

the good of the organization, is persuasive in her/his way of influencing and rules with an 

iron hand. However, the correlations between this indicator and Q41 show a low figure. 

Thus the countries show a correlation all together at 0.219, whereas the British show the 

highest, the Germans the second highest, the Swedes as number three and last the French. 

[See appendix 5:3].  

      Hence, the French show both the lowest mean values and the lowest correlations 

within the power orientation indicator. However, they are seen as the most power 

distanced country of the four, by Hofstede, so what does this mean? According to the 

mean values of the questionnaire the French disagrees in all of the questions concerning 

power orientation, i.e. the French managers do not use power in the way the questions 

imply. This could be interpreted differently. First of all it could be seen as the French is 

less power oriented than the other countries. Thus, it would not correspond with the 

Hofstede study. The reason might be that the Hofstede study is relatively old; hence 

changes within the French organization might have occurred, which also is seen in the 
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Tollgerdt-Andersson study. Important to note is that the Tollgerdt-Andersson study was 

conducted in 1996, therefore it is possible that there have been radical changes within the 

French organization. Secondly it could mean that the French accept inequity concerning 

power, hence does not react as strong within this topic as the other countries, i.e. they do 

not react when power is ‘used’ as this is seen as normal behavior of the manager. Another 

reason could be that the questions in our questionnaire are not formulated in a way that 

makes the respondents understand them in the way that we intended. In addition, this can 

be a factor that has also affected the result of the Tollgerdt-Andersson study. 

Consequently the answers come out as the French managers are not power-oriented.  

The description of the French organization is described as autocratic and there appear to 

be a big gap between manager and employee, which are the characteristics of a high 

power distanced society. 

 

The Swedish organization is described as democratic and decentralized, which are the 

characteristics of a low power distanced country. The correlation of the power orientation 

indicator is low as well as the mean values, although they do agree in Q10 and Q11. 

These questions do however, not show that the manager uses power for personal gains, 

but only for the sake of the organization.  

      Germany is according to Hofstede placed as a low power distanced country and are 

placed on the same number as Sweden. The mean value of the questionnaire shows the 

same results as Sweden, though Germany has slightly higher figures. However, the 

correlation of the Germans in appendix 5:3 shows a much higher figure than the Swedes, 

although the correlation still is very low. 

      The British according to the questionnaire, shows the highest power-orientation of the 

countries, if looking at the mean values. The indicator shows the highest correlation in 

Great Britain of the four countries, although very low. According to Hofstede, Great 

Britain is a low power distance country, almost as low as Germany and Sweden. 

However, if looking at the figures it all corresponds with Hofstede. In the description of 

the British organization there still exist a very traditional hierarchy with a large gap 

between top management and low level employees, thus this might be the answer of why 

the respondents answered this way.  
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The uncertainty avoidance measures the level of comfort or discomfort with uncertainty 

and ambiguity in different countries. Countries high on uncertainty avoidance tend to use 

structure and rules to remain control. Low uncertainty avoidance countries tend to take 

risks in a higher extent than the high uncertainty avoidance countries. 

 

Table 9. Index of uncertainty avoidance and correlation figures between Q41 and the focus on 

development indicator 

Focus on development Uncertainty Avoidance Q 29 Q 30 Q 31 

Country Low High Mean Corr. Mean Corr. Mean Corr. 

Sweden, n=58 29  4.64 .408** 4.66 .267* 4.26 .401** 

Britain, n=35 35  4.66 .266 4.09 .386* 4.06 .311 

France, n=53  86 4.43 .137 4.70 .320* 4.04 .076 

Germany, n=77  69 4.87 .502** 4.30 .342** 3.47 .130 

                * Correlation is significant at the 0.05 level          ** Correlation is significant at the 0.01 level  

 

If viewing the focus on development (11; Q29-31) and structuring (13; Q36-38) 

indicators, we see that in general, viewing all the countries together the correlations are 

rather low (Focus on development: 0.387 and Structuring 0.278). [See appendix 5:3]. 

 

Table 10. Index of uncertainty avoidance and correlation figures between Q41 and the structuring 

indicator 

Structuring Uncertainty Avoidance Q 36 Q 37 Q 38 

Country Low High Mean Corr. Mean Corr. Mean Corr. 

Sweden, n=58 29  3.83 .472** 3.83 .165 2.50 .211 

Britain, n=35 35  3.77 .546** 4.00 .227 3.63 .043 

France, n=53  86 3.47 .094 4.23 -.002 4.25 .057 

Germany, n=77  69 3.84 .522** 4.95 -.115 4.00 .299** 

        * Correlation is significant at the 0.05 level          ** Correlation is significant at the 0.01 level 

 

The French show the lowest correlations in relation with Q41; Focus on development 

0.287 and Structuring 0.079. However, their mean values are rather high as they agree to 

some extent in all of the questions concerning focus on development and agree in two out 

of three in the structuring indicator. This means that the respondents believe that the 

managers do these things, which are included in the indicator, but these are not perceived 
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as very effective characteristics in comparison with other behaviors. However, France is 

seen as rather uncertainty avoidant by Hofstede, which also corresponds with the 

description of the French stereotype as they are seen as rather structured and formal. 

Thus, the mean values correspond with the Hofstede study, even though the respondents 

do not see these characteristics as very important in order to become effective as a leader.  

The Britons show a rather high correlation within these indicators (0.417 and 0.435). 

Thus these indicators are seen as rather effective behaviors. However, the British is seen 

as low in uncertainty avoidance by Hofstede, which means that they are more willing to 

take risks and are less structured. The mean values correspond with this to some extent. 

The correlations say that the managers should focus more on these variables in order to 

become effective in a higher extent.  

      As for the Swedes, the correlations is also rather high, hence these indicator show to 

be perceived as important in order to become effective as a leader. The mean values show 

that the respondents believe their manager is good at focusing on development, but they 

do not believe they structure the work very much, although the behaviour is seen as 

effective. The Swedes are according to Hofstede the lowest of the four countries in 

uncertainty avoidance, thus unstructured and willing to take risks. However, they are not 

seen as willing to take risks. Although, this corresponds with the description of the 

Swedish stereotype as they are much less formal and structured with a decentralized 

organization. Still, if the managers focus more on these indicators they will be perceived 

as more effective.  

       The Germans show the highest correlations within the indicators. Their mean values 

show that they require that the rules are getting followed (Q37), and that the managers 

monitor the employees in order to control (Q38). However, they do believe that their 

managers take risks (Q31), which do not correspond with the Hofstede study, as the 

Germans are seen as uncertainty avoidant. However, the Hofstede corresponds with the 

description of a very structured and centralized Germany. Consequently, the correlations 

show that the German managers would be perceived as more effective if they focus more 

on these indicators.  
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The Individualist versus collectivism dimension shows whether a society emphasis 

oneself as individual or the collectivist needs of the group. All of the four countries are 

relatively individualistic. 

Table 11. Index of individualism/collectivism and correlation figures between Q41 and the 

participation indicator 

Participation Individualism Collectivism Q 1 Q 2 Q 3 

Country High Low Mean Corr. Mean Corr. Mean Corr. 

Sweden, n=58 71  4.12 .528** 4.90 .436** 3.69 .456** 

Britain, n=35 89  4.20 .299 2.57 .554** 4.40 .419* 

France, n=53 71  4.15 .272* 4.42 .110 3.94 .130 

Germany, n=77 67  4.44 .196 4.83 .093 4.56 .415** 

* Correlation is significant at the 0.05 level          ** Correlation is significant at the 0.01 level 

 

This dimension is analyzed through the indicators of participation (1; Q1-3) and building 

teams (7; Q17-18). 

 

Table 12. Index of individualism/collectivism and correlation figures between Q41 and the building 

team indicator 

Building teams Individualism Collectivism Q 17 Q 18 

Country High Low Mean Corr. Mean Corr. 

Sweden, n=58 71  3.88 .630** 3.88 .548** 

Britain, n=35 89  4.31 .643** 4.00 .642** 

France, n=53 71  3.94 .323* 4.06 .432** 

Germany, n=77 67  3.90 .721** 4.14 .550** 

 

 The correlations of these indicators in relation with Q41 show altogether 0.403 in 

participation and 0.596 in building teams. Consequently, this shows that these are 

indicators which are perceived as effective. [See appendix 5:3].   

      The Swedes and Britons show the highest correlations in these two indicators. The 

Swedes have 0.569 in participation and 0.656 in building teams. The Britons has 0.569 in 

participation and 0.698 in building teams. Thus, if the Swedish and British managers 

focus more on these aspects they will most likely be perceived as more effective. The 

characteristics of the British correspond with the correlations as the Britons seem to put 
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much focus on teams, network and relations. In addition, the Swedes are seen as a 

relation-orientated country. 

      However, all of the four countries are seen as individualistic by Hofstede, hence 

putting more emphasis on the own individual instead of the group. As the figures show 

that much focus should be put on participation and team building; they are not 

individualistic in this sense.   

      The French managers believe, according to the description of the characteristics, that 

it is important that one can lead in a way that the employees know who the leader is. For 

the German manager it is important to know who everyone is and that the employees 

know who the manager is; thus show oneself in the organization. By viewing this 

description one can see that French and German managers prefer to stand outside/above 

the group and lead from a distance, whereas the gap signifies the power. Swedish and 

British managers seem to think it is important to be one in the group and that the team is 

more important. This is interesting since the Hofstede study point out Great Britain and 

the Swedes as the most individualistic countries (France share second place with the 

Swedish respondents). The Britons show the highest figures in building team in the 

questionnaire. The Swedish respondents disagree in both, whereas the French and 

Germans disagree in Q17 but agree in Q18.  

      So, if Great Britain is that individualistic as the Hofstede study show, is it not odd that 

they show to be better on building teams than the others? Sweden described as a people-

oriented country, which put much emphasis on the team, show to be rather bad at this in 

the questionnaire. In the Hofstede, the Swedes are ranked rather individualistic. This 

shows that emphasis on the team, do not necessarily have to do with whether a country is 

individualistic or not, and that there might be other indicators within this dimension.  

      All of the countries believe their managers involve them in the decision making, 

which also could be interpreted as a rather collectivistic manner. Although, this does not 

necessarily show to be an indicator of collectivism.  

      All of the four studied countries, in our opinion, fit into the description made of the 

typical western society, where one are brought up to stand on one’s own feet. The 

families include parents and a few children, compared to the collectivistic societies whom 

include other relatives in the families.  



Leadership Effectiveness  

- The view from four countries - 

 

 

- 63 - 

 

The masculinity versus femininity dimension shows that Sweden and France are 

feminine societies while both Great Britain and Germany are rather masculine. A 

feminine culture emphasizes relationships, harmony, and caring for others more than 

performances. The masculine society has pressure for carrier success and fewer women 

are on top positions. 

  

Table 13.  Index of masculinity/femininity and correlation figures between Q41 and Q39 

Equity between men and women   Masculinity  Femininity Q 39 

Country High Low Mean Corr. 

Sweden, n=58  5 4.91 .096 

Britain, n=35 66  3.97 .006 

France, n=53  43 4.75 .002 

Germany, n=77 66  4.84 -.018 

 

This dimension fits into question Q39 (treats men and women equally). This question is 

included in the last group (“other questions”), thus the mean values and correlations will 

be viewed on only this question in this group. In addition, it is necessary to include other 

indicators and questions, as one single question does not say everything within one 

dimension.  

      All four, except from the Britons believe that their managers treat men and women 

equal, according to the mean values. Although, the Britons are very close to agree to 

some extent. The other countries have relatively high figures in this question.  

      If viewing the correlations Q39 in relation with Q41, the Swedes show 0.096, The 

Britons 0.006, the French 0.020 and the Germans -0.018. Thus, this indicates that the 

question concerning whether a manger treats mean and women equal is not an important 

aspect in order to become effective.  
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Table 14. Index of masculinity/femininity and correlation figures between Q41 and Q27 

Consideration for people  Masculinity  Femininity Q 27 

Country High Low Mean Corr. 

Sweden, n=58  5 3.31 .332* 

Britain, n=35 66  3.63 .484** 

France, n=53  43 4.66 .294* 

Germany, n=77 66  4.77 .464** 

                                           * Correlation is significant at the 0.05 level 
                                            ** Correlation is significant at the 0.01 level 

 

In order to try and analyze whether the countries correspond with the Hofstede study, 

other questions in the questionnaires will be used as well. As the feminine society should 

be signified by consideration, Q27 (The consideration for people is the most important 

aspect when he/she is achieving his/her goals) will be analyzed. However, Sweden and 

Great Britain disagree in this question, which is rather surprisingly since Sweden is seen 

as one of the most feminine countries in the world by Hofstede. The Britons, however, 

correspond with the Hofstede study as this show that they lead towards the masculine 

society. The French is a mix between the two, although slightly more feminine than 

masculine. The correlations concerning this question show that the Germans and Britons 

believe this question is of relevance in order to become effective as a leader. The Swedes 

have a rather low correlation in comparison (0.332), which is surprising as they are seen 

as one of the most feminine societies in the world. The French has a low correlation; thus 

they do not seem to believe this is a very important aspect if becoming effective. 

However, this question cannot be the only base of judging whether the countries are 

feminine or not.  

 

Table 15. Index of masculinity/femininity and correlation figures between Q41 and the conflict 

management indicator 

Conflict management   Masculinity  Femininity Q 19 Q 20 

Country High Low Mean Corr. Mean Corr. 

Sweden, n=58  5 4.31 .455** 3.93 .463** 

Britain, n=35 66  3.71 -.005 4.00 .577** 

France, n=53  43 3.53 -.013 3.91 .299* 

Germany, n=77 66  3.87 .372** 4.29 -.585** 

              * Correlation is significant at the 0.05 level          ** Correlation is significant at the 0.01 level 
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Another aspect of the feminine society is that the conflicts are often solved through 

negotiations and compromises, thus it might be interesting to view the figures in the 

conflict management indicator: Q19 (Avoids dealing with conflicts) and Q20 (Solves 

conflicts in a diplomatic way). The interesting thing is then that Swedish managers avoid 

conflict and do not solve them in a diplomatic way, according to the mean values. Hence, 

this contradicts the Hofstede study. According to the team building indicator the Swedish 

managers do not create team spirit and create commitment among the employees. 

However, Swedish managers involve the employees in the decision making and delegate 

responsibility. Although if viewing the correlations (the conflict management indicator in 

relation to Q41), the results show that Sweden has a high correlation; 0.517. Thus, the 

Swedish respondents believe their manager would be more effective if focusing on this 

indicator. Germany also has a high correlation; 0.568. The Britons and French, however, 

have a rather low correlation, especially the French. This corresponds with the Hofstede 

study to some extent, as Sweden is seen as a feminine society. The Germans is seen as 

masculine, thus it is surprisingly that they believe this indicator is effective in a higher 

degree than the rest of the countries.  

 

The masculine society is described as mentioned before more carrier focused. Thus if 

viewing the question whether the manager strive for influential position, Q8, the Swedes 

show the lowest figures. The Swedish respondents, along with the French and Germans 

disagree, whereas the British respondents agree to some extent. Thus if the masculine 

society is striving for influential positions the Britons and Swedes corresponds with the 

Hofstede study. 

      If viewing the indicator of power orientation, we see that the correlations are low, 

although the Britons and Germans have the highest. Thus, it corresponds with the 

Hofstede study, as these two countries are seen as the most masculine out of the four.  

 

The Long-term versus short-term orientation dimension is not that developed as this is 

rather new and not that studied. In addition, studies have only been made in Sweden, 

Germany and Great Britain among our four countries; hence there is no figure on the 

French. Thus, this dimension will not be analysed within this thesis.  
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5.1.3 Similarities Between the Countries 

 

The indicators of the questionnaires stand for the main aspects, which are seen, to us, as 

most important things when it comes to leadership effectiveness. Thus, the questions 

included in each indicator are formulated and created in order to describe the behavior of 

each indicator in the best possible way. Since, if only viewing each question separately 

the picture might be distorted. Consequently, when viewing the indicators a clear picture 

might occur, which also makes it possible to find the similarities. 

 

In the table below the seven highest correlations in each country is presented, along with 

the number of the indicators and the questions. The figures marked with a colour show 

the indicators, which occur in each of the four countries ‘top-seven’-list. As one can see, 

the three indicators; charisma, communication and building team, are included in the 

‘top-seven- list of each country.  

 

Table 16. The indicators and questions with the seven highest correlation figures with Q41 in the 

four countries  

Indicator/ 

Question 
Sweden, 
n=58 

Indicator/ 

Question 
Great 

Britain, 
n=35 

Indicator/ 

Question 
France, 
n=53 

Indicator/ 

Question 
Germany, 

n=77 

12  /  33 0.644 14  / 40 0.695 9   /  22 0.541 7   /  17 0.721 

9    /  21 0.634 9    / 22 0.662 12 /  33 0.529 12 /  33 0.656 

7    /  17 0.630 7   /  17 0.643 9   /  21 0.512 12 /  32 0.627 

12  /  32 0.616 7   /  18 0.642 6    / 16 0.441 9   /  22 0.622 

14  /  40 0.577 12 /  32 0.615 12  / 34 0.441 4   /  11 0.616 

12  /  34 0.550 9   /  23 0.606 7    / 18 0.432 8   /  20 0.585 

7    /  18 0.548 9   /  21 0.589 4    / 10 0.386 5   /  13 0.569 
      Note: All correlations are significant at the 0.01 level 

Indicator: 

12 – Charisma  9 – Communication Skills  7 – Building Teams 

 

The Germans show Q17 in the building team indicator as their highest correlation. This 

question concern whether the manager creates commitment for the tasks among his/her 

employees. They need the commitment in order to do the task well. Included in the 

charisma indicator is Q35 (find creative solutions when needed), thereby another 

important factor in a task-oriented society. Thus these questions are extremely important 
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if putting emphasis on task-orientation. However, this question relates to the charisma 

and communication skills as described above, so in order to create commitment, the 

manager must have charismatic and communication skills if becoming as effective as 

possible.  

    The Swedes and Britons put much emphasis on network and relations, hence emphasis 

relation-orientation. Then, the reason why these indicators seem the most relevant for 

these respondents are rather obvious, as these indicators mainly concerns the people in 

the organizations.  

 

Since these three indicators occur in every country’s ‘top-seven’-list, they have been 

correlated with Q41. This was done both with each specific country, as well as with all of 

the 223 respondents together. As the purpose is to find similarities between the countries, 

the correlations made with all the respondents are of most relevant. [See appendix 5:3].  

   

Table 17. The three indicators with highest correlation figures with Q41 and the four countries 

together 

The three highest correlations 

of all four countries 

Correlations, all 

countries 

12 - Charisma 0.659** 

 9  - Communication skills 0.617** 

 7  - Building teams 0.596** 
                              ** Correlation is significant at the 0.01 level 

 

In this table, we find the correlations with all respondents, which signify the indicators 

that show the highest figures. Meaning, these are the indicators, which is seen as most 

important in order to be perceived as an effective leader. The indicators shown to have 

the highest correlations within all of the four countries are charisma (12), 

communication skills (9) and building teams (7).  

 

When looking at the questions within the charisma indicator (12), it is important to 

provide inspiration, lead by setting an example, be optimistic and energetic, and be able 

to find creative solutions when needed. Charisma is seen as an acknowledgment made by 

the subordinates, based on what they observe of the leader’s behaviors. Hence, it is a skill 

that the employees must notice for it to be perceived as charisma. Consequently, 
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charisma in this sense is a behavior, which includes both how the manager behaves, acts 

and communicates, i.e. charisma includes things that are not only said as well, which the 

indicator of communication is. Charisma is necessary when a manager creates a relation-

oriented atmosphere within the organization. Charisma is important in order to inspire 

and get the employees to do things, which has to be done. If ‘charming’ the employees 

they are more likely to follow the manager, thus the behaviour becomes effective.  

      Therefore, communication skills (9) are also an important skill to have. 

Communication is often vital for every relationship to work; hence it is easier to get a 

closer relationship if a manager possesses good communication skills. Communication is 

something no subordinate can ignore, as one cannot ignore if the manager delegates 

responsibilities or such. If one possesses good communication skills it is most likely a 

good ‘tool’ to make people do what is necessary and to steer the organization in the right 

way. Thus, the ability of communicating in a good way, the manager does not have to 

‘force’ or nag the employees to perform the tasks. However, communication skills are not 

only the ability to perform a one-way-communication, i.e. one has to be able to listen as 

well. A manager can gain tremendously by listen to the employees. For one, the 

employees might provide the manager, hence the organization, with valuable thoughts, 

reflections and advice. In addition, the employees do most certainly react positively 

towards a manager who shows that she or he can listen. The knowledge of just know that 

the manager actually do listen if necessary, will most likely motivate the employees as it 

makes them feel important, and that their work actually matter. The indicator of 

communication skills includes providing the employees with useful information and 

communicating the information in an understandable way, in addition with listen to the 

employees.  

      The combination of charismatic skills (12) and communication skills (9) will 

therefore be the optimal combination as this provides the manager with the opportunity to 

connect with, and influence the employees on every possible level. Thus, if possessing 

good charismatic skills and communication skills a manager will influence the employees 

in a much deeper way, which will restrain for a longer time.               

      The third correlation that is seen as important in order to be effective as a manager is 

the building team indicator (7). This indicator includes the aspects of creating team spirit 
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and commitment for the tasks. This is an indicator that steps a little bit closer to focusing 

on the task itself, as the two other indicators focus much on people orientation. Creating 

commitment for the tasks is based upon motivation. Thus, if the employees get motivated 

to accomplish the tasks they will most likely perform well. Hence a good team spirit and 

a commitment for the task provide a good outcome of the work, which is a must for an 

organization to survive in a long-term perceptive. 

      The combination of charismatic- and communication skills is of much help to create a 

team spirit and a commitment to the task, as this will be almost impossible without the 

previous two skills. The part of charismatic skills, which concerns the ability to inspire 

the employees, is very important in order to create a commitment for the task and a good 

team spirit. In addition it is important to be optimistic, energetic and able to find creative 

solutions when needed, in order to inspire. To be optimistic concerns the ability to 

communicate, as it is important to use the language in an optimistic way, when creating a 

commitment for the task. 

 

The interesting aspect is that even though Germany and France is seen as much more 

task-oriented countries (especially Germany) than the other two, they perceive charisma, 

communication and building teams to be important in order to be effective. These aspects 

could be seen as rather relation-oriented. However, they can be seen as both relation-

oriented and task-oriented beneath the surface. These indicators include questions that do 

not necessarily have to do with ‘people’ only. 

 

Thus, the countries’ managers should put more emphasis on these indicators in order to 

become effective. As an important part of a well working organization, is that one should 

be aware of the importance of the human capital, as they actually make the organization 

work. A charismatic leader brings a lot to a company. If one inspire, is positive and 

energetic, show a good example etc. the followers will most likely ‘like’ the manager, 

hence relate to her or him. In addition with the ability to communicate in the right way 

and be able to create both team spirit and commitment for the task, the effectiveness will 

increase. Consequently, the work is done better than average, as the employees feel they 

work for more than just a company.  
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5.2 Conclusion 

 

Our purpose was to find the similarities between the different countries in order to create 

an image of the ideal leader, whom will be perceived as effective in Sweden, Great 

Britain, France and Germany. 

      Through the questionnaire several correlation have been made, which indicates the 

skills and/or behaviors that are perceived as the most important aspects in order to 

become effective as a leader (Q41). Consequently, the correlations are made between the 

indicators and the question which concerns whether the manager is perceived as effective 

or not within the organization. Three of the indicators are perceived as especially 

important. These are charisma, communication and team building. However, it is 

important to note that these indicators are not those who show the highest correlations in 

each country. We base this analysis of the three, on the correlations made with all the 

countries together in relation with Q41. The reason of this is because we seek to find the 

similarities between the countries despite cultural differences, thus the highest 

correlations of all the 223 respondents show the most important indicators overall and 

this is what we are looking for in order to find the ideal leader.  

      Therefore, we believe, in reference to the correlations, which the combination of 

charisma, communication skills and the ability of building teams are the most important 

aspects to focus on for the ideal leader. Charisma and communication is a way to 

influence the employees on all the different levels possible. Thus, the manager can 

connect with the employees both by talking to them and by using the ‘right’ behavior. 

Consequently, the manager influences the employees in a way that makes the employees 

not only listen but also see the leader as a role model. In addition with the ability to create 

team spirit and commitment for the task, these indicators provide a basic condition for the 

ideal leader to be successful in the long-term.  

 

 5.3 Criticism  

 

The results from this thesis will hopefully and probably provide us with useful 

knowledge, both in our continuing study life and future working life. The journey 
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through this thesis has been an experience in both pleasant and less pleasant moments, 

and there have been many setbacks along the way. The main problem with our work has 

been to get in touch with companies in the different countries. Lots of time was spent on 

mailing different companies. We chose companies from both our own and our friends’ 

network, but we also mailed, for us, unknown companies. The process of trying to get 

125 respondents from each country took longer time than expected and therefore we had 

to cut the limit and use the respondents we got, which was much fewer than 125. As a 

result of this our respondents represent a small range of the population, which may seem 

to shallow when seeking to generalize a whole country. However, we believe the amount 

of respondents we got from each country is good enough in order to evaluate the 

nationalities. Another problem that we had to face was that the e-mails with the link to 

the questionnaire ended up in people’s junk-boxes and thereby where some respondents 

lost.  

      Since the topic of leadership effectiveness is such a huge field we believe the ten 

weeks devoted for this thesis were too few. Leadership effectiveness is a very important 

subject for many people, mostly for leader and managers, but also for other people. We 

believe that there are so much more to study in this subject, and the knowledge should 

reach more people in order to become more effective in the business. In addition, as a 

result of the expansion of European Union more people move and start working in other 

countries, and therefore it is even more important to be aware of cultural differences and 

have the knowledge of what behaviors are accepted in what countries. However, to 

become effective one must be able to be innovative and situation-oriented.  

      We hope our thesis will be useful for those who read it, especially those who 

answered the questionnaire. Our thoughts and our results might at least open up the 

interest for leadership effectiveness and provide some people with interesting and for 

them undeveloped aspects.  

 

5.4 Final Thoughts 

 

Overall this journey has been interesting and fun and we have learned a lot from the 

results. From the beginning we were not aware of all the aspects included in the term 
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leadership effectiveness, and it showed to be a much broader topic than expected. This 

thesis has brought us a greater knowledge about leadership effectiveness, which we 

believe we will gain tremendously from. We feel that the results provide us with useful 

information when working in organizations regardless of country. Although, this thesis 

have as well given us a greater knowledge in cultural diversities within the organizational 

perspective. We got aware of the importance of making the aspects of leadership 

effectiveness understandable in a way that people from different cultures would perceive 

them similar. We had ideas about some of the differences between the four countries 

before we started this work, but the similarities between the countries were more 

unknown for us. When understanding cultural differences it is easier to understand how 

people that differ from one self think in certain aspects and how they perceive different 

behaviors. The similarities, which helped us understand what characteristics the ideal 

leader must have, came visible for us after analyzing these four countries’ cultures and 

stereotypes. We believe our minds have opened up for cultural aspects in a wider range 

than it was before, and we are sure this will provide us with deeper understanding of 

people from different cultures and facilitate possible future work on the international 

market.  
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Appendix 1:1 

Questions with Indicators 

 

Participation 

1 Involves his/her employees in the decision making 

2 Delegates responsibility to his/her employees 

3 Encourages his/her employees to express their concerns 

 

Giving feedback 

4 Seldom gives feedback to employees about their performance 

5 Recognizes good work 

 

Relation orientation 

6 Is friendly and approachable 

7 In concerned about how he/she relates to others 

 

Power orientation 

8 Is striving for influential positions 

9 Uses his/her position to influence others for personal gains 

10 Uses his/her position to influence others for the good of the organization 

11 Is persuasive in his/her way of influencing 

12 Rules with an iron hand 

 

Decision making 

13 His/her decisions are always goal oriented 

14 Pushes for his/her decisions to be accepted in the organization 

15 Is not afraid of taking decisions 

 

Problem solving 

16 Puts energy into solving problems instead of finding someone to blame 
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Building teams 

17 Creates commitment for the tasks among his/her employees 

18 Creates team spirit 

 

Conflict management 

19 Avoids dealing with conflicts 

20 Solves conflicts in a diplomatic way 

 

Communication skills 

21 Is good at providing the employees with useful information for achieving 

the goals 

22 Communicates information in an understandable way 

23 Listens to his/her employees 

 

Focus on the result 

24 Achieves the set goals 

25 The financial aspects are the most important aspects when he/she is 

achieving his/her goals 

26 The quality of the work is the most important aspect when he/she is 

achieving his/her goals 

27 The consideration for people is the most important aspect when he/she is  

 achieving his/her goals 

28 To deliver in time is the most important aspect when he/she is achieving 

his/her goals 

 

Focus on development 

29 Identifies opportunities and acts upon them 

30 Does not supports new ideas from the employees 

31 Is unwilling to take risks 
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Charisma 

32 Provides inspiration to his/her employees 

33 Leads by setting an example 

34 Is an optimistic, energetic person 

35 Finds creative solutions when needed 

 

Structuring 

36 Uses planning to structure the work for the employees 

37 Requires that the employees follow rules and procedures 

38 Controls the employees by monitoring operations and performance 

 

Other questions 

39 Treats men and women equally 

40 Criticizes poor work in a constructive way 

41 Is looked upon by others in the organization as an effective manager 
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Appendix 3:1 

Transformational- and Transactional Behaviors 

Source: Gary A. Yukl, Leadership in Organizations, 2006, p. 263 

 

Appendix 3:2 

Geert Hofstede’s Culture Comparison 
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Source: Peter Topping, Managerial Leadership, 2002, p. 179 &  

              www.geert- hofstede.com/hofstede_ dimensions.php 

 PD ID MA UA LTO 

Sweden 31 71 5 29 33 

Norway 31 69 8 50 20 

Finland 33 63 26 59  

Denmark 18 74 16 23  

Austria 11 55 42 86  

Belgium 65 75 54 94  

Netherlands 38 80 14 53 44 

Germany 31 67 66 69 31 

Poland 68 60 64 93  

Great Britain 35 89 66 35 25 

France 68 71 43 86  

Spain 57 51 42 86  

Italy  50 76 70 75  

Greece 60 35 57 112  

Turkey 66 37 45 85  

Russia 95 47 40 75  

Argentina 49 46 56 86  

Brazil 69 38 49 76 65 

USA 40 91 62 46 29 

South Africa 49 65 63 49  

Indonesia 78 14 46 48  

China 80 20 50 50 118 

Thailand 64 20 36 64 56 

Australia 36 90 61 51 31 
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Appendix 4:1 

The Questionnaire 
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Appendix 4:2 

Valid data from the four countries 

Sweden 

 

 

 

 

Great Britain 

 

 

 

 

France 

 

 

 

 

 

 

Germany 
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Appendix 5:1 

Correlations Q 41 and All questions (except Q 24), Sweden 

 

Question 1-20 Question 41  

Is looked upon 

others in the 

organization as an 

effective manager  

Question 21-40  

(except for Q 24) 

Questions 41 

Is looked upon 

others in the 

organization as an 

effective manager 
Participation  Communication skills  

Q1:Involves his/her employ-

ees in the decision making 
 

0,528** 

Q21:Is good at providing the 

employees with useful 

information for achieving the 

goals 

 

0,634** 

 

Q2:Delegates responsibility 

to his/her employees  
0,436** Q22:Communicates information 

in an understandable way 
0,452** 

Q3:Encourages his/her emp-

loyees to express their 

concerns 

 

0,456** 

Q23:Listens to his/her 

employees 
 

0,452** 

Giving Feedback  Focus on the result  
Q4:Seldom gives feedback to 

employees about their per-

formance 

 

0,537** 

Q25:The financial aspects are 

the most important aspects when 

he/she is achieving his/her goals 

 

0,147 

Q5:Recognizes good work  

0,480** 

Q26:The quality of work is the 

most important aspects when 

he/she is achieving the set goals 

 

0,211 

Relation orientation 
 

Q6:Is friendly and approach- 

able 

 

 

0,366** 

Q27: The consideration for 

people is the most important 

aspect when he/she is achieving 

his/her goals 

 

0,332* 

Q7:Is concerned about how 

he/she relates to others 
 

0,435** 

Q28:To deliver in time is the 

most important aspect when 

he/she is achieving his/her goals 

 

0,329* 

Power orientation  Focus on development  

 
Q8:Is striving for influential 

positions 
-0,077 Q29:Identifies opportunities and 

acts upon them 
0,408** 

Q9:Uses his/her position to 

influence others for personal 

gains 

 

-0,175 

Q30:Does not support new ideas 

from the employees 
 

0,267* 

Q10:Uses his/her position to 

influence others for the good 

of the organization 

 

0,338** 

Q31:Is unwilling to take risks  

0,401** 

Q11:Is persuasive in his/her 

way of influencing 
0,521** Charisma  

Q12:Rules with an iron hand 0,009 Q32:Provides inspiration to his 

/her employees 
0,616** 

Decision making  Q33:Leads by setting an 

example 
0,644** 

Q13:His/her decisions are 

always goal oriented 
0,258 Q34:Is an optimistic, energetic 

person 
0,550** 

Q14:Pushes for his/her  Q35:Finds creative solutions  
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decisions to be accepted in 

the organization 
0,090 when needed 0,217 

Q15:Not afraid of taking 

decisions 
0,449** Structuring  

Problem solving  Q36:Uses planning to structure 

the work for the employees 
0,472** 

Q16:Puts energy into solving 

problems instead of finding 

someone to blame 

 

0,545** 

Q37:Requires that the employees 

follow rules and procedures 
 

0,165 

Building teams  Q38:Controls the employees by 

monitoring operations and per-

formance 

 

0,211 

Q17:Creates commitment for 

the tasks among his/her 

employees 

 

0,630** 

Other questions  

Q18:Creates team spirit 0,548** Q39:Treats men and women 

equally 
0,096 

Conflict management  Q40:Criticises poor work in a 

constructive way 
0,577** 

Q19:Avoids dealing with 

conflicts 
0,455**   

Q20:Solves conflicts in a 

diplomatic way 
0,463**   

                                   *Correlation is significant at the 0,05 level 

                                   ** Correlation is significant at the 0,01 level  

 

Correlations Q 41 and All questions (except Q 24), Great Britain 

 

Question 1-20 Question 41  

Is looked upon 

others in the 

organization as an 

effective manager  

Question 21-40  

(except for Q 24) 

Questions 41 

Is looked upon 

others in the 

organization as an 

effective manager 
Participation  Communication skills  

Q1:Involves his/her employ-

ees in the decision making 
 

0,299 

Q21:Is good at providing the 

employees with useful 

information for achieving the 

goals 

 

0,589** 

 

Q2:Delegates responsibility 

to his/her employees  
0,554** Q22:Communicates information 

in an understandable way 
0,662** 

Q3:Encourages his/her emp-

loyees to express their 

concerns 

 

0,419* 

Q23:Listens to his/her 

employees 
 

0,606** 

Giving Feedback  Focus on the result  
Q4:Seldom gives feedback to 

employees about their per-

formance 

 

-0,135 

Q25:The financial aspects are 

the most important aspects when 

he/she is achieving his/her goals 

 

0,027 

Q5:Recognizes good work  

0,387* 

Q26:The quality of work is the 

most important aspects when 

he/she is achieving the set goals 

 

0,572** 

Relation orientation  Q27: The consideration for  
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Q6:Is friendly and approach- 

able 

 

0,421* 

people is the most important 

aspect when he/she is achieving 

his/her goals 

0,484** 

Q7:Is concerned about how 

he/she relates to others 
 

0,235 

Q28:To deliver in time is the 

most important aspect when 

he/she is achieving his/her goals 

 

0,494** 

Power orientation  

 

Focus on development  

Q8:Is striving for influential 

positions 
0,146 Q29:Identifies opportunities and 

acts upon them 
0,266 

Q9:Uses his/her position to 

influence others for personal 

gains 

 

-0,066 

Q30:Does not support new ideas 

from the employees 
 

0,386* 

Q10:Uses his/her position to 

influence others for the good 

of the organization 

 

0,393* 

Q31:Is unwilling to take risks  

0,311 

Q11:Is persuasive in his/her 

way of influencing 
0,529** Charisma  

Q12:Rules with an iron hand -0,021 Q32:Provides inspiration to his 

/her employees 
0,615** 

Decision making  Q33:Leads by setting an 

example 
0,531** 

Q13:His/her decisions are 

always goal oriented 
0,357* Q34:Is an optimistic, energetic 

person 
0,409* 

Q14:Pushes for his/her 

decisions to be accepted in 

the organization 

 

-0,192 

Q35:Finds creative solutions 

when needed 
 

0,216 

Q15:Not afraid of taking 

decisions 
0,229 Structuring  

Problem solving  Q36:Uses planning to structure 

the work for the employees 
0,546** 

Q16:Puts energy into solving 

problems instead of finding 

someone to blame 

 

0,368* 

Q37:Requires that the employees 

follow rules and procedures 
 

0,227 

Building teams  Q38:Controls the employees by 

monitoring operations and per-

formance 

 

0,043 

Q17:Creates commitment for 

the tasks among his/her 

employees 

 

0,643** 

Other questions  

Q18:Creates team spirit 0,642** Q39:Treats men and women 

equally 
0,006 

Conflict management  Q40:Criticises poor work in a 

constructive way 
0,695** 

Q19:Avoids dealing with 

conflicts 
-0,005   

Q20:Solves conflicts in a 

diplomatic way 
0,577**   

                                   *Correlation is significant at the 0,05 level 

                                   ** Correlation is significant at the 0,01 level  
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Correlations Q 41 and All questions (except Q 24), France 

 

Question 1-20 Question 41  

Is looked upon 

others in the 

organization as an 

effective manager  

Question 21-40  

(except for Q 24) 

Questions 41 

Is looked upon 

others in the 

organization as an 

effective manager 
Participation  Communication skills  

Q1:Involves his/her employ-

ees in the decision making 
 

0,272* 

Q21:Is good at providing the 

employees with useful 

information for achieving the 

goals 

 

0,512** 

 

Q2:Delegates responsibility 

to his/her employees  
0,110 Q22:Communicates information 

in an understandable way 
0,541** 

Q3:Encourages his/her emp-

loyees to express their 

concerns 

 

0,130 

Q23:Listens to his/her 

employees 
 

0,369** 

Giving Feedback  Focus on the result  
Q4:Seldom gives feedback to 

employees about their per-

formance 

 

0,118 

Q25:The financial aspects are 

the most important aspects when 

he/she is achieving his/her goals 

 

0,089 

Q5:Recognizes good work  

0,219 

Q26:The quality of work is the 

most important aspects when 

he/she is achieving the set goals 

 

0,371** 

Relation orientation 

 
Q6:Is friendly and approach- 

able 

 

 

0,277* 

Q27: The consideration for 

people is the most important 

aspect when he/she is achieving 

his/her goals 

 

0,294* 

Q7:Is concerned about how 

he/she relates to others 
 

0,347* 

Q28:To deliver in time is the 

most important aspect when 

he/she is achieving his/her goals 

 

0,234 

Power orientation  

 

Focus on development  

Q8:Is striving for influential 

positions 
0,041 Q29:Identifies opportunities and 

acts upon them 
0,137 

Q9:Uses his/her position to 

influence others for personal 

gains 

 

-0,403* 

Q30:Does not support new ideas 

from the employees 
 

0,320* 

Q10:Uses his/her position to 

influence others for the good 

of the organization 

 

0,381** 

Q31:Is unwilling to take risks  

0,076 

Q11:Is persuasive in his/her 

way of influencing 
0,376** Charisma  

Q12:Rules with an iron hand 0,183 Q32:Provides inspiration to his 

/her employees 
0,367** 

Decision making  Q33:Leads by setting an 

example 
0,529** 

Q13:His/her decisions are 

always goal oriented 
0,219 Q34:Is an optimistic, energetic 

person 
0,441** 

Q14:Pushes for his/her 

decisions to be accepted in 

the organization 

 

-0,039 

Q35:Finds creative solutions 

when needed 
 

0,297* 
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Q15:Not afraid of taking 

decisions 
0,355** Structuring  

Problem solving  Q36:Uses planning to structure 

the work for the employees 
0,094 

Q16:Puts energy into solving 

problems instead of finding 

someone to blame 

 

0,441** 

Q37:Requires that the employees 

follow rules and procedures 
 

-0,002 

Building teams  Q38:Controls the employees by 

monitoring operations and per-

formance 

 

0,057 

Q17:Creates commitment for 

the tasks among his/her 

employees 

 

0,323* 

Other questions  

Q18:Creates team spirit 0,432** Q39:Treats men and women 

equally 
-0,020 

Conflict management  Q40:Criticises poor work in a 

constructive way 
0,386** 

Q19:Avoids dealing with 

conflicts 
-0,013   

Q20:Solves conflicts in a 

diplomatic way 
0,299*   

                                   *Correlation is significant at the 0,05 level 

                                   ** Correlation is significant at the 0,01 level  

 

Correlations Q 41 and All questions (except Q 24), Germany 

 

Question 1-20 Question 41  

Is looked upon 

others in the 

organization as an 

effective manager  

Question 21-40  

(except for Q 24) 

Questions 41 

Is looked upon 

others in the 

organization as an 

effective manager 
Participation  Communication skills  

Q1:Involves his/her employ-

ees in the decision making 
 

0,196 

Q21:Is good at providing the 

employees with useful 

information for achieving the 

goals 

 

0,511** 

 

Q2:Delegates responsibility 

to his/her employees  
0,093 Q22:Communicates information 

in an understandable way 
0,622** 

Q3:Encourages his/her emp-

loyees to express their 

concerns 

 

0,415** 

Q23:Listens to his/her 

employees 
 

0,489** 

Giving Feedback  Focus on the result  
Q4:Seldom gives feedback to 

employees about their per-

formance 

 

0,383** 

Q25:The financial aspects are 

the most important aspects when 

he/she is achieving his/her goals 

 

0,222 

Q5:Recognizes good work  

0,437** 

Q26:The quality of work is the 

most important aspects when 

he/she is achieving the set goals 

 

0,417** 

Relation orientation 

 
Q6:Is friendly and approach- 

 

 

0,245* 

Q27: The consideration for 

people is the most important 

aspect when he/she is achieving 

 

0,464** 
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able his/her goals 

Q7:Is concerned about how 

he/she relates to others 
 

0,329** 

Q28:To deliver in time is the 

most important aspect when 

he/she is achieving his/her goals 

 

0,417** 

Power orientation  

 

Focus on development  

Q8:Is striving for influential 

positions 
-0,052 Q29:Identifies opportunities and 

acts upon them 
0,502** 

Q9:Uses his/her position to 

influence others for personal 

gains 

 

-0,234* 

Q30:Does not support new ideas 

from the employees 
 

0,342** 

Q10:Uses his/her position to 

influence others for the good 

of the organization 

 

0,529** 

Q31:Is unwilling to take risks  

0,130 

Q11:Is persuasive in his/her 

way of influencing 
0,616** Charisma  

Q12:Rules with an iron hand -0,015 Q32:Provides inspiration to his 

/her employees 
0,627** 

Decision making  Q33:Leads by setting an 

example 
0,656** 

Q13:His/her decisions are 

always goal oriented 
0,569** Q34:Is an optimistic, energetic 

person 
0,515** 

Q14:Pushes for his/her 

decisions to be accepted in 

the organization 

 

0,386 

Q35:Finds creative solutions 

when needed 
 

0,264** 

Q15:Not afraid of taking 

decisions 
0,434** Structuring  

Problem solving  Q36:Uses planning to structure 

the work for the employees 
0,522** 

Q16:Puts energy into solving 

problems instead of finding 

someone to blame 

 

0,467** 

Q37:Requires that the employees 

follow rules and procedures 
 

-0,115 

Building teams  Q38:Controls the employees by 

monitoring operations and per-

formance 

 

0,299** 

Q17:Creates commitment for 

the tasks among his/her 

employees 

 

0,721** 

Other questions  

Q18:Creates team spirit 0,550** Q39:Treats men and women 

equally 
-0,018 

Conflict management  Q40:Criticises poor work in a 

constructive way 
0,395** 

Q19:Avoids dealing with 

conflicts 
0,372**   

Q20:Solves conflicts in a 

diplomatic way 
0,585**   

                                   *Correlation is significant at the 0,05 level 

                                   ** Correlation is significant at the 0,01 level  

 

Note: The figures marked with red are included in the seven highest correlations.  
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Appendix 5:2 

Mean values from the questions’ answers 

 

 Sweden Great Britain France Germany 

Participation     

Q1-Involves his/her employees in the 

decision making 
4.12 4.20 4.15 4.44 

Q2-Delegates responsibility to his/her 

employees 
4.90 2.75 4.42 4.83 

Q3-Encourages his/her employees to express 

their concerns 
3.69 4.40 3.94 4.56 

Giving Feedback     

Q4- Seldom gives feedback to employees 

about their performance 
4.09 3.80 3.75 3.78 

Q5-Recognizes good work 4.28 4.66 4.75 4.81 

Relation Orientation     

Q6-Is friendly and approach-able 4.91 4.57 4.75 4.66 

Q7-Is concerned about how he/she relates to 

others 

4.34 4.26 4.06 4.69 

Power Orientation     

Q8-Is striving for influential positions 3.55 4.06 3.77 3.61 

Q9-Uses his/her position to influence others 

for personal gains 
2.26 3.06 2.79 3.51 

Q10-Uses his/her position to influence 

others for the good of the organization 
4.34 4.49 3.72 4.53 

Q11-Is persuasive in his/her way of 

influencing 
4.21 4.31 3.79 4.73 

Q12-Rules with an iron hand 2.36 2.86 2.89 2.68 

Decision Making     

Q13-His/her decisions are always goal 

oriented 
4.31 4.06 4.57 4.45 

Q14-Pushes for his/her decisions to be 

accepted in the organization 
4.22 4.51 3.75 4.71 

Q15-Not afraid of taking decisions 4.67 4.57 4.66 4.21 

Problem Solving     

Q16-Puts energy into solving problems 

instead of finding someone to blame 

4.81 4.66 4.72 4.75 

Building Teams     

Q17-Creates commitment for the tasks 

among his/her employees 

3.88 4.31 3.94 3.90 

Q18-Creates team spirit 3.88 4.00 4.06 4.14 

Conflict Management     

Q19-Avoids dealing with conflicts 4.31 3.71 3.53 3.87 

Q20-Solves conflicts in a diplomatic way 3.93 4.00 3.91 4.29 

Communication Skills     

Q21-Is good at providing the employees 

with useful information for achieving the 

goals 

4.19 4.11 4.13 4.38 

Q22-Communicates information in an 

understandable way 
4.55 4.20 4.06 4.48 
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Q23-Listens to his/her employees 4.64 4.40 4.49 4.82 

Focus on The Result     

Q24-Achieves the set goals 4.53 4.51 4.53 4.73 

Q25-The financial aspects are the most 

important aspects when he/she is achieving 

his/her goals 

4.24 4.06 3.66 3.69 

Q26-The quality of work is the most 

important aspects when he/she is achieving 

the set goals 

4.21 3.89 4.34 4.62 

Q27-The consideration for people is the 

most important aspect when he/she is 

achieving his/her goals 

3.31 3.63 3.66 3.77 

Q28-To deliver in time is the most important 

aspect when he/she is achieving his/her 

goals 

4.28 3.97 4.02 4.30 

Focus on Development     

Q29-Identifies opportunities and acts upon 

them 
4.64 4.66 4.43 4.87 

Q30Does not support new ideas from the 

employees 
4.66 4.09 4.70 4.30 

Q31-Is unwilling to take risks 4.26 4.06 4.04 3.47 

Charisma     

Q32-Provides inspiration to his /her 

employees 
3.76 3.91 3.58 3.75 

Q33-Leads by setting an example 4.10 4.03 3.75 4.39 

Q34-Is an optimistic, energetic person 4.57 4.63 4.42 4.65 

Q35-Finds creative solutions when needed 4.57 3.89 3.83 3.83 

Structuring     

Q36-Uses planning to structure the work for 

the employees 
3.83 3.77 3.47 3.84 

Q37-Requires that the employees follow 

rules and procedures 
3.83 4.00 4.23 4.95 

Q38-Controls the employees by monitoring 

operations and performance 
2.50 3.63 4.25 4.00 

Other Questions     

Q39-Treats men and women equally 4.91 3.97 4.75 4.84 

Q40-Criticises poor work in a constructive 

way 
4.02 4.11 4.26 4.30 

Q41-Is looked upon others in the 

organization as an effective manager 

4.40 4.37 3.68 4.40 

 

 

Note: The figures marked with red, green, blue and purple colors represent the seven 

highest mean values in each country. However, both Sweden and Great Britain have eight 

marked values because two of them show the same mean value. 
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Appendix 5:3 

Correlations Q 41 and Indicators 
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Correlations, GermanyCorrelations, GermanyCorrelations, GermanyCorrelations, Germany    
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