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ABSTRACT 
 

Connecting, living and working with people coming from different horizons across the globe has 

never been as intense as nowadays. This borderless world increases the amount of competitors 

that companies have to deal with in their business environment. The importance of establishing 

strategies and policies, that enable to blend diversity of cultures and brains, has been noticed by 

many. Moreover, the increasing necessity of creating a system which is able to struggle against the 

shortage of talents was and is still rendering even more complicated the tasks and the duties of 

leaders and managers of today. We see in the beauty of football not only a passion for the game 

but also and rather an effective way to face and to cope with the aforementioned two issues. The 

purpose of this thesis is to spell out and to stress some aspects that emerge from football and 

that could be suggested as new practices to compete in the 21st century for global companies. 

 

Keywords: leadership, talent, strategy, management, multiculturalism, diversity, retention, 

development, football, communication, prima donnas, T.I.M.E. Model. 
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NOTIFICATION 
 

During all this year of Master we faced managerial issues and especially the proper balance 

between men and women in upper positions. Many of our readings only took into consideration 

the male gender by using pronouns such as him, his and he. In spite of being aware of this issue 

we truly want to express our recognition for the female gender since we did not use the female 

pronouns her and she. In the part related to the football we were more inveigled to use the male 

gender pronouns as they mostly manage this activity and for this reason we see in the latter an 

important limitation of our research. 
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PRE-SEASON: Introduction 
 

Constructing and designing a thesis is not only a synonym of writing about a chosen topic or issue. We look at it as 

the outcome, not only of the year spent in this Master Program – that undeniably shaped and modified our frame 

of references – but rather as the achievement and the result of all the elements that we gathered throughout all our 

higher education. Given our passions, our interests and also the skills that we developed and nurtured in the 

business area we decided and enjoyed to treat, to tackle and to work on a valuable topic for us. We have been told 

that the aim of the Master, especially the thesis process, lies in mastering a topic and acquiring competencies in a 

specific area. Using this perspective we viewed this thesis as a bridge between our Master experience and our 

forthcoming future; a bridge that would lead us to a career that we strive to undertake.   

1. OBJECTIVES AND PURPOSES 

Between 2002 and 2007 “the global economy expanded dramatically” (Beechler & Woodward 

2009, p. 273). As we live an Era where the world has never been so interconnected and where 

boundaries between countries, people and companies have never been so thin, “the need for 

multinational firms to be as competitive in the global marketplace as possible has increased” 

significantly (Schuler & Jackson & Tarique 2011, p. 506). Thus, referring to the world as an 

addition of different markets seems to be outdated and companies have to see it as a unique 

marketplace. Besides, as we attended a Program “in International Context”, we considered as a 

natural consequence to recur to the world as a global idea and guideline.  

We defined and constructed our framework through two dimensions. The first one was highly 

related and influenced to the experiences that we gathered during this international Master 

Program. Indeed, living and working in contact with people coming from different backgrounds 

and cultures, triggered our willingness to discover what challenges for global companies to cope 

with this multicultural diversity are. Multiculturalism that has already been seen as an incubator of 

creativity and innovation. The second one, is the increasing attention of leaders and executives in 

“talent management” – a subject that has become as trendy as essential since McKinsey in 1997 

coined the term “war for talent” – which has been considered and viewed as a source of 

sustainable competitive advantage and a key success factor.  

In our readings, we observed that topics of “talent management” and “multiculturalism” within 

global companies have already been explored. Notwithstanding we believed and believe that our 

topic, in the way we want to treat it, has not been considered to the extension it deserves. It has 



 

 Fabien Quignon & Francesco Vettori   12 

 

been seen as “under-researched”, and that is the reason why it increased our willingness and 

interest in it.  In our minds no major links have been drawn between the business world and the 

professional sport. Stumbling on the article "Managing in the talent economy: the football 

business for model" (Brady & Bolchover & Sturgess 2008) in which the authors claim that the 

best practices in football might be successfully implemented in the business area, we definitely 

envisioned the path and the direction we should undertake to design our research. Therefore, our 

topic takes inspiration from the football field.  

More precisely we were interested in understanding, explaining and suggesting football as a very 

efficient and effective example in the “management of talented people” in a “multicultural 

environment” as well as trying to draw parallels between the business world and the professional 

sport in terms of management.  

We consider global companies, scholars and students of leadership and management as the first 

audience of our thesis. However, we felt that we would have never completely achieved our main 

purpose whether we would not have been able to involve, to interest and to capture the attention 

of people who are not engaged or passionate in football. Thus, we might say that our deepest 

gratification would be reached knowing that those individuals would start to have another vision 

concerning football. Consequently, all along this period of research and writing, we strove to 

express our thoughts, interpretations and considerations in a way that could make sense for 

everyone.  

2. RESEARCH QUESTION 

For several decades, football has been the most famous sport all over the world. Passion, 

performance, challenge, emotion, culture and socialization are the “touchable” features and traits 

of this activity. Notwithstanding today, arguing about football only as a sport or as an 

entertainment is outdated and meaningless. Nowadays, football is a high field of lucrative 

business where the most talented people on and off can be labeled as Divas or Prima Donnas. 

The scenario is even more interesting and complicated whether we bundle the abovementioned 

issue with the one of multiculturalism.  

“Talent without enthusiasm is like a Ferrari without fuel.” (Young, n.d.) 

Reflecting and looking at this quotation with a pragmatic perspective we wondered what lies 

beyond the performances of those we repute as talents in a multicultural environment.  We were aware 
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these two aspects are major issues that global companies have to face within their teams on a 

daily base activity; team and collective are all about to succeed in the global environment. As 

leaders and managers of tomorrow, Paul Frantz’s quotation (cited in Brady & Bolchover & 

Sturgess, 2008, p. 54) sounds for us as a motto: “a team is not simply the addition of 1 plus 1 plus 1 all 

the way to 11. It’s a multiplication. T = (1+2+3+4+5+6+7+8+9+10+11) to the power of N. N is the 

influence of the manager”.  

Therefore, given these characteristics we set the research question - target and issue - of our 

master’s thesis:  

What are the leadership and managerial practices which emerge from football, 

concerning Talent Management in a Multicultural Environment, and that could be 

beneficial for other businesses? 

At the first glance, this research question appears only to regard and to consider the topic of 

“management”. Indeed, managing talent implies, for instance, activities as motivation and 

retention. However, considering the topic with just a management perspective might end up 

producing a shallow outcome. For this reason we thought that the leadership perspective should 

have not been disregarded and should have been integrated as an essential component to fulfil 

the research question. 

3. STRUCTURE OF THE CONTENT 

For the sake of completeness we believe it is important to clarify and to spell out the terminology 

that we used to design and to structure our thesis. Indeed, each chapter has been compared with 

a defined period or happened that a football team experiences throughout a season. We thought 

that this metaphor might have rendered the reading interesting and attractive, given constant 

parallelism between management and football. Furthermore, this approach - we hope - 

strengthened and emphasized the embedded relationships that intervened between the 

aforementioned practices. According to this design, we labelled the introduction as pre-season. The 

pre-season, namely, is considered as the lag time where the players are chosen, where the overall 

strategy of the team is decided and where the targets as well as the vision are settled. During this 

period it is also important to create and/or to develop the network and the relationships with all 

the stakeholders as well as with the supporters and fans of the club.  
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We imaged and compared the section ‘From social football to football business’ with the pre-season press-

conference, where usually managers with their staff have to justify and to explain the reasons and 

the strategies adopted to construct and/or to renew a winning and performing team in function 

of the seasons objectives and schedules.  

We cannot deny that the strategic alignment of the team is planned before the acquisition of new 

players. However, is also undeniable that football managers and physical trainers have the 

opportunity to implement their strategies and to plan only when they have all the components of 

the team at their disposal. When this scenario takes place, they combine technical sessions and 

physical sessions based on a tactical methodology, which frames, shapes and gives the directions 

of the overall work. It is clear that we saw in those tactical sessions and trainings our methodology. 

A season is composed by several games, and obviously the single tactic for each game can vary 

depending upon the strategies and the strengths and the weaknesses of the opponents. We 

reputed the writing of the thesis as the most important match of the season and we decided that 

for the First-Half we should have undertaken a solid and explorative strategy in order to draw a 

valuable picture of the situation and events that occurred in the field. Consequentially we labelled 

our literature review as the First-Half. 

Following the First-Half and the implemented strategy, football managers - given the importance 

of the game - may modify during the half-time their tactical assets into a more offensive attitude 

with the aim to gain an advantage that might lead the team to an important victory during the 

Second-Half. We identified the chapter of the conceptual framework as the fifteen minutes that 

football managers have at their disposal between the two half, to score or better to win the game.  

In the previous paragraph we argued that as football managers we would have set up a more 

incisive strategy for the Second-Half, and as writers, we adopted a more insightful and thorough 

perspective in the sections of the case studies dedicated to the Portuguese manager José 

Mourinho and the Scottish manager Sir Alex Ferguson. However, we were aware that in many 

occasions we might have equalized the game after the Second-Half, and on and off an Extension-

Time is necessary to establish a winner. During the extension-time not always the best team 

prevails, since other mental as physical components might make the difference. The part where 

we elaborated the conversations and the content analysis has been written in the last weeks of our 

Master, that we saw as the Extension-Time, where the willingness to achieve a good result 

overcame the tiredness and the fatigue of an intense year. In fact, is properly in those moments 
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where teams and clubs defeat those factors that they achieve the most memorable victories of 

their histories.  

We will see during the case studies that the most famous football managers believe that during 

the post-matches press-conferences the game in their mind is not finished yet. Namely, they 

believe that this time - where the memories of the game are still vivid, where they must answer to 

questions about the reasons of a success or a failure - is a fruitful moment to come up with 

relevant considerations for the forthcoming games. Therefore, we labelled our conclusion as the 

press-conference which takes place in the post game. 

In the last chapter we reported a Gantt chart which represents the schedule that we followed along 

the thesis process. The Gantt chart, calling back the metaphor of the football, might be seen and 

interpreted as the football season fixtures which dictated the schedules of each club. 

Finally, we are aware that the structure of our thesis has been built through our own 

understanding and picture of the situation and therefore it could have been shaped differently by 

other researchers. 
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PRE-SEASON PRESS-CONFERENCE: From social football to 
football business 
 

Stepping into this part seemed to us unavoidable in order to express, sometimes implicitly, why football was the best 

sport’s example regarding the best sport practices to be implemented in global companies. We wanted to use the 

example of the sport representing society of today and having an impact on it. 

“Football is an honest game. It's true to life. It's a game about sharing. Football is a team game. So is life.” 

(Namath, n.d.) 

1. THE ADVENT OF THE KING OF SPORTS 

1848. Most of the people do not know what this date is about. Yet, this date symbolizes the 

advent of the most famous sport in the world of today: Football. With around 270 million people 

(more than 4% of the world’s population) involved in 1.7 million teams in 300.000 official clubs 

and spread in 207 different leagues/associations members (FIFA 2007) of the International 

Federation of Association Football (FIFA), football deserves its appellation of most popular and 

populist sport by excellence.  

Furthermore, the FIFA World Cup is by far the largest and most followed global event dedicated 

to a single sport across the globe. As an example, in 2010, this competition was broadcasted in 

245 different channels, spread in 204 countries. According to the estimates, this overall 

competition was followed by 3.170.856 viewers and more than 700 million (FIFA 2010) for the 

only final. By way of comparison, in Beijing 2008 Olympic Games “3.6 billion people watched at 

least one minute of dedicated coverage”, i.e., “53% of the world’s population” (Olympic, 2009). 

In the meantime, the Super Bowl 2012’s final and the Cricket World Cup gathered “only” 500 

million (Lexpress 2012) and more than two billion television viewers (Thecricketworldcup 2011). 

This diversity across the world tends to underline and to highlight the global aspect of this game 

by transcending “social, political, economic and cultural boundaries” (Chadwick & Hamil 2010, 

p. 5).   

At that time in 1848, on the English soil, no one would have imaged that this sport would have 

reached such a high level of commitment, would have involved so many people, and would have 

spread its realm of scope in so many branches. Even though for many people around our planet 

football remains a game where passion, emotion, culture, socialization and performance are 

http://www.thecricketworldcup.com/
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considered as the “touchable” features and traits, it nowadays overtakes the sporting side and 

speaking about football only as a sport or as an entertainment is henceforth far from the reality. 

“Some people think football is a matter of life and death. I am very disappointed with that attitude. I can assure 

you it's much, much more important than that.” (Shankly, n.d.)  

2. AN ECONOMIC POWER 

At its earliest stages, football was not intended to having this important relevance and impact on 

the global economy. However, with the development of communication technologies and with 

the implication of big companies in this sector, football has become a true field of activity that 

brews a massive monetary flow and overshadows all the rest. In this part, firstly we strive to 

replace football within the general idea of sport, and secondly we will go deeper in the economy 

of football in order to prove how legitimate is this sport for our research. 

 2.1 An overall overview  

Striving to define exactly the value of the global sports market appears as a rough challenge 

where figures depend on the selected variables. Indeed, Economic theory claims the existence of 

two actors on markets: supply and demand. Therefore, two different ways of assessing the value 

of the global sports market emerged. The first one combines “the value of output or revenues of 

all of the producers” and the second one “add up the total spending of all consumers” 

(Humphreys & Howard 2008, p. 11) in the sports market. Thereby, no global studies have been 

truly deployed in this area so far and figures between experts differ. 

For example PricewaterhouseCoopers estimated the global sports market value at 114.37 billion 

Euros (Pwc 2010) in 2009 by including gate receipts, media rights, sponsorship and 

merchandising. Meanwhile, NPD Group assessed it in 2009 at 214.20 billion Euros regarding 

equipment, textile and sport shoes. Therefore by adding wages and transfers, the global sports 

market assessed at more than 550 billion Euros (Easybourse 2008) is fully and leads it, as a 

comparison, ahead the drug market estimated at 428.4 billion Euros in 2003 by the report of 

United Nations Office on Drugs and Crime (UNODC 2005, p. 127). 

In this market of 550 billion Euros, football as the “king” of sports is rightfully the one with the 

biggest revenues and represents only by itself almost half of the economic value of sport in the 

world: over 250 billion Euros in 2004 (Easybourse 2008). 

http://www.easybourse.com/
http://www.easybourse.com/
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The football business is consequently a highly lucrative activity offering wide perspectives of 

development and huge amount of profits. Logically these opportunities attract most of the 

biggest brands and firms. For instance, Coca-Cola, Hyundai, Sony, Visa, McDonald, Emirates are 

official FIFA’s partner. This phenomenon was even clearer during the half-time of the FIFA 

2010 World Cup that might be considered as one of the best showcases on the globe for a 

company and where Samsung, Nike or Microsoft took part through their TV spot. However, this 

world event had a cost, an outrageous one, evaluated for instance at 250.000 Euros for a thirty 

seconds long TV spot on a French channel (Lemonde 2006). Furthermore, the importance of the 

football is expressed through the gathering of the richest people (François Pinault, Roman 

Abrahamovitch, Silvio Berlusconi, Florentino Perez, etc…) or equity funds (Qatar Investment 

Authority, Abu Dhabi United Group, etc…) as owners of football club. Their presences witness 

the massive impact of football business and its influence all over the globe. 

The stock market is another example of the significant influence that football has in the global 

economy. At the first glance, this correlation might not be easy to define. However, the 

psychological impact of a success or a defeat on a country has been revealed and underlined 

consequently its cultural aspect. The research’s outcome notes that “losses in soccer matches 

have an economically and statistically significant negative effect on the losing country’s stock 

market” (Edmans & Garcia & Norli 2005, p. 1). As examples, a World Cup defeat during the 

group stage cost a decrease of 0,384% whereas an elimination is synonym of 0,494% loss on the 

stock market (ibid, p. 11). Still, according to this research the biggest loss effect among cricket, 

rugby, basketball and football has to be found in the “king” of sports. This last information, 

retrospectively, reassures us about the choice of football as the best example for our thesis. 

Finally, nowadays football is fully quoted as a genuine industry that might even sometimes 

overshadows the sporting aspect. In the next point, we will see briefly the “mechanics” of a 

football club, and why it can be referred as a true company. Notwithstanding, it is obvious that 

not all football clubs can be labeled as global companies, but mostly have to be considered as 

businesses. In that sense, clubs have to act as companies however companies may also act as 

football clubs.  

As conclusion of this part, Sergio Cragnotti, former President of Lazio, just before going into the 

public stock market, summarized and legitimized our idea by claiming that “In an era of 

globalization, when people have more leisure time, football is the most global business of the lot. 

You tell me another product that is bought off the shelf by three billion consumers. Not even 

Coca-Cola comes close” (cited in Boyle & Haynes 2004, p. 2). 

http://www.lemonde.fr/
http://fr.wikipedia.org/wiki/Qatar_Investment_Authority
http://fr.wikipedia.org/wiki/Qatar_Investment_Authority
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 2.2 Simple Club or Global companies? 

For several decades dramatization of football has significantly been increasing through the 

development of mediums of communication and especially through the television. Indeed, its 

format, its relative simple rules, the presence of stars and the uncertainty of the result make 

football a sensational mixture acting as a magnet at partners, sponsors and others advertisers 

across the planet. The development of these vectors of communication has facilitated football to 

be seen as a famous, global and lucrative activity that progressively slipped into a truly economic 

market.  

The entrance of football into this economic market has forced clubs to act as companies in order 

to compete in this “red ocean” (Mauborgne & Kim 2005), which means that the clubs evolve in 

an environment where their “products” are highly comparable to their competitors one and 

where it is highly difficult to “make the difference”. Henceforth, football clubs develop any 

strategic plans, at all the level of the organization, that have nothing to envy and that can truly 

compete with those of the large companies. Obviously, they all develop specific kinds of 

management in order to reach out the highest level of sport performance but also in terms of 

financial results. Indeed, as every business, money is “the sinews of the war” (Cicero 106-43 B.C.) 

and football clubs are not exceptions. We also thought that in football, money might be even 

more important than in any other enterprises. To exist or furthermore to play first roles in this 

highly competitive market we do believe that clubs need heavily to invest in order to build a 

competitive team by attracting talents (transfers costs are highly expensive to hire an “A” player), 

providing good training infrastructures and broaden the “bench” with talent players. In fact, in 

terms of sport results, we noticed that clubs with the biggest financial support owned as well the 

best performances. Real Madrid, FC Barcelona, Manchester United, Bayern München, Milan AC 

are substantial evidences of our affirmation. Thus, we even dare to claim - and we are aware it 

can lead to a controversy - that financial capability is the first trigger to bring good results. 

However, we also do think that this financial aspect is not enough. Obviously it allows clubs to 

be efficient in the short term (≤ 2 years) but in the long term (> 2 years) money is not the only 

factor of outstanding successes, as shown in the following paragraph. 

In the last decades, many clubs experienced failures in spite of possessing huge budgets. One of 

the clearest examples might be the one of Real Madrid during the period 2003-2006. The period 

in which this team was labeled “Galactic” due to the full presence of Prima Donnas. Zidane, 

Beckham, Ronaldo, Owen, Robinho and so on were part of it. Despite these superstars, whose 
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transfer amount cost over 205 million Euros, this period was a failure for the club that won only 

two titles (Liga & Spanish Supercup in 2003). Although Real Madrid played first roles (vice-

champion Liga – 2005 & 2006; Finalist of the Spanish Cup – 2004) it did not succeed in living up 

to the expectations of this amount of investments. Therefore, here can the important issue of 

recruiting a talent manager to lead a talented team be raised. Indeed, sometimes teams “over-

perform or under-perform in relation to their talent quotient” (Brady & Bolchover & Sturgess 

2008, p. 62) and in that case the manager has a massive role. The case of France in the World 

Cups 1998 and 2002 is another example of the inconsistency to have only “A” players. In 1998, 

France won despite having a “C” player in the crucial attacking position but has been sharply 

eliminated at the first stage of the following World Cup without scoring at all. Yet, they replaced 

the former “C” player by two “A” players Thierry Henry and David Trézeguet (both prolific 

scorers in the English and Italian leagues respectively) (ibid, p. 62). 

We draw the conclusion that on the one hand money does not always carry out the best outcome 

in a team. On the other hand, as we can observe in the exhibit 1, enrolling talents is undeniably a 

source of performance. Nevertheless we have to point out that it does not always and necessary 

lead to the optimal outcome and efficiency, even though “A” players are assets which may 

“improve team performance” (ibid, p. 61). For instance, between 2000 and 2006 Chelsea was the 

English football club spending the most of money. However, Chelsea did not achieve the best 

results. This element is even more interesting, since in 2012 Chelsea won the European 

Champions League, while they ranked sixth in the championship season. Therefore, money as 

well as building a team with only “A” players seems to be a guarantee of success but not always 

the best one.  

Exhibit 1: English Premier League, 2000-2006 

 

 

 

 

 

 
 

Source: Brady, Bolchover and Sturgess, 2008 
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Besides, regarding the impact of money on the results in the short term, Paris Saint-Germain and 

Manchester City are the most recent and most relevant examples. Indeed, these two clubs for the 

last 10 years were simple actors of their championship and were not viewed as a threat. However 

the apparition of two equity fund (Qatar Investment Authority, Abu Dhabi United Group) 

propelled them directly on the front stage. Indeed, Paris Saint-Germain and Manchester City are 

currently the leaders in their respective league. The outrageous expenditures for hiring highly 

talented players brought these teams to significant results in the short term. However, as every 

organization, the durability is the focal point and performances through ages are indicators of the 

success.  

Then, to sum up this part clubs are, have or develop: 

 Strategic plans at every level of organizations (finance, marketing, communication, 

human resource, logistic, production) 

 Make business across the world 

 Deal with uncertainty and ambiguity 

 Face failures and crisis 

 Cope with different cultures 

 Manage talented people 

 Engage a high level of finance 

 Culture of the result 

 Systemic process of improvement 

 Target international players (markets) 

Therefore we can easily conclude that football clubs have to be considered as true global 

companies and are relevant examples for our research. 

“Every issue we meet in an organization is found in professional sports way exacerbated.” (Gourcuff 2012) 

3. A QUESTIONABLE CHOICE 

All along our thesis process we received critics regarding our choice of football’s example. For 

many people, even players or fans, football reflects a bad image where money, eccentricity, 

disrespect and loss of values are widespread. In that sense, people think that football does not 

convey its social, popular and even populist aspect anymore. In this time of crisis, eagerness, 

luxury, laziness and pride seem to not be socially acceptable and therefore inflame the disdain 

http://fr.wikipedia.org/wiki/Qatar_Investment_Authority
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among people and other sports. Therefore, we did not know if we had to come up with a true 

representation of the world of today or with a sport having more social values like rugby for 

example. For all these reasons we weighed the pros and cons of the football’s example for our 

research. 

First of all, we have already seen previously that mediums of communication are major issues for 

a sport. Even nowadays has to be clarified that many sports “survive” rather than “live”. 

Legitimacy and durability (cultural and economic aspects) of a sport goes through its ability to 

attract and to focus an audience. On this point football is a cannibal of TV rights and therefore 

enables it  a certain legitimacy for the thesis. 

Today, we recognize a significant increase of women in companies, although it remains a 

challenge for them. Even though football faces the same challenge, since 2000 it has seen a 

+2.1% average increase of women players per year (FIFA 2006). In that order, football seems to 

be updated regarding reflections of our society.  

Besides, nowadays a global feeling of loss of collectives bonds and of fall of ideologies emerges in 

our society. Hence, football serves as a new “religion” developing an exacerbating feeling of 

belonging. Although football is the “folk sport” providing emotional involvement, reflecting 

symbols and nurturing myths, it combines paradoxes and excesses: individualism and team spirit, 

national clubs hyphenation and national team gathering, need of a “financial fair-play” (FIFA 

2010) and financial abuses, integrity and corruption. Briefly, it reveals a lot about our history in 

general and about our society of today. 

In the previous part we also had a look at the economic aspect. In football we can find a large 

amount of clubs having an important turnover or market capitalization. It is obvious that other 

sports (American Football, Basketball, Baseball, Horse Back Riding, Formula one, etc…) develop 

and cope with these finances and then we could have chosen them into account for our research. 

However, our bigger familiarity with football helped us to determine our choice. 

Finally, in Europe and even in the world, we viewed that football is undoubtedly the most 

famous sport. However, it does not mean that it is the “king” of sports within every country. For 

instance, cricket in India is a sheer religion unleashing crowds. In Japan, they “live” for base-ball 

but in Canada they could “die” for ice-hockey. The United-States “dream” of American football 

while boxing is a must in the Philippines. In that sense, at one brief moment we wondered if our 

research could interest everyone. Finally we recognized that pleasing everyone could have been 
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impossible or an extremely demanding challenge. Thus, the best way to touch the largest amount 

of people would be more easily achieve through the use of the example of the most famous 

sport: football 

Therefore, we think football is the best showcase – for exposition and promotion - in the world 

for companies, the best sport example for companies and the best representation of the world of 

today because of challenges it has to face. 

Obviously at the first stage, football was largely the conveyer of social values and no focus was 

carried upon the economical aspect. Nevertheless through the years and following the 

development of the economic globalization this sport has been evolving and a genuine football 

market has been emerging wherein economic and sporting stakes are bundled together. 

Henceforth Pierre de Coubertin’s quotations “The most important thing in life is not the triumph 

but the struggle. The essential thing is not to have conquered but to have fought well” and “The 

important thing is to participate” have to be seen as truly outdated regarding the football field. 

Indeed, this ultimate popular sport has turned into a greedy and luxury world where money, as 

the main issue, has therefore overshadowed its earliest roots. “The importance is to win” sounds 

like the new football’s motto and a switch from the social football to the football business has 

been realized. 
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TACTICAL SESSIONS AND TRAININGS: Methodology 
 

During the previous months we found ourselves unable to tackle and to understand completely 

the methodology aspect. This derived without any doubts from our nescience concerning the 

methodology subject itself. The latter is based upon a set of rules, of techniques which allow the 

researcher to achieve his purpose. “Enunciation today has more to do with how than with who” 

(Daudi 1990, p. 295). We took inspiration from this quotation as mainstay of our work to stress 

the importance of a strong methodology for our thesis. Indeed, the final outcome should not be 

random, but rather the result of a good and lean strategy builds around an array of malleable rules 

which can be labeled in just one word: methodology. However, in our understanding, we 

considered that methodology should be beyond this.  

Methodology has to cope with the human aspect which actually shapes and inspirits the 

methodology itself. Without researcher there is no methodology. We have to take into 

consideration the complexity of the human being, the emotions that are attached to him and 

therefore the influence it can have on the final outcome of the research. Plato (427 – 347 B.C.) 

claimed that “the beginning is the most important part of the work”. Then, we considered 

methodology as our beginning and from this point we strove to define it as best as we can in 

order to foster and to facilitate our reader to understand the idea of the overall thesis. 

Methodology enabled us to create a frame of references which, with a general perspective, was 

more likely aligned with our classmates since we attended and participated at the same 

methodology classes and we studied on the same text books.  

Respecting the rules, we would have liked to go further and beyond them to set up our own 

sensemaking of this methodology and render our thesis unique. 

1. THE CHOICE OF THE TOPIC 

At first glance the choice of a thesis topic seemed to be very easy. Nevertheless, we quickly faced 

its difficulty and its importance since we “will have to live with for some time, so it has to be 

something of interest” (Corbin & Strauss 2008, p. 21) and that "your thesis will look at you from 

the shelves for the rest of your life" (Daudi 2011, lecture). In few words, we should better do a 

great thesis. Following these statements, it clearly appeared to us that the target of this thesis 

should be us, and not others. Since we knew we would have involved a lot of energy and time in 

this thesis we really desired to shape one which might please us, a work which we can be proud 

about, and which shows that we are able to be designers, architectures or even better project 
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managers of a project, namely a thesis. Earlier in our brainstorming we tried to use the root cause 

analyses (Ashby & Miles 2002, p. 98) which allow identifying the reasons of any consequences. We 

believed that this method was very effective in the very first days of brainstorming since we were 

forced to fully understand our ideas, and we intended to apply it throughout all the thesis 

process. In fact, according to Corbin and Strauss (1990) we should have analyzed the cues and 

the elements that we would have got in touch with. We either took inspiration from the idea of 

Sarasvathy (2001) and we might say that we implemented a sort of “effectuation process” starting 

from an array of ideas and understanding that we had and through them we started effectively 

our path. We thought that applying this concept was a “thrust” to refer to the grounded theory, 

since we did not start from a defined theory. Instead we would prefer that the findings and the 

results of our research activity will be the base either for a theoretical expression or for further 

researches in this topic.  

2. QUALITATIVE APPROACH 

Quantitative and qualitative researches are the two existing methods referring to a set of 

“techniques and procedures for gathering and analyzing data” (Corbin & Strauss 2008, p. 1). 

Since Corbin and Strauss (2008) argued that the methodological approach used to conduct the 

research should be dictated by the research question and not the opposite, it quickly appeared to 

us that depending on our research question, qualitative research would be subsequently the one 

that was the most suitable for the construction of our thesis. This specific process of examining 

and interpreting data assisted us to elicit relevant, meaningful and insightful results. Besides, we 

previously explained that we considered our topic as, not as researched as it should be. Thereby, 

if everything about a topic is not known beforehand, as relevant variables and different 

relationships for instance, there is a need for a qualitative study. Yet, we met the four types of 

problems we can find in qualitative research: problems suggested or assigned by an advisor or 

mentor, problems derived from technical and nontechnical literature, problems derived from 

personal and professional experience and problems emerged from the research itself. In that case, 

it was hopeless for us to neglect the qualitative approach. One of the advantages of qualitative 

research is the wide range of alternatives sources of data: interviews, observations, videos, 

documents, drawings, diaries, memoirs, newspapers, biographies, historical documents, 

autobiographies, etc... However, despite all these materials, we did not lay aside that the quality of 

an analysis depends on the quality of the material itself. Therefore, and in our case, for the better 

of our thesis we paid great attention to use simultaneously primary (interviews, videos, 
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documentaries, conferences) and secondary data gathered around relevant technical and non-

technical literatures.  

While an overview of our secondary data is available in the part literature review, primary data 

concerns the following interviews: 

 Pierpaolo Bresciani: former Serie A’s player; 
 

 Giuseppe Marzo: executive producer of “I Signori del Calcio” (The Lord of Football) at Sky 
Sport Italia; 
 

 Gianluca Di Marzio: awarded as best Italian football journalist in 2008. Works as 
journalist and TV host for Sky Sport Italia; 
 

 Massimo Corcione: head of Sky Sport Italia; 

 

 Gianluca Vialli: former football player (Serie A, Premier League, Italian National Team ), 
former football manager (Chelsea), expert and TV host at Sky Sport Italia; 
 

 Svante Samuelsson: former Swedish Allsvenskan’s player and actual Kalmar FF’s Club 
Manager; 
 

 Jocelyn Gourvennec: coach of En-Avant-Guingamp (Winner of the French Cup in 2009); 

 

 Per Göran Fahlström: PhD and Senior Lecturer at LNU University (School of Education, 

Psychology and Sports Science). 

 
Since we were involved in a qualitative approach, it seemed to us unavoidable to do not speak 

about grounded theory. As stated by Corbin and Strauss (1997) grounded theory is one of the 

most significant and applied methodology regarding the qualitative research. Although its name 

refers to a theory, the different methodological literatures upon it are very clear and neglect this 

idea. Grounded theory is a methodological approach which enables to leverage on a new theory 

through the analysis of existing data. It is opposed to the traditional scientific method that starts 

from a hypothesis and that is reinforced and confirmed through empirical tests (Glaser & Strauss 

1967; Corbin & Strauss 1997; Corbin & Strauss 2008). Grounded theory has to be viewed as a 

combination between an inductive and deductive approach which should not disregard two 

important aspects: theoretical sampling and theoretical sensitivity. The first one is a “process of 

data collection for generating theory” (Glaser & Strauss 1967, p. 45) through different readings, 

interviews and observations. Unfortunately, in our thesis we had to disregard “observations”. The 

second one, namely “theoretical sensitivity” (ibid, p. 46) refers to the involvement of our personal 

interpretation and of our theoretical insight. Finally, striving to come up with a new theory we 
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agreed to use the grounded theory as an ongoing process (exhibit 2) which gave us the chance to 

modify and to shape our findings as far as we advanced in the thesis research.  

Exhibit 2: Our grounded theory process 

 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Made by authors 

 

3. COLLECTING DATA AND INFORMATION 

Throughout our thesis process, we faced an important amount of readings. Thus, it quickly 

appeared to us that for dealing with this data collection a strategy has to be used. The first one 

was to banish the highlighter pen. We supposed that using this item to underline a sentence or a 

word was too “easy” whereas to write all relevant information took much more times. 

Concretely, this strategy helped and forced us to focus only on what we considered as the most 

important and meaningful information. In that sense, we did believe that it would have been 

useful to build a thesis with an interesting substance. In addition to this rules, every time we 

found out an interesting data we used the memo technique (Corbin & Strauss 2008, p. 119) to 

express our thoughts about it. Sometimes we were able to write this memo directly after having 

found the sentence but sometimes we had to put it aside for a while and come back to it later. 

This technique helped us to increase the feeling of uniqueness we wanted to achieve in our thesis.  
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Another strategy we implemented regarded the way to find out the most valuable readings to go 

through. Indeed, although “Google book”, “Google scholar” or “Sciencedirect” are useful 

sources to find out interesting papers by using key words, we quickly decided to add another 

method. Going through the references of valuable articles concerning a specific topic - in order 

to grab headlines that were suitable with our topic - appeared to us to get a guarantee of safety. 

Moreover, it broadened our realm of literature review. Sometimes headlines were formed with 

keywords that we did not even wonder before. Without this technique it is obvious that we 

would have disregarded valuable information. Concurrently the readings, we spoke and spent a 

lot of time together trying to convey our ideas on the same direction. During all this period we 

applied a “structure and categorize analysis” in our readings with the aim of finding recurrences 

and discrepancies among different authors and different articles.  

Finally, as we have seen in the previous section, stepping into the world of football was a 

challenging activity. Thereby in order to elicit an array of good interviews, we decided to develop 

a true strategy that was based on taking advantage of our network and others means in our 

disposition to access resources from this environment. We strived to emphasize the concept of 

networking by a massive use of the “social network” (Bruton et al. 2004, p. 416) as Facebook 

(http://www.facebook.com/OurMasterThesisFabienFrancesco), Twitter (@Master_Thesis1) or 

Gmail to create a professional email address (masterthesismanagement@gmail.com) and which 

assisted us to show our seriousness and professionalism to the concerned individuals. Leveraging 

on the different characteristics and the traits of the aforementioned pages we tried to show and 

to offer our “followers” a place where they can share ideas, criticize our opinions and suggest and 

put us in contact with people that were helpful for our project. Additionally the fact of using 

these new means of communication entertained us, regarding the amount and the quality of the 

interviews we acquired we considered that the use of this strategy was gainful. 

4. FACE-TO-FACE RESEARCH 

In our qualitative approach process it was unfeasible to use observation since it “is more time 

consuming and can be intrusive” (Corbin & Strauss 2008, p. 30) though it is the best way to 

perceive reality and subtleties attached, and to see if people do what they say. We subsequently 

decided to use face-to-face research that we considered for our thesis as the best way to elicit relevant 

information. Our thesis, we thought would have been more valuable the more we could have got 

closer to societies, companies or organizations that have the best practices regarding our research.  

However, given the context we knew that it was not possible to have a participant observation 

http://www.facebook.com/OurMasterThesisFabienFrancesco
mailto:masterthesismanagement@gmail.com
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which would have implied to live personally the situation that we had tried to study. Indeed, “the 

most direct way of acquiring such knowledge is by participating in the world in which the object 

of one’s studies is articulated and/or in which those whose actions one wishes to understand are 

in interaction” (Daudi 1986, p. 126).  

For the purpose of our thesis we are aware that the best mindset and attitude for a thesis is to get 

an objective approach. However we are also aware that “There is no way that we can escape from 

ourselves, not even as ‘objective researchers’” (ibid, p. 133). Nevertheless, given the compelling 

need of subjective data and information, we exploited the technique of the conversation to try to 

“fish” some subjective information “to get a true picture” (Bjerke 2007, p. 3) without losing our 

objective perspective.   

We were aware that interviews and conversations had many traits in common but since we 

wanted to collect either a subjective point of view, conversation would have been the most 

appropriate and would have helped us to make the most sense as we could. In few words, we 

would have liked to be objective in collecting data, scanning data, but in the meantime we 

expected to create and to maintain a sort of uniqueness in our interpretation. Besides, as football 

is a complex and opaque business, it was difficult to understand and to explain its “mechanics”. 

In that sense, we did think that we needed some subjective information to appreciate this whole 

environment.  In order to gather this type of information, we had to go inside and to involve 

someone from this business. Thereby, we adopted qualitative research method because the 

challenge was to explain or even better, trying to understand the way it worked. We recurred to 

open question in order to get the most information. In this way we hoped to have brought 

confidence in our interviewees and have tried to let them broaden their ideas. However, along the 

conversation we narrowed our questions, with more precise ones, with the purpose to validate 

the collection of data.  

5. ANALYSIS AND WRITING 

In the writing process of a thesis it is highly important to keep in mind that this is not only “a 

place to display your encyclopedic knowledge of a topic, unless it is relevant to your theme” 

(Fisher 2007, p. 90). Making and giving sense to our research and findings was our main mission. 

In our case, we strongly considered this part since we saw in it the only way to express our 

thoughts, our interpretation and understanding of a given situation. The attempt of using 

different techniques regarding data analysis such as the flip-flop techniques, comparisons as well 
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as the use of roots cause analysis or even the use where, when, what, who and how for example, 

allowed us to believe in the validity and richness of our analysis (Corbin & Strauss 2008; Fisher 

2007). Besides, even though Fisher (2007) suggests and advises the researcher to rely on the 

“Watson box” (ibid, p.72) as a method to depict the topic and to design a thesis, we found it - for 

our case - more helpful and meaningful to use it, just as a referee direct a football match. Namely, 

when we perceived that something was going out of the boundaries of our thesis we challenged it 

through the Watson box (exhibit 3), just as a referee cannot stand for an unfair tackle. 

Exhibit 3: Watson Box 

 

 

 

 

 

 

 
Source: adapted from Fisher (2007, p. 72) 

Made by authors 

 

Moreover, we fully agreed with Corbin and Strauss when they claimed that "persons choose to 

do research because they have a dream that somehow they will make a difference in the world 

through the insights and understanding they arrive at" (Corbin & Strauss 2008, p. 15). Thereby, 

while we wrote it, we strove to pay attention to use our own interpretation and understanding in 

order to give a sense as well as a feeling of ownership and uniqueness that was shaped through 

our own personal experiences and backgrounds. Briefly, designed on our “values and 

convictions” (Shamir & Eilam 2005, p. 397) this thesis reflects our authentic way of seeing this 

topic. We knew that involving our own perspectives and “life-stories” (ibid, p. 402) as well as to 

put some of "our sensitivity" (Corbin & Strauss 2008, p. 32-35) to tackle this topic, would guide 

us to shape an original thesis, and not a copy or a fade one, which is a hundred percent us 

(Shamir & Eilam 2005, p. 404). Furthermore, just as for a company, we regarded this paper as a 

competitive advantage, an asset or a capability for our forthcoming career. The willingness we 

had to shape a valuable and inimitable paper was present all along our process (Bruton et al. 

2004, p. 418). However, achieving this result was very demanding and challenging, since 

sometimes the gathering of information in the football area was doted of pitfalls. Therefore, we 

knew the only way to elicit valuable information was to develop a true strategy that we have 

already explained earlier. 
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Besides, according to Harwood (2005) the self-promotion, namely the massive use of “I” and 

“We” can be a way to gain legitimacy in this field. Our desire of using “we” was expressed 

through our willingness to embody our idea, to give our interpretation and our understanding as 

researchers. We wanted to become a kind of “expert” in this field, and as we previously said, we 

wanted to take this thesis as our personal project and “baby”. Meanwhile, we did not want to use 

“we” as a way to manipulate people and as a source of perfect truth. As we have seen, no theories 

are perfect and they have to be developed all over the time. The use of “we” would be a way of 

sharing our information, our interpretation of this topic with our readers. In fact, “The 

interpretation of data is carried out on the basis of the researcher’s own experiences; and there is 

no other way that it could be” (Daudi 1986, p. 133). 

6. METHODOLOGICAL VIEWS 

 6.1 Analytical view 

The analytical view implies and sees reality constituted by phenomena and aspects which possess 

a certain degree of independency. More precisely it is claimed the analytical view poses its roots 

on the hypothesis that “reality is factive” (Arbnor & Bjerke 2009, p. 81). Analytical view discerns 

from the stream of analytical philosophy, which is characterized by complexity and non-linearity 

given the incredible arrays of hypothesis and rules that on the one hand have to be followed and 

on the other hand might exploit different currents of research. 

According to this perspective we must consider in our research either the objective or the 

subjective reality that we might encounter, since they are real components in the process of 

knowledge’s creation. Precisely, through this perspective it is essential to come up with results 

and theories which are utterly independent from the events and elements that modify 

environments, organizations and ecosystems. Indeed, the truth that emerges from the study 

should not only be affected by the external contingencies but also should not be influenced by 

the changes of perspectives of the agents. Drawn this simple portrait, it is essential as well as 

natural to call and to assert the crucial and central role of the hypothesis. In fact, “a hypothesis is 

a suggestion of an explanation of certain facts and a guide in surveying others” (ibid, p.83).  

It appears clear to us that given the difficulty of claiming of a true reality, the choice of a 

meaningful and inspiring hypothesis is a requirement to achieve a successful research; even 

though, as Arbnor & Bjerke (2009) affirm in their work, is not compulsory to set up the study 

with the hypothesis.  
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 6.2 Systems view 

In the systems view, as in the analytical view, we also acknowledge the existence of factive reality. 

Although the two approaches share this trait the boundaries between them are large and the 

aforementioned statement does not have to lead the reader in the trap of considering the two 

approaches similar or worse that there is a possibility to overlap them. In the systems view the 

researcher is supposed to consider the reality as the result of elements that are linked and affected 

each other. Therefore, the reality viewed from the researcher perspective must not be seen as the 

addition of part but rather as the result of a synergy. In our understanding, we compare the 

functioning of the systems view as a football team. Indeed, a football team is composed by eleven 

components plus a countless number of people that are working around that. 

Concerning just the eleven players we are also aware that each component of the team has a 

precise role and task to fulfill, but the final result comes from the alchemy generated from the 

synergy that all the eleven players produce. Thus, when one player is sent off, the system of team 

might work but the performance would be undeniably affected and more likely the final result 

would not be satisfactory. “The whole is more (or is less) that the sum of its parts” (ibid, p. 63).  

The role of the researcher in the systems view consists in depicting, drawing and finding factors, 

forces, and links which both interest and affect the utter system. These variables might be for 

instance the constellation of components which “proves to be more or less functional in a 

specific situation than other constellation” (ibid, p. 63). Following up the metaphor of the 

football team we might wonder and compare the manager as the researcher, which through 

studies as video analysis, reports and statistics observes that changing or moving players among 

the team represents a better solution to increase the performance not only of the players taken in 

consideration but rather the overall performance of the team and thus fostering new perspective 

of inquiry also at the management level. Arbnor and Bjerke assert that “intervening variables may 

be exactly the kind of relations we are looking for to improve our picture of the real system and 

of the possible synergistic effects embedded in its relations” (ibid, p. 63).  

Furthermore it is important to state that the systems view has two purposes or finalities. Indeed 

we can recognize that a research in this sense might have the ambition to explain the system or to 

understand the system. In our research we strove to understand the system taken into account 

through a process of interpretations. Fisher (2007) argues that understanding a situation should 

foster the researcher to undertake a better decision and choice. Even though we share this idea 

we rather say by using this approach we would like to make sense through a situation - a system - 
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which at the first glance appears complex. Fulfilling the duty - given our involvement and 

engagement, we consider that as a duty and not as a task - of understanding a system we should 

consider it in its context of environment. Namely, we are claiming for a systems view based on an 

open system instead of a closed system. Given the countless number of variables and relations 

embodied in our topic we recurred to an open system, which we think is necessary in order to 

draw the right picture of the system. 

Throughout this chapter the reader can already guess that for our work we thought and 

consequently we opted for the systems view due its characteristics that appear to be apt and 

suitable. However, we believed that an overall overview of the other approaches might have 

enriched and strengthened our methodology. Thus, for the sake of completeness the next 

paragraph will analyze the main traits and origins of the actors view approach. 

 6.3 Actors view 

The actors view is characterized by a completely different perception of the reality in comparison 

to both analytical and systems view. In fact, if the latter claims for a factive reality, the actors view 

instead calls for a social constructed reality created with and through different threshold of 

meaning. Thus, the researcher is deeply involved in the creation of knowledge and the structure 

and the outcome of the research is consequentially influenced by the researcher’s frame of 

references.  

However, this last statement required to be enriched for the sake of completeness. In fact, it is 

important to point out that in the actors view the researcher is not just deeply engaged in the 

process of creation of knowledge but rather he is object of personal development himself. “The 

actor creators of knowledge will over the time develop something we might call craftsmanship in 

creating knowledge (craft as creative active and not as a repetition of routines)” (Arbnor & Bjerke 

2009, p. 75). 

In the process of creation of knowledge through the actors view, consolidated concepts or ideas 

should be either target for new thoughts and considerations or barriers for a new understanding 

production (ibid). As students of leadership we found and encountered many elements and 

particular that made the boundaries between this discipline and the concept of sensemaking really 

thin. We do not intend to affirm that the two previous views disregard the process of 

sensemaking. We are rather claiming that a researcher in the actors view encloses within itself a 

prior understanding of his frame of references in order to make sense not only to him but also to 
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his “followers”. For instance, in the dialogues (face to face techniques used in the actors view) 

the researcher must be able to frame and to understand his own frame of references also to foster 

and to strengthen a compelling process of sensegiving (Gioia & Chittipeddi 1991) that we believe 

is required during the dialogues. 

To wrap up this section regarding the actors view we believe that we could not find better and 

more meaningful words that Arbnor and Bjerke used to describe this view. Actually they assert 

that in the actors view the researcher is “searching for the inner quality of those human micro-

cosmoses he/she is meeting. And also, at the same time he/she tries to re-create this quality in 

him/herself in order to be able to understand and to transfer these experiences through “the 

emancipator interactive action””(Arbnor & Bjerke 2009, p. 132). 

7. CASE STUDIES 

The idea and the purpose of our thesis is to understand and to show what emerges from the 

world with a different angle and perspective. Thus, it is undeniable that the topic taken into 

consideration constitutes phenomena which interest the current time, even though we do not 

intend to disregard the importance that past events or managerial trends played in this field. 

Furthermore we realized that given the emerging aspect that we would like to spell out, the 

choice of the right methods were essential in order to elevate our understanding. Using a 

metaphor we imagined and dreamed ourselves as football players in an important competition 

where we are running, playing with dress-shoes instead of the required shoes with cleats. In spite 

of being skilled, our yield would be compromise.  

We realized that the best way to “pass” our message was through the examination of real and 

current events, which possess a certain degree of independency. Yin (2009) claims that the harder 

a researcher strives to describe current situations the more case studies can be effective in 

witnessing your message. Indeed, “the case study is preferred in examining contemporary events, 

but when the relevant behaviors cannot be manipulated” (ibid, p. 11). Therefore the choice of 

case studies was a natural consequence given our needs.  

The next step involved the design and choice of the case studies. Once more we faced and 

experienced discussions concerning the quantity and the subsequent quality of introducing 

multiple case studies in our work. We thought that a number greater than two would have 

rendered the reading heavy and we have been fascinated by the idea of the opposite and 

contrasting example (exhibit 4). Yin (2009), concerning the latter aspect, calls that the intentional 
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selection of two contrasting situation, whether it strengthens your hypothesis, constitutes a 

powerful thrust toward a theoretical achievement.  

Exhibit 4: Our case studies' process 

 

 

 

 

 

 

 

 

 

 

 
Source: adapted from Yin (2009) 

Made by authors 
 
 

Recurring to the terminology used by Yin we opted for a “multiple-case designs” with contrasting 

situations. The following choice of the two case studies was both simple and emblematic: José 

Mourinho and Sir Alex Ferguson. These two managers, as a matter of fact, are exponents of 

different or rather unique “schools” and styles of management that converge to a recognized 

worldwide fame either for the results achieved or due to their strong personalities.  

The analysis of our case studies we found really useful as well as interesting the “triangulation 

principle” (ibid, p. 114) - a combined use of different sources and data - in order to harbor all the 

lines of research toward the same direction’s quest. Moreover, the aforementioned choice of a 

multiple case study design allowed us to depict the elements that we need through a “cross case 

synthesis” (ibid, p. 156). Namely, cross case synthesis implies to conduct case studies as singular 

and separated parts at the first stages; but afterwards call also for an assembling process, of the 

common elements, relevant for the research. 

8. CHALLENGES FACED DURING THE THESIS PROCESS 

Interestingly is the fact that the challenges we met during our thesis process did not come from 

what we expected. Indeed, we thought that our data collection or even the analysis would be the 

most difficult one. However, surprisingly, "cohabiting" and "coping with" the same person for 

such a long time was a demanding challenge; challenge that could have been a threat for our 

thesis if we did not manage it. It was even more surprising since we knew each other for a while 
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and that we already spent a lot of time together. Here we have seen the difference and the 

challenge of working with a true friend.  

Although "a good piece of academic writing will have a mixture of description and analysis" 

(Fisher 2007, p. 93), we paid close attention, without denigrating the description, to the analytical 

part which is the fruit of our interpretation and understanding regarding a specific situation, a 

given paper, etc... Since we "are formed within cultural and linguistic traditions which frame the 

factors" (Lehman 2000, p. 434) which are substantial in our lives, we cannot overshadow 

differences between communities, discourses and ideologies that shaped our interpretative 

deliberation (ibid, p. 434) as well as the fact that qualitative data is rich in content and full of 

possibilities in interpretation (Corbin & Strauss 2008, p.50). In that sense, we do believe, that 

writing this in pairs, give us a broader overview and wider perspectives regarding the extraction 

and analysis of data. We came from different background, developed different mindset and 

subsequently approached differently the environment with which we were coping with. We 

endeavored to use this cultural difference as a true advantage in order to extract and to emerge a 

wide range of thoughts. Nevertheless, this cultural gap led us sometimes to frictions and clashes 

due firstly to the unavoidable "stress" that goes with writing a thesis and secondly due to our 

differences in managing emotions. We highly faced these problems in the two first weeks and as 

we saw that emotional intelligence influences performance (Lyons & Schneider 2005, p. 693-703) 

we decided to set up rules (being authentic, not to fear to express our own feelings, our own 

thoughts and our own doubts) in order to use this emotional intelligence as a strength rather than 

a liability.  Concretely, we took several times two days off without opening a book just to refresh 

our mind and to avoid saturation. We still think that without this behavior our thesis would have 

been probably influenced in a bad way. 

While we went through the process of building up our thesis, we faced many readings and 

consequently many opinions about a same topic. These discrepancies led us to better understand 

and highlight the idea of no "eternal facts" and no "absolute truths" (Nietzsche cited in 

O'Sullivan 1995, p. 149). Sometimes we blocked on some of our analysis and wondered if it was 

relevant, meaningful, insightful and a true added value for our readers.  Thereby, Nietzsche’s 

philosophy did facilitate us in our writing when we faced such difficulties. Finally, we considered 

our idea as any existent one; it means not better but also not worse than any other ideas. In our 

thesis, this sense of no absolute truths is demonstrated through the use of conditional verbs, 

when deducing and concluding, that we considered as a sign of modesty, sign that every 

researcher should applied such the humankind evolved, evolves and will evolve. 
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9. FROM METHOLOGY TO THE CREATION OF KNOWLEDGE: our 

path 

Designing this thesis has been for us a long track doted of pitfalls where we deployed energy and 

faced periods of tensions. We have to be aware and honest by claiming that the work in pairs has 

not been always the “life in pink”. However we are true and authentic while saying this 

experience enriched and developed us upon many aspects of our personalities that we strongly 

believed would be valuable for our forthcoming career. We also have to state the high enjoyment 

that we had during all this process and we wanted to transpose this “fun” through the following 

original picture representing the way we built up our thesis. Taking the example of the football it 

seemed to us obvious to use this latter to design our path during the process (exhibit 5). As 

every match of football, we started the game in the middle of the field. Then, we had to give the 

ball back in order to build our strategy and to find a topic. After this, we still look back behind us 

in order to grab the first elements of our data collection which would have led us to move 

forward toward the first research question during our thesis proposal. Thesis proposal we failed 

in defining properly our topic. Therefore, we went back once more and strove in extracting new 

primary data collection in order to build a more appropriate research question. After validating 

this second research question we were able to start our literature review which led us at that time 

in the middle of our thesis. Once the literature reviews over, we were able to take two different 

tracks - interviews and case studies – to obtain meaningful data and findings which allowed us to 

come up with a relevant analysis and interpretation which guided us toward our goal. 

Furthermore we have designed the lines delimitating the field as the methodology. The three 

whistles in our pictures represent three of the four members of the jury who stopped us when we 

made a fault. Our coach on the side of the pitch is identified as our thesis supervisor Björn Bjerke 

and our opponents are represented by the other thesis. 
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Exhibit 5: Our creation of knowledge path 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Made by authors 
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FIRST-HALF OF THE MATCH: Literature review 
 

This chapter was built with the idea of conveying, discussing and arguing the main literatures and issues of talent 

management and multiculturalism with a critical perspective and a threefold target. Firstly, during our readings we 

found ourselves even more engaged and fascinated by the talent management topic and through this chapter we 

would like to engage the reader as we have been. Secondly, we believe that a deep and thorough review of the 

literature produced so far is a must in order to fulfill requirements of completeness. Finally we think that the 

preparation and the production of this chapter affected positively our construction of knowledge and therefore our 

conceptual framework. 

1. TALENT MANAGEMENT  

1.1 The War for Talent 

“The war for talent is a business reality” (McKinsey 2001) 

Although many researchers believe that “the war for talent” ” (Michaels & Handfield-Jones & 

Axelrod 2001) may have crossed its peak of interest already, the mindset of taking talent 

management and investing in this intangible asset is still present. Talent management has become 

a main issue in the management and business administration field from the end of the Nineties. 

This relevant interest for the topic of talent management has to be attributed firstly to the famous 

research conducted by McKinsey in 1997 where they emphasized the vital importance in the 

forthcoming years of “the war for talent”. The survey included 77 big companies in the American 

soil with a quite wide array of sectors, thus enclosing a significant number of data from the 

employees of these companies.  

Furthermore, the survey investigated a number of case studies in companies that were labeled 

and recognized as being abundant of talent. The result of the survey coined the aforementioned 

expression of “war for talent”. McKinsey, according to its figures and data figured out that the 

war was already taking place. Nevertheless, most of the American corporations taken into 

consideration were not ready to fight this battle. Above all, forecasts and expectations in terms of 

management practices in those organizations for the forthcoming years did not live up to the 

results and the conclusion of McKinsey’ survey. The data that emerged particularly was a 

shortage in the management positions and that, at that time, current executives were groaning a 

lack of talent. Even though during the years the trend of executive’s cluster had followed 

approximately the Gross Domestic Product’s (GDP) one. However, at the dawn of the 21st 
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century appeared that the supply for executive would have taken an opposite direction (exhibit 

6). 

Exhibit 6: Declining supply of future executives 

 

 

 

 

 

 

 
Source: The McKinsey Quarterly 1998, n.3 

According to McKinsey the need to be active and ready for this war were also matched with 

some remarkable considerations regarding qualitative challenges that organizations would have 

fought in the years to come. First of all, they highlighted and spelled out a compelling need for 

people with a global vocation, a proficiency in languages, a familiarity in managing new 

technologies and a particular skill in living and experiencing situation of rapid change.  

In our opinion this consideration was quite apt and precise since mirrors the scenario that has 

been clearly drawn after the 11th of September 2001, and also according to many scholars and 

researchers, still represents the kind of people that nowadays organizations look for. Secondly, 

McKinsey identified how executives were becoming more interested in undertaking a career in 

small-medium enterprise. The latter would have set up targeting top executives who would have 

sought in the small-medium enterprise the solution to accomplish a work-life balance. Finally, the 

last aspect combined with the effects of the globalization was fair considered responsible of the 

increase in the work-place mobility.  

However it is undeniable that job mobility was and still is extremely fostered due to the eagerness 

to do not stay for a long time within an organization in order to seek better opportunities and to 

acquire skills that they repute fundamental to become a better “player”. Indeed, according to Van 

Ham “job mobility is a perquisite for career advancement” (Van Ham 2002, p. 105).  
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Given the quantitative outcome and the aforementioned qualitative considerations, in 1998 the 

consultants of McKinsey affirmed that “better talent is worth fighting for” (Chambers et al. 

1998). Furthermore, acknowledged the conditioned described above and an increasing 

uncertainty and volatility of the market, it was stressed that the main way to gain a sustainable 

and fruitful competitive advantage would have resided in acquiring the best talent available in the 

market (ibid).  

McKinsey’s idea brought within companies the awareness to invest in the human intangible assets 

with the principle aim to invest in talent. The trend and change of mindset in organization’s 

strategies was so visible that today we talk about “talent mindset” as “the new orthodoxy of 

American management” (Gladwell 2002, p. 22). According to this vision, best companies were 

run by executives and leaders who had a clear and precise strategy in recruiting talents. 

Organizations were suggested being engaged in a continuous process of enrollment and it forced 

the concept of promoting and rewarding stars even though they were new entry and with lack of 

experience. 

Notwithstanding at the first glance this approach might appears to be a performing vehicle to 

enhance creativity and excitement among the employees. However it hides, underneath, a dark 

side which was revealed in its wholeness in the Enron case.  

1.2 The counterexample of Enron 

“We found at Enron, as well as other companies we studied, a pervasive belief that performance and 

competitiveness are achieved with better talent.” (Michaels et al. 2001) 

Enron was during the 1990s the perfect example - but afterwards the one to do not follow - of 

the way organizations should recruit, maintain and retain talents in their firm, tracing the 

milestones that were drawn in the meantime by McKinsey. Indeed, the boundaries between the 

two organizations were really thin due to their relations in terms of consulting. Thereby, an array 

of projects that they were running together appeared clearly to us as a proof of Enron utterly 

embodiment in the mainstay of the war for talent. 

For years Enron enrolled 250 fresh M.B.A.s graduated and once inside the company they were 

promoted even though they did not possess the credential of seniority and experience. A senior 

executive of Enron once declared “we hire smart people and we pay them more than they think 

they are worth” (Gladwell 2002, p. 22). This statement clarifies and shows how Enron in those 
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years was a real “vacuum” of people who graduated in prestigious business schools. The policy of 

massive acquisition and scouting from the most famous business school was so bursting that 

Ghoshal and Bartlett dared to affirm that “Enron now competes successfully for Harvard 

M.B.As against McKinsey” (Ghoshal & Bartlett 1998, p. 12) which at that time was considered 

the most attractive place for the new graduated in business administration.  

The core of the McKinsey’s process and therefore also of Enron’s one was labeled as 

“differentiation and affirmation” (Beecheler & Woodward 2009, p. 274), which consisted in 

clustering the employees in three groups .The A’s were enhanced and richly rewarded, B’s were 

pushed and motivated to improve their performance while the C’s “had to shape up or be 

shipped out” (ibid, p.274). Following this policy Enron’s executives ended up in rewarding and 

promoting people not for their performances but rather for being “fresh out of Harvard” 

(Gladwell 2002, p. 28). These “hypothetic” best practices of looking for stars - which means for 

“A’s” - lead to overshadow the new trends, and needs of the customers. This aspect undeniably 

affected and contributed the path of Enron towards the collapse. In fact the spasmodic and 

compelling race of buying up “stars” turned out to have the opposite effect that Jeffrey Skilling 

(CEO of Enron) were invoking during those years.  

1.3 The repercussion of the Enron case 

“One of the interesting things about studying the fraud is that all the guys running Enron were smart enough to do 

things honestly. That’s often the case with white-collar crime; most of the time, the people are brilliant, but they just 

can’t separate that from lying, cheating and stealing” (Lapides, n.d.) 

In a famous paper Malcolm Gladwell drew an important issue that should be taken in 

consideration reflecting upon the Enron case (Gladwell 2002). Enron was the place where stars 

felt free to act as they preferred. Moreover, if we combined this trait with the rewarding system 

not really based on performances, Enron created a situation where new managers had the chance 

to try and to express their ideas.  

One of the reasons for the downfall of Enron is probably due to the fact that the “stars” did not 

learn from their mistakes, and this was due to the policy that for the stars everything was allowed. 

Even though Jack Welch’s idea of the “popcorn stands” (Ashby & Miles 2002) shared many traits 

in common with Enron’s one, it was basically in contrast with its purpose. 
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Indeed, young executives were appointed of important position in business that did not touch 

directly the core business of the company or in assets which did not jeopardize the utter result 

and the financial sustainability of the organization. In this way we believe talents are either able to 

show and to put in practice their capabilities or to learn from their mistakes. Thus, in Enron and 

we would also say in McKinsey the living for stars definitely led to a mindset that did not concern 

and stand for the systems. 

The failure of Enron could have led talent management towards the end. Instead this area has 

been affected during the years by an increasing and compelling interest by the companies. 

Executives and leaders realized that talent management was so crucial that it is not anymore a 

task that involved the HR department but rather engaged all the level of the companies with a big 

role played by the executives.  

Meanwhile HR departments have moved their main task from the recruiting to a deeper and 

complicated responsibility of managing and conducting all the members of the organizations 

towards a common goal and highest performances (Buckingham & Vosburgh 2001). Thus, as a 

consequence we see that companies are more often appointing people that operated at a senior 

level in their career in order to accomplish an alignment within the corporate strategy and the 

talent strategy.   

Steve Reinemund affirmed that the Head of HR department at PepsiCo is “a world-class business 

executive who also had depth in HR and could help to forge an even closer strategic alignment 

between our business goals and HR strategies” (Ashby and Miles 2002, p. 65). Thus given this 

increasing importance to the function of the HR department and more accurate and precise focus 

on the talent management practices we might say that the “war for talent” is still going, even 

though the “weapons” and the “strategies” are different.  

Nowadays companies are experiencing and living a situation where they are aware of the 

importance of being in first line in the talent management, but at the same time they are facing a 

difficult and harsh global crisis. “As deteriorating performances forces increasingly aggressive 

head count reduction, it’s easy to lose valuable contributors inadvertently, damage morale of the 

company’s external reputation among potential employees, or drop the ball on important training 

and staff-development programs” (Guthridge et al. 2008, p. 1) . Thus, the organizations that will 

manage in a better way this trade off will probably will the ones that will gather a competitive 

advantage at the expense of the other competitors (exhibit 7).  
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Exhibit 7: What fast-growth CEOs see as the issues 

 

 

 

 

 

 

Source: Deloitte & Touche, 2007 

1.4 Global Talent Management 

“The next decade could prove to be an extraordinary era for business and society – period in which companies and 

governments work together to produce an environment capable of supporting wealth creation and social cohesion 

around the globe. The world is connected as it has never been before, and the power of collaboration is beginning to 

emerge” (Akhil Gupta cited in Talent Mobility 2020, PWC, 2010)  

Nowadays speaking and labeling the acquisition, retention and management just as talent 

management might be an object of criticisms and misunderstanding. Indeed, “the rapid growth 

of emerging markets is providing fresh impetus for companies to become ever more global in 

scope” (Dewhurst et al., 2011, p. 1). Therefore, according to many scholars and researchers 

committed in this field it appears more appropriate to argue and nurture the framework of 

“global talent management” (Beecheler & Woodward 2009, p. 281).  

Exhibit 8: Global Talent Shortage (% of employers having difficulty flling jobs) 

 

 

 

 

 

Source: Manpower Inc., 2006 
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Global talent management is facing the issue of the shortage (exhibit 8) of talents, which is 

spelled out by the numbers of the U.S Bureau of Labor Statistic (BLS) that expects for the 2014 

an increase supply of labor force up to 162.1 million, whereas the workplace available should 

increase to 164.5 (Business Week Research Service 2007). Thus, given these empirical results, it is 

more likely that many sectors are already getting in touch with this reality.  

Furthermore leaders and executive of today have either to deal with a new array of undertakings 

as the location and relocations of assets around the world and the reduction of stars with aim of 

reducing the costs (Guthridge et al. 2008). Therefore, executives are on a worldwide scale facing 

challenges that are strategically relevant since they must be able to guarantee the “right amount of 

the right talent and motivation, at the right place, at the right price, during all economic and 

financial ups and downs in a very competitive world for the purpose of balancing the workforce 

with the need of the firm” (Schuler et al. 2011, p. 507).  

Among the countless aspects that leaders face today we clustered them in three forces that 

undeniably touch and affect the decisions and the policies of the boards worldwide. The three 

forces are globalization, demographic trends and diversity. At the first glance the aforementioned forces 

might be included and argued in just one. 

However, even though we are aware that the link and connections between them is clearly visible, 

we believe and see the necessity to divide them in order to give a better overview and panorama 

of the issue.  

1.4.1 Globalization 

“Globalization has changed us into a company that searches the world, not just to sell or to source, but to find 

intellectual capital - the world's best talents and greatest ideas.” (Welch cited in Kegley & Blanton 2010, p. 

446) 

Globalization is a phenomenon driven during the eighties and nineties by the burst of new 

technologies and massive use of standards (De Wit & Meyer 2010). However, the previous 

consideration overshadows many aspects and new trends that have been drawn and developed in 

the last three decades. Competition has grown at an exponential rate, opening new markets and 

making more complex all the processes and the decisions for boards around the world. 

Nevertheless the increase of competition also gave the chance to existing companies to expand 

worldwide their range of actions. Furthermore, brilliant entrepreneurs experienced the possibility 
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to realize and to implement ideas that before were not feasible either for the immaturity or the 

smallness of the markets. Issues that inexorably have lapsed with the advent of the globalization.  

Global competition in the last years forced organizations to install mindsets focused in enabling 

creativity and quality which have to be achieved by maintaining and controlling the costs. This 

last aspect has promoted the phenomenon labeled as “brain drain”. 

Brain drain is used to define the movement and improvement of technology which is 

accomplished through skilled people who move from their home-country with the aim and the 

aspiration to achieve better life conditions or to find environmental conditions that allowed these 

people to express themselves at their best (Kwok & Leland 1982, p. 91). 

However in the last years we are also experiencing and looking at the development of the 

“reverse migration”. Many governments and organizations are tempting to return in their soils 

immigrants that are provided of a high qualification and a deep knowledge in term of 

technologies, managerial and entrepreneurial practices. The skills gathered by them during their 

stays in the Western countries, create a synergy with the competences, the networking and the 

consciousness regarding the local markets that often enables a win-win situations (Carr & Inkson 

& Thorn 2005).  

1.4.2 Demographic trends  

“Reversing the brain drain is a key priority for us” (Donnelly, quotesea) 

The increase of the longevity, the development of the standard conditions, the fall of the 

birthrates and the growth of the sanity and healthcare sector are important issues which 

contribute to the decrease of talent in Western Europe. In Western Europe, North America, 

Japan and Australia societies, government and organizations are experiencing the phenomenon 

labeled of population shrinkage.  

Recent surveys suggest that in North America the aforementioned phenomenon should be a 

temporary phenomenon due to an increase either in rate of birth or in the immigration rate 

(Schuler et al. 2011). 

Meanwhile the forecast for Europe and Japan indicates population shrinkage also in the long run. 

Comparing the “fertility rate” of some countries of the European Union with the “replacement 

rate” we acknowledged how the population in Europe is aging and diminishing in size. In fact 

accepted a replacement rate equal to 2.1 “to ensure that a population remains constant as each of 
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parents is replaces by its offspring” (Science-dictionary 2012), just Turkey  overcomes in 2012 

this threshold (exhibit 9). 

Exhibit 9: Replacement rate 

 

Countries Rate Countries Rate 

Belgium 1,65 Netherland 1,78 

Czech Republic 1,27 Austria 1,41 

Denmark 1,74 Poland 1,31 

Germany 1,41 Portugal 1,51 

Ireland 2,01 Finland 1,73 

Greece 1,39 Sweden 1,67 

Spain 1,48 United Kingdom 1,91 

France 2,08 Norway 1,77 

Italy 1,40 Turkey 2,13 

  
Source: Eurostat, 2012 

Made by authors 

Concerning demographic and geographic trends it is interesting to focus and to report the 

analysis and the statement made by Florida (2003) in his work Cities and the Creative Class. The 

author as corollary of his studies and researches proposed the “creative capital theory” which 

deeply differs from the common human capital theory. Namely, Florida affirmes that the 

geography of talents will depend upon the “3Ts of economic development: technology, talent, 

and tolerance” (ibid, p. 10).  

According to this perspective, spillover of creativity and talent will be created in environment 

where the three aforementioned characteristic will be present simultaneously, since the absence 

of one will compromise the total effectiveness of the other components. Thus, in the 

forthcoming years is more likely that the acquisition and retention trend of talents will coincide 

and will be affected by the ability of leaders to create determinate environment which respect the 

conditions evocated by the meaningful 3Ts model of Florida. 

Obviously organizations and leaders with a global orientation must be aware and evaluate the 

different demographic trends as a main aspect and issue in talent management. In the last decades 

we saw many companies moving in developing and emerging countries with the aim to leverage a 

cheaper workforce. We wonder if in the future we might assist to the same trend but with the 

scope to exploit new breeds of talents.  

http://www.science-dictionary.com/
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1.4.3 Diversity 

“Diversity may be the hardest thing for a society to live with, and perhaps the most dangerous thing for a society to 

be without.” (Sloane Coffin Jr., n.d.) 

Nowadays, leaders and executives operate in an environment dominated by an increasing cultural 

diversity, which is cause either of conflict or opportunities. “Personal skill at negotiation, conflict 

resolution and change management are essential for today’s global executive” (Greiner & Poulfelt 

2010, p. 239). Thus, it is important for organization to look for people who are in posses of a 

global mindset.  

This increasing social and cultural diversity around the world has necessitated either the 

formation within the consulting companies of departed which aim is to deal with global 

leadership. Therefore, we claim that due this cultural diversity on the one hand has been created a 

demand where companies asked consultancies agencies to teach and to address them in the 

practices of nurturing people that can cope with this cultural diversity. 

On the other hand, consultancy companies require themselves people with knowledge, attitude 

and experience in global environments. Thus, is not an utopia to forecast in the forthcoming 

years a harsh competition in recruiting new talents with the above mentioned characteristics.  

Nowadays, diversity within organizations and companies encloses also the generational diversity. 

Beecheler and Woodward argue and acknowledge the presence of four different generations. 

From “Veterans”, to “Baby Boomers”, to “Generation X” and finally “Generation Y” the 

potential for conflicts are likely (Beecherler & Woodward 2009).  

However, for all of them the possibilities and the changes for learning have probably never been 

as visible as in these decades. Therefore for leaders it is crucial to recruit people not only for their 

traits and for their potential, but rather people that are suitable with the necessities, the 

characteristics and the attitudes of the organizations and the team enclosed in them.  

According to Smola and Sutton (2002, p. 381) attention and inquires concerning the cross-

generational aspect is an important challenge for leaders in “order to understand, motivate and 

successfully lead the individuals in their organizations and functions as good corporate citizens”. 

Furthermore, nowadays diversity is accentuated by an increasing presence of women within 

organizations. Numbers of 2011 (exhibit 10) show a general increase in the US of women in 

Boards Committees. However, the crucial point is that “companies with a higher representation 
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of women in senior management positions outperform companies with proportionally fewer 

women at the top” (Beecheler & Woodward 2009, p. 276). 

Exhibit 10: Women as Fortune 500 Board Committee Chairs 

 

 

Source: Catalyst 2011 

Thus, for today’s leaders it is crucial to understand not only the potential of installing and 

appointing women in positions where they can express their capabilities but rather the 

effectiveness of leveraging their own leadership style at the top of the company. “By addressing 

the mind-sets holding women back, corporate leaders can reshape the talent pipeline and its 

odds, increasing the number of women role models at the top” (Barsh & Yee 2011, p. 5).  

Finally, companies nowadays are challenged by a wide array of different work modalities, due 

either a growing interest in finding a work-life balance or contracts that are increasingly pending 

toward the workers. “As a result, employers have much less control over their internal talent” 

(Cappelli 2008, p. 7) and more frequently talents and workers ideas and plans are not overlapped 

with the companies’ one. Thus, they become strongly object of conflict and drawbacks within the 

organizations’ life. 

Furthermore the life-career’s path has changed. Indeed, the traditional path “education, work, 

and retirement” (Beecherler & Woodward 2009, p. 277) has been replaced by a more flexible 

path which is characterized by periods of work split by period of study, formation, training and 

recreation (exhibit 11). 
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Exhibit 11: New life-career's path 

 

 

 

 

 

 

 

 

 

Source: Made by authors 

 

We tried to conceptualize and to analyze the aspects that are challenging leaders and 

organizations during our time. The companies that will succeed in the forthcoming future will be 

those that handled and focus more effectively on the talent management aspects as 

globalizations, demographics trends and diversity. 

The big step forward has to be made in the mindset and in the attitude. Therefore, we argue the 

fact that there is a compelling need of people, of leaders that are willing to enable the 

aforementioned change in talent management within the companies. “Indeed, leadership depends 

on the existence of individuals willing, as a result of inclination or pressure, to surrender, at least 

in part, the powers to shape and define their own reality” (Smircich & Morgan 1982, p. 258).  

1.5 Talent Management streams 

“It difficult to identify the precise meaning of talent management because of the confusion regarding definitions and 

the terms and the many assumptions made by authors who write about talent management” (Lewis & Heckman 

2006, p. 139) 

Scholars have debated deeply from the beginning of nineties around the concept of talent 

management. The confusion around this field emerged from different perspectives in the 

meaning of the word “talent” and mostly concerning the practices that descend from it. We also 

believe that the historical environment and the background of the people involved in the studies 

of talent management could have influenced the research of scholars and directed the decisions 

of leaders and executives. Ashton and Morton disserting on talent management argued that there 
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“isn’t a single consistent or concise definition” (Ashton & Morton 2005, p. 30) and defined it as a 

necessary attitude and mindset for organizations to achieve a competitive advantage over the 

competitors. 

Nevertheless, the blurriness surrounding talent management and its practices, Lewis and 

Heckman in their “Talent management: A critical review” (2006) produced a remarkable effort to 

cluster different authors and ideas in three main streams that shared within them common traits.  

1.5.1 First stream: Talent Management as Human Resource 

The first stream is identified by the current of scholars as Heinen and O’Neill (2004) who 

overlapped talent management as a part of human resource (HR) practice. According to this 

current of thought, managing and nurturing talented people is based on improving the speed of 

the common activities that usually belong to HR. 

This step should be more effective thanks, for instance, to the development of the ICT 

(Information and Communication Technologies) and the new practices that took place with 

Internet in the last twenty years. Even though this stream has interested quite many scholars and 

organizations, there are scholars that concentrated and labeled talent management a branch of 

HR. 

Particularly they argue that considering talents and leaders development, the existing reason of 

HR departments “may be the single biggest misconception” (Cohn & Khurana & Reeves 2005, p. 

4) for either scholars and organizations. 

We believe that this first current of thought fails in understand deeply the meaning of talent 

management, blurring the framework of that. In fact we feel the compelling necessity to spell out 

how nowadays talent management is a process that must involved all the levels of the 

organization in order to be used at its full potential. Thus, emphasizing the concept, talent 

management is a practice that is even more bigger and important than the traditional HR.  

1.5.2 Second stream: talent management focused on the concept 

of talent pool 

The second current of thought focuses on the framework of talent pool. Exponents of this 

stream believe that the source of success for leaders and companies consists in the creation of a 

pool of skilled and motivated people that enables in the long run a phenomenon of recruitment 
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of external talents and a process of knowledge’s development for the employees that are already 

in the company. Nonetheless, Pascal (2004) and Kesler (2002) encloses in their studies also the 

external side of the companies and it appears clear that this perspective is deeply interested in the 

internal side of the organizations. Indeed, scholars often refer and underline the importance of 

the workforce or manpower planning and management (Collings & Mellahi 2009, p. 305).  

The core of these studies usually are based on the creation of organizational planning models “by 

coding the levels of hierarchy, rules for entering and existing position, and parameters such as 

costs, anticipated tenure, and supply and demand” (Lewis & Heckman 2006, p. 140).   

This stream grew step by step with complex forecasting models based on mathematics algorithm. 

The literature regarding talent management planning is flourished. Wild and Schneeweiss (1993) 

for instance argue that through stochastic programs is  feasible to plan and to optimize  the 

manpower capacity. Furthermore, Zanakis and Maret (1980) suggest managers and organizations 

implement a system based on  “Markov chains” in order to model talent supply. 

However, these models were developed during a period where economics’ trends where steady 

and foreseeable, but today they appear to be quite imprecise and expensive to be implemented. 

Nowadays, the attention is moving towards models based as the just-in-time, which are well 

known and studied in the supply chain management. Indeed, according to Cappelli (2008, p. 3) 

the problematic and issues that leaders face on daily base “are remarkably similar to how 

products move through a supply chain: reducing bottlenecks that block advancement, speeding 

up processing time, improving forecasts to avoid mismatches”. 

This stream on talent management appears to us to forget and to some extent to deny the human 

aspect within the organizations. Even though Cappelli (ibid) moves away from sophisticated 

models that seem to be utterly inappropriate, he fails in our understanding, to investigate and to 

go further into the talent management theory. Indeed, in a period where forecasts are more likely 

to be guesses, proposing a model akin to the one used in the manufacturing pipeline seems to 

lack of important human issues that must be taken in consideration by leaders and executives. 

1.5.3 Third stream: talent management centered broadly on 

talent 

Eventually Lewis and Heckman (2006) identified a third perspective of talent management which 

is concentrated on talent with a broader view. Talent management is seen by the scholar of this 

stream as an activity that goes beyond the corporate boundaries and the positions. Within this 
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current of thought it is possible to identify two subgroups and perspectives concerning talent 

management.  

Firstly, there is the cluster that sees “talent (which typically means high performing and high 

potential talent) as an unqualified good and a resource to be managed primarily according to 

performance levels” (ibid, p. 141). Sharing this general ideas are typically authors as Axelrod, 

Handfield-Jones & (2001) who examined the talent issue in a famous work entitled “The war for 

Talent”. In this perspective employees are clustered in three different groups (A, B, C) according 

to the performance levels. This approach basically founded on hiring primarily “A players” 

showed its weakness in the collapse of Enron (section 1.2-1.3). The collapse of Enron led also 

Axelrod, Handfield-Jones & Michaels (2002) to redefine their vision. Indeed, one year after 

Enron’s bankruptcy the same authors affirmed that “winning the war for talent isn’t just about 

recruiting and retaining people. You’ve got to invest in A performers, raise the game of B 

performers, and -perhaps most difficult of all- deal decisively with C performers” (ibid, p. 80).  

The second branch of this stream is related with a humanistic and demographic perspective. 

Buckingham and Vosburgh (2001, p. 18) – authors who embodied the most the traits of this 

perspective - claim that “the talent inherent in each person”. In this view, organizations need to 

strengthen HR department in order to push everyone toward the best performances, since 

everyone can contribute with his talent toward the achievement of targets. Companies achieve 

this scenario through the implementation of the new technologies either to recruit people or to 

manage the performances and costs of the employees already in the companies (Tucker & Kao & 

Verma 2005). 

Reviewing this third stream, we acknowledge the fact that this approach affected and influenced 

mostly during the nineties many companies and many scholars. The literature regarding this 

stream is abundant, even though the first idea of talent management launched by McKinsey is 

exceeded. In fact we see a removal of scholars and organizations from the not fruitful framework 

of striving to fill all the companies’ spots with “A players”.  

Furthermore, concerning the second branch of this stream, it is doubtful the idea of talent 

management which includes all the organizations, since appears complicated to define clearly the 

boundaries that divide talent management from the common practices and activities that identify 

human resource management (Collings & Mellahi 2009). 
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1.5.4 The Emerging Stream 

This new stream establishes as main trait the idea of basing talent management not on the 

identification of talented people but rather on finding key positions and only afterwards focusing 

on the most talented to fill these spots (Huselid & Beatty & Becker 2005; Collings & Mellahi 

2009). 

Thus, in this perspective talent management is seen as a practice which identifies “A positions” 

that in different ways supports companies to grasp a sustainable advantage over the competitors. 

So far, sustainability has hardly ever been considered in talent management and generally 

speaking in HR. However, the implications of an effective and sustainable talent management 

policy in the long-term represent undeniably a fruitful way to gain the competitive advantage 

(Boudreau & Ramstad 2005).  

According to this doctrine, the growth of a talent pool composed by “high potential and high 

performing incumbents” (Collings & Mellahi 2009, p. 305) is, combined with different strategies 

for managing Bs and Cs positions, the best way to ensure an effective and sustainable flow and 

turnover of talents. 

In this perspective “A positions” (exhibit 12) are considered those which combine concurrently a 

strategic relevance and a performance alterability. It is important to clarify and to spell out that 

“A positions” are not necessarily identified neither by a hierarchy within the organization nor by 

the difficulty and effort that leaders and executives might encounter in matching this position 

with the right people. Paradoxically, A positions might be identified in a mere spot, nevertheless 

this task must be fulfilled with an overwhelming intelligence and creativity that render this task 

essential in term of strategy and performances. 

“B positions”, instead, are labeled as such when they are indirectly strategic given their 

commitment in order to improve and to foster the performances of A positions. However are 

considered also as B, positions that prospects a strategic relevance, but at the moment their 

performances are steady to foresee and to expect a competitive advantage out of that particular 

position.  
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Exhibit 12: The Talent Pool 

 
 A position 

Strategic 
B position 

Support 
C position 

Surplus 

Defining 
characteristics 

 
Has a direct strategic 

impact 
 

AND 
 

Exhibits high 
performance variability 

among those in the 
position, representing 

upside potential 

Has an indirect strategic 
impact by supporting strategic 

position and minimizes 
downside risk by providing a 

foundation for strategic efforts 
 

OR 
 

Has a potential strategic 
impact, but exhibits little 

performance variability among 
those in the position 

 
May be required 
for the firm to 

function but has 
little strategic 

impact 

Source: Adapted from Huselid, Beatty & Becker 2005 
Made by authors 

Finally, Cs are positions that do not cover a strategic role for the organization since they do not 

participate or participate with a minor relevance to the creation of value (Huselid & Beatty & 

Becker 2005). 

Collings and Mallahi (2009) dug deeper in their studies concerning this branch of talent 

management, proposing a framework (exhibit 13) for companies and for future researches.  

Exhibit 13: Strategic Talent System 

 

 

 

 

 

 

 

 

Source: Collings & Mellahi 2009 
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According to the idea of “A positions” of Huselid, Beatty and Becker (2005), the recognition of 

pivotal talent position should constitute the first step for leaders in the talent management. It is 

interesting to notice how Collings and Mellahi (2009, p. 307) in their work recurs to the 

terminology “strategic talent management system” emphasizing their idea of talent management 

as a process that needs to be pursued with a systemic base since it represents an essential strategic 

component for the organization. Indeed, “human capital is of little economic value unless it is 

deployed in the implementation of the organization’s strategic intent” (ibid, p. 307). This vision 

shares the roots with the concept of talentship or talent segmentation developed by Boudreau and 

Ramstad (2005), where the latter affirm that organizations can improve up to a 20% through a 

wise and thorough use of the pivotal talent pools. Once the pivotal talent positions are identified 

within the boundaries of the organization, leaders must be able to create and to nurture the 

necessary talent poll to fill and to sustain the pivotal positions. Concerning this last aspect, the 

authors highlights the importance of combining an internal process of talents’ growing with a 

reasoned and adapted to the needs of external recruitment.  

Thus, the general idea is that organizations should nurture and recruit the most skilled people in 

terms of knowledge and social capabilities and trying to depict the best role and position they can 

be appointed to. Nevertheless, best players or stars are known to do no stay for long periods in 

firms since they move to the bidder that offers more if they do not find the current situation 

suitable for their career. Leader becomes fundamental and they should act in this situation with a 

twofold target.  

First of all, in ensuring that best talent are in charge and committed in spots that suit with their 

ambitions and their skills. Secondly avoiding that people and talent “become disillusioned if they 

appoint to roles with limited scope for the application of their skills or development of their 

talent” (Collings & Mellahi 2009, p. 307).  

Furthermore, in their framework Collings & Mellahi did not describe what kind of activities or 

practices leaders should sustain within the talent pool. Notwithstanding, they advocate and refer 

to a “commitment-oriented HR system” (Lepak & Snell 2002) as the imperative to create and to 

maintain high the threshold of motivation and ambitions among the talent pool toward the 

achievement of high performances. To strengthen the latter point they propose the AMO 

framework (Boselie et al. 2005) whose the aim is to show that employees performances can be 

represented athwart a function that binds together the ability (A), the motivation (B) and 

opportunity to express their potential (O). 
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P= f (A,M,O) 

Source: Boselie et al., 2005 

Finally, Collings and Mellahi (2009), discuss that organizational commitment combined with the 

so labeled “extra-role behavior”, namely the extra efforts that employees and members deployed 

voluntary on a daily base, are components that improve the relationship and create a spillover of 

positive motivation within the company. 

We believe that this approach focused on the identification of pivotal position as mainstay for the 

talent management process, represents a huge step forward. Evoking and implementing this 

approach, we think, companies would avoid drawbacks and issues that naturally emerged with the 

previous systems. Cappelli (2008) proposing a new way to view talent management in this century 

argues about concepts as overshooting and undershooting in hiring policy of the firms. Namely he 

claims that companies should undershoot in hiring on the market, since the cost per hire would 

be high but lower than the retention costs. 

Therefore, Cappelli suggests and imagines a scenario that, with the implementation of the A 

positions’ system or pivotal position (Huselid & Beatty & Becker 2005; Collings & Mellahi 2009), 

is already overcome. Indeed, focusing on the positions generates a process where leaders do not 

need to forecast the necessity of talents, because talents are nurtured from the pool in order to fill 

a specify spot. Moreover, they move on the market only when there is a compelling necessity. In 

this conception appears to us that the idea of Cappelli is weak in comparison with this system of 

talent management.  

1.6. The issues in hiring Stars and Prima Donnas 

“I painfully learned that hiring star analyst resembles an organ transplant.” (Groysberg et al. 2004, p. 3) 

In the paragraph dedicated to the “War for Talent” we examined the issues and the controversy 

of hiring stars as a main strategy in talent management. Even though we tried to be thorough and 

deep, we did not discuss the scenarios that stars might create within companies once hired and 

also their career path undertaken once they are labeled as such.  

It might be interesting starting this section reporting the observation made by Groysberg, Nanda 

and Nohria (2004). In their research they acknowledged that best players in many sectors were 

comets rather than stars. Indeed, they noted that they “were blazing success for a while but 

quickly faded out when they left one company for another” (ibid, p. 1).  
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They argue that when companies are committed in hiring stars there is a twofold negative effect. 

Firstly the performances of stars do not live up to the expectations of their names and fames and 

then it seems that there is a marked worsening of the teams’ alchemies and performances. 

Concerning the first aspect when companies hire stars they do not consider the fact that hardly 

ever they dispose of the specific drivers and characteristics that concurred to the success of the 

stars. From this statement it is feasible to draw two important considerations. Stars prefer to not 

belonging for a long time to organizations and this aspect should incentive companies to foster 

the retention of talents created within the boundaries of the organization. The second 

consideration goes deeper in the strategies and methodologies that leaders should adopt with 

stars hired from the market. More precisely, the absence of the same conditions and resources 

that transformed an employee to a star, suggest and indicate the need of time for stars to become 

fully part of the system and to absorb and be absorbed in the “chemistry” of the organizations 

(Groysberg & Lee, 2009). 

However, the process of insertion in the new companies for stars is often very complex. 

Groysberg, Nanda and Nohria (2004) claim that stars are commonly known to be slow in 

changing their approaches and in adapting to the new work’ conditions, “because of their past 

successes, and they are unwilling to fit easily into organizations” (ibid, p. 2). Thus, it appears that 

once achieved the threshold to be acknowledged as a star, this individual becomes less malleable 

and less open to change their perspectives. Notwithstanding, their reputations, unless big 

escalations or mistakes, remain solid and difficult to modify.  

The entrance of stars might cause internal conflicts either in terms of relationships or in terms of 

communication, efficiency and effectiveness of the processes among the organizations’ members. 

The outcome is that teams and firms performances are inexorably affected. Companies on and 

off are not completely satisfied with their B players for not being outstanding performer and 

labeled as stars. Thus, executives often recruited and recruit A players in order to achieve the 

aimed results. However, the harshness of the talent war implies a short period in companies for 

A players destined to move to other organizations for a higher amount of money. Losing A 

players on and off might be seen as the best scenario. In fact, in companies where the attention is 

particularly on star and where B players are treated with disregard, it might happen that either B 

players are likely to leave the company, drawing a baleful future for the organization (DeLong & 

Vijayaraghavam 2003). 
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1.7 Recruiting and retaining talent 

“In business, the only viable strategy is to recruit good people, develop them and retain as many of the stars as 

possible.” (Groysberg et al. 2004, p. 6) 

The activities of hiring and recruiting talents and/or stars has been discussed in many occasion 

and by many scholars (Cappelli 2000; Cappelli 2008 Groysberg & Nanda & Nohria 2004; 

Groysberg & Lee 2009). This activity represents undeniably a key component in talent 

management even though we believe that the most controversial and most important challenge 

for leaders today lies not really in hiring but rather in retaining the talent/stars that an 

organization grows itself.  

However, there are some considerations and reflections that emerge from the readings on hiring 

talents. According to Cappelli (2000), for instance, companies in their recruiting campaign are 

usually attracted by people that are tough to bind and to retain. Thus, moving from the latter 

mindset towards a new attitude focused in searching and in hiring people that can guarantee a 

longer stay and loyalty to the company, instead of brilliant performances in the short period, 

might ensure a profitability in the long term either in performances or in the back-up of 

capabilities and competencies in the long- term. Cohen and Levinthal (1990) coining the 

expression “absorptive capacity”, argued that storing capabilities within a company is a very 

efficient and effective manner to grasp innovation and spillover from the environment.  

It is interesting the example of Micro-board Processing, an American firm specialized in 

assembling electronic components. Micro-board Processing recruited one-third of the assemblers 

from the clusters of people considered of high-risk; namely people with previous drugs problems 

or people that experienced criminal situations. The firm tries to support this new-entry through a 

process of integration with the clear intend to create a solid relationship based on high fidelity 

and fruitful efforts, since they see in this job the possibility to redeem a rough past (Cappelli 

2000). 

Whether recruitment has become of essential importance in the last two decades, the retaining of 

talent has assumed even more interest given its strategic role. Many companies failed in basing 

their retention plans basically on the money, that undeniably is one of the main driven for talent 

mobility. Today, companies in order to retain their best talent recur to the mechanisms labeled as 

“golden handcuffs” (Hendry & Jenkins 1997; Lester 2001; Gardener 2002).  
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Source: Cartoonstock 

 
This process is basically based on locking talents and employees with overwhelming salaries or 

bonuses. The dark side of this mechanism is twofold. Indeed, this approach, firstly, unbalances 

the contractual relationship in favor of the employers, blurring the career perspectives of the 

employees. Secondly, this practice is easy to be repeated and copied by other companies. 

Therefore, companies should find better solutions and leaders should develop “retain skills” 

(Hendry & Jenkins 1997, p. 41). Simons (2005) proposed new solutions which consisted basically 

in creating, in focusing and in designing a work place that was apt either to retain people or to 

foster the improvement of the performances . The choice of the site and the following creation 

of the environment for different arrays of workers can positively affects the perception and 

relationship among employees creating a sort of fidelity toward the companies (Florida 2003).  

Nonetheless, all these efforts companies on and off are not able to retain talents due the strong 

competition. It is important to spell out how leaders never, as in these days, must be careful in 

probing and “listening” the inner part of the company. Indeed, “improving the performance of 

key people is often as simple -and as profound- as changing the resources they control and the 

results for which they are accountable” (Simons 2005, p. 55). Consequentially, this shift of 

perspective implies either changes in the talent management and HR practices and targets. 

Cappelli recurred to a very powerful and meaningful metaphor in order to describe this 

phenomenon. He claimed that nowadays leaders and executives in talent management are sort of 

engineers dealing with a river, whose duty “is not to prevent water from flowing out but to 

control its direction and its speed” (Cappelli 2000, p. 104). The cooperation among all the 

departments and managers at all the level is an indispensable requirement to achieve a good 

outcome in the retention of talent (McCauley & Wakefield 2006). 

Thus, managing talent has become not only a manner of discovering them but also an issue of 

determining and understanding when some talents or stars must leave to prevent damages within 

the core relationships of the company. 
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2. MULTICULTURAL TEAM 

 

2.1 Understanding culture for a better understanding of cultural 

diversity 

“I don’t much like him. I think I need to get to know him better.” (Lincoln cited in Samovar & Porter & 

McDaniel 2012, p. 1) 

Culture is an aged phenomenon that conducted and built our today’s world. As this latter, culture 

is moving, changing and therefore, being still is not conceivable; such human being is an 

unpredictable and complex asset. Thereby, as every main concept, striving to define what culture 

is, is a tough task raising discussions between experts and scholars and lead to hundreds of 

different definitions. However, these discrepancies appear rightful as culture being a concept of 

multiple meanings viewed from many different perspectives and used in many different ways 

(Plum 2007, p. 54). Notwithstanding, we can find major agreements between them, referring that 

culture is “a set of shared interpretations” (Lustig & Koester 2006, p. 25) which can  be “typically 

defined as the values, beliefs and systems of meaning that are shared among a group of people 

and provide a guide for their interpretation of various aspects of life and the world around them” 

(Stahl et al. 2010, p. 442) or “the complex whole that includes knowledge, belief, art, morals, law, 

custom, and other capabilities acquired by a person as a member of society” (Hill 2005, p. 696). 

Zikmund and D’Amico (1996, p.727)  integrate the influence of the environment on our culture 

by claiming that this is “the institutions, values, beliefs and behaviors of society; everything we 

learn, as opposed to that with which we were born; that part of the environment, domestic or 

foreign or both, that is shaped by humankind” while Hall (cited in Baldwin 2006, p. 176) sees the 

culture in “those deep, common, unstated experiences which members of a given culture share, 

which they communicate without knowing, and which form the backdrop against which all other 

events are judged”. This sum of knowledge shapes our frame of references, unblocks attitudes 

and conditions our behavior, social or nonsocial. Briefly and more simple, culture is also “the 

unwritten rules of the social game” (Hofstede 2005, p. 4). 

From there, we shape two dimensions of culture: “Practice” and “Forms of understanding” 

(Plum 2008, P. 57) that represent simultaneously the part of culture which can be viewed or 

heard (language codes and physical codes) and the part of thoughts and feelings (preconceptions, 

preferences). 
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Henceforth, we can see the two different senses of culture that stem and can be gathered into a 

narrow and a broad sense. On the first hand, culture can be narrowly defined as the abilities 

linked to all kind of knowledge (artistic, literary, etc…). On the other hand, the one in which we 

are interested, culture is “the collective programming of the mind that distinguishes the members 

of one category of people from another” (Hofstede 2001, p. 9) through a system of acquired 

values, as opposed to innate, within a social environment.  

Therefore, culture operates as a mechanism programming and influencing the way we think, feel 

and act in our environment and the way we interpret situations in relation to other people (Stahl 

et al. 2010, p. 442). Indeed, a culture only exists through other cultures. We become aware of 

these differences as well as this cultural diversity when we face a confrontation and/or 

misunderstandings. By influencing verbal and nonverbal communication, and consequently our 

modes of understandings and exchanges with others, culture highlights the importance of a clear 

communication inside a multicultural environment full of different frames of references. 

2.2 Components of Cultural Patterns 

“Your beliefs become your thoughts. Your thoughts become your words. Your words become your actions. Your 

actions become your habits. Your habits become your values. Your values become your destiny.” (Gandhi cited in 

Samovar & Porter & McDaniel 2010, p.184) 

Cultural patterns have to be considered as the foundation of every culture. Gathered behind 

components as “beliefs, values, norms and social practices” (Lustig & Koeter 2006, p. 85) and 

described as “value systems, comprised of beliefs, assumptions, and norms” (Bachmann 2006, p. 

724) cultural patterns are the core elements of a culture that “provide the basic set of standards 

that guide thought and action” (Lustig & Koeter 2006, p. 86). Indeed, they are essential to help 

cultures to define rules, attitudes, and to cope with issues. Shaped in the individual’s earliest age 

and reinforced continuously through experiences, these cultural patterns are present on the first 

hand at a “deep-level (values and attitudes)” (Stahl et al. 2010, p. 442), in his inner self, and 

influence, usually unconsciously, on individual mindset and social behaviors (Bachmann 2006, p. 

724). On the other hand, cultural patterns are reflected as well on the surface-level (country-of-

origin, ethnicity and race) and can be completed by others patterns related to organizations, 

professions and religion for instance (Stahl et al. 2010, p. 442). Linger in defining these patterns 

was therefore unavoidable to nurture our readers’ understanding of culture and to develop their 

competencies and skills in intercultural communication. 
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Lustig & Koeter (2006, p. 87-91) have endeavored to define four components of cultural 

patterns: belief, value, norm and social practice. 

A belief is a cognitive process allowing someone to assume and accept an idea as true. It is a self-

interpretation of the environment that guides people to decide on the credibility of something. 

Beliefs are divided in two parts. The first part is “central beliefs” and the second one is 

“peripheral beliefs”. Central beliefs gather primary learning about the operation of the world and 

the sense of reality. Peripheral beliefs engage more personal tastes. This is the personal part that 

makes someone unique. 

Values represent what people strive to follow and apply in their life through their interpretation 

of what is good or bad, right or wrong, fair or unfair, just or unjust, beautiful or ugly, clear or 

dirty, valuable or worthless, appropriate or inappropriate and kind or cruel. Values are proper to 

each culture and depend on the importance given to their valence (positivity vs. negativity of the 

value) and intensity (degree of significance granted to the value). 

Norms refer to principles, rules of behavior and ways to act within a group. They are the socially 

shared expectations of appropriate behaviors and they define what we can do or cannot do in 

presence of people. Norms are the reflection of values and beliefs but conversely to them, norms 

don’t stay still and may evolve over a period of time. 

Social practices are the explicit representation of values, beliefs and norms representing 

customary activities that shape the lives of communities and groups. Dressing, sleeping, working, 

eating are examples among others. Social practices refer as well to different rituals and 

ceremonies that are performed publicly and collectively (getting married, remaining silent during 

the national anthem, praying in church, etc…). These practices are major because they reaffirm 

the identity of those who practice them. 

These cultural patterns, more or less proper to each culture, shape cultural biases as stereotypes 

and prejudices that would determine the way we see each other. These cultural patterns act as 

well as a mental program that is unique and specific to each human being. Indeed, even in the 

same culture, it is impossible to get our hands on two people programmed in the same way 

because “individuals in every culture learn different tendencies” (Gudykunst 2003, p. 12-13). 

Obviously, they would differ in some details and this difference characterizes the massive 

challenge of managing people. 

http://www.google.fr/search?hl=fr&tbo=p&tbm=bks&q=inauthor:%22William+B.+Gudykunst%22
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2.3 Understanding cultural differences 

“There never were in the world two opinions alike, no more than two hairs or two grains; the most universal 

quality is diversity.” (De Montaigne, n.d.) 

Although people are to some extent all alike, they are also to some extent unique but they are also 

like some other people (Moran & Harris & Moran 2011, p. 10). Thereby to be able to manage a 

multicultural team, it is important to understand what labels cultural differences. In this area 

many researches and theories regarding cultural differences and cultural variability’s factors have 

been developed for the last decades. In this part we will present you three main theories that have 

been considered as significant milestones in this field. 

2.3.1 Geert Hofstede 

Hofstede for example through his “Cultural Taxonomy” (Lustig & Koester 2006, p. 114-129) 

insisted on the five dimensions of the culture (Individualism versus Collectivism, Uncertainty 

Avoidance, Power Distance, Masculinity versus Feminity, Long-Term versus Short-Term Time 

Orientation) allowing to understand and to explain differences between different clusters of 

people across the globe: 

Individualism versus collectivism refers to the degree of links between members of a society. 

For example, in an individualist society, bonds between people are loose people just need to take 

care of themselves and of their immediate family members. On the contrary, a collectivist society 

promotes strong links between members. These people are part of a solid and united group that 

protects them all along their life in exchange of an unswerving loyalty.  

Uncertainty avoidance concerns the ability of a culture to cope with a blurry future full of 

uncertainty. Inside a culture highly threatened by ambiguous and unclear situations, this has been 

translated into an increase of the structure in order to prevent, to avoid and to control in a better 

way these changes.  

Power distance refers to which extent a culture accepts and expects that inside an organization 

the power is unequally distributed. This variation is a major challenge for managers because it will 

draw manager’s power and therefore ability to interact with his followers.  

Masculinity versus Femininity is a dimension highlighting the distribution of roles within a 

given culture but also a certain designing of the power. Masculinity refers to the value 
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assertiveness, money and material things whereas femininity is more people, quality of life 

feelings, and intuition oriented.  

Long-Term versus Short-Term Time Orientation refers to “a person’s point of reference 

about life and work” (ibid, p. 128). Cultures promoting a long-term orientation own values 

turned to the future: persistence, humility and saving for instance. In contrast, tradition, personal 

steadiness, respect and fulfilling social obligations are some examples of a short-term orientation 

turned to the past and the present.  

Exhibit 14: Hofstede's cultural dimensions 

 

 

 

 

 

 

 

 

 
 

Source: adapted from 12manage.com 
Made by authors 

Although this theory has been somehow criticized, due to his analysis of cultural differences 

through only the employees of IBM (53 countries and 116 000 questionnaires delivered) sharing 

the same business culture, and working the same structure, their vision of reality can be distorted 

and manipulated. Hofstede’s cultural dimension theory in our mind has still to be seen as a 

genuine managerial approach by offering a first step of cultural differences. It allows every 

manager to understand major differences existing between cultures. This differences need to be 

tackled when working with a multicultural team in order to avoid “cultural friction”, “cultural 

clash” (Stahl et al. 2010, p. 440) that can lead to conflict and to ineffectiveness.  

2.3.2 Edward T. Hall 

Edward T. Hall (1976), just as Hofstede, looked at cultural patterns but he brought another 

perspective by considering the communicative aspect for an effective cross-cultural adaptation. 

Indeed, effective communication across cultural diversity is a challenging but necessary task that 
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involves learning flexible approaches to listen, observe and speak regarding a specific situation 

(Moran & Harris & Moran 2011, p. 39). However before being able to communicate with people, 

we need to understand their culture. Thus, he addressed the culture from three major variables: 

time, space and context. 

Time is seen from different perspectives, “past, present and future” put aside. Through terms of 

monochronic and polychronic Hall introduced two furthers time dimensions. The first one refers 

to the idea of doing one thing at a time and to focus on getting things done. The time is divided 

into several tasks or problems to solve and to respect successively. Conversely, polychronic time 

is based on doing many things at once. In this culture, time overrun is not an issue, we are more 

concerned by human interaction and relationships rather than getting things done in the given 

meantime. Flexibility and unexpected visits are very acceptable. This difference of time 

prioritization is therefore a source of misunderstandings (punctuality for instance).  

Space exists in many situations (space in the office, space-intimacy, and display of a town) and its 

orientation and display are cultural factors that act on people’s feelings and behaviors. Every 

culture has a different approach on the space and its individual need. Some people need to have 

bigger space, some others less. In the same aspect, some people have a high territoriality concern 

whereas others have a low territoriality one. 

Context can be a source of cultural misunderstandings. Indeed, in every communication exists an 

element of implicit (high-context) and of explicit (low-context) more or less important depending 

on the given culture. In a high-context culture, communication is more blurry and vague due to 

the assumption that the listener already knows, in other words that he is already “contexted”. In 

this culture people rather express themselves through nonverbal communication and contextual 

elements are helpful to people to perceive the unwritten rules that are considered as granted and 

understood. For someone coming from a low-context culture, it can lead them to a high risk of 

confusion and they can be destabilized by a lack of clarity or information deemed to be a lack of 

frankness. Indeed, in a low-context culture, communication is more direct and explicit codes, as 

words, are favored. We assume that the listener may not know what we are talking about and that 

he needs explanations. Therefore, risks of misunderstanding are reduced. Low-context is the 

form of culture that we believe is the best first approach and meeting with a multicultural team in 

order to lay the groundwork of the written and unwritten rules. 
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2.3.3 Fons Trompenaars and Charles Hampden-Turner 

In 1998, Trompenaars and Hampden-Turner based on Hofstede’s and Hall’s researches 

published their “Seven Dimensions of Culture” model. Their theory is seen useful to explain and 

to view cultural differences across the world and their implication inside a company. As the two 

aforementioned theories above, this model underlines the challenge that managing these 

differences in a multicultural business environment represents for managers.  Their model 

resumes some factors already seen in Hofstede’s and Hall’s concept such as “Individualism vs. 

Communitarisnism”, “Sequential time vs. Synchronic time” but bring as well five new dilemmas. 

Universalism vs. Particularism refers to the extent to which people usually believe in one set 

of rules and practices as the only way to be (Universalism). Particularism rather focuses on the 

adjustability of rules depending on the person or situation. In a particularism culture, relationship 

and links between people are stronger. 

Affectivity vs. Neutrality refers to the degree to which individuals expose their emotions and 

feelings during the communication process. In a neutral culture people are asked to strive to hide 

their emotions while in the affective culture it is considered as common. 

Specific vs. Diffuse is related to the existing distinction between the private and public sphere. 

In a specific culture, bonds between life and work are relatively separate whereas in a diffuse 

culture boundaries between public and private sphere are very tight and vague. This relation 

between life and work has been the theater of many researches and raised many issues regarding 

the effectiveness of people in both situations.  

Achievement vs. Ascription separates the idea of gaining status through performance or by 

other means. In an achievement culture, status is acquired through the final outcome that has 

been achieved by someone. Good performance and significant effectiveness are the only way to 

gain a status. Conversely, ascription lies on others factors such as age, seniority, gender, network, 

etc… 

Inner-directed vs. Outer-directed correspond to the orientation defined by Kluckhohn and 

Strodbeck (1961) regarding our relation with the nature, with our environment. In an inner-

directed culture we assume we can control our environment with the right expertise, with the 

right efforts. An outer-directed culture conveys the idea we cannot control the environment or 

our destiny. We have to adapt ourselves to external variations. 
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This third approach regarding the cultural dimension allows us to complete Hofstede’s and Hall’s 

orientation and to obtain a general overview and understandings of the different factors 

characterizing cultural differences. A global manager should be aware and take in consideration 

these factors to determine his leadership and management style. 

However, despite all these elements we do believe, and we have to keep it in mind, that this is not 

enough and that it will never lead for sure to a 100% efficient result regarding the management 

performance. Indeed, as the most complex, ambiguous and unpredictable element around the 

globe, it would be bold and presumptuous to expect a flawless journey regarding management of 

people. Nonetheless we can use these differences as “an asset rather than a liability” (Stahl et al. 

2010, p. 439) to get closer to a great and efficient outcome. 

2.4 What is multiculturalism 

“Sometimes when I hear my company talk about harmonization, I think they want us all to play the same note. 

Well, I am a musician, and let me tell you that harmony doesn’t mean that; it means that we all play different 

notes, but together we sound beautiful” (Hall 1995, p. 25) 

Although multiculturalism seems to be an easy word (multi  several, culturalism  culture, 

multiculturalism  several cultures) and concept to understand (field of study representing 

several cultures within a group), the literature reveals us that some discussions about defining a 

multicultural group have been raised. For instance, Bachmann (2006, p. 725) consider a group as 

multicultural when at least three cultures are represented. However, in our understanding and to 

avoid misunderstanding with our readers, we set a multicultural team as a one composing of at 

least two people. Indeed, we consider that we do not need to have three or more different culture 

to scramble communication and create a “culture clash” (Stahl et. al. 2010, p 440) in a group, two 

are already sufficient. Besides, always for a better understanding of our topic, we set in our thesis 

words such as “multiculturalism”, “cultural diversity” or even as the same meaning of sharing 

several cultures within a team. 

This concept of diversity, just as the culture has been so far a main topic of study for researchers 

and scholars and pertains generally to the differences between people on any characteristics or 

attributes that may lead to perceive that another person is different from oneself (Knippenberg & 

De Dreu & Homan 2004, p. 1008). This diversity has been treated through a substantial amount 

of variables such as: age, gender, ethnicity, sexual orientation, physical abilities/qualities, religion, 

social class, geographic location, income, marital status, social practices, political orientation, 
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educational background, beliefs, norms, values and work experience and so on (Moon 1997; Ely 

& Thomas 2001; Knippenberg & De Dreu & Homan 2004; Lustig & Koester 2006). This 

diversity led researchers to distinguish different dimensions of diversity effects that are 

aggregated on physical differences, cultural differences, role-related differences or inherent and 

immutable differences (Ely & Thomas 2001, p. 230). In our thesis, the cultural variables in which 

we were interested included religion, nationality, social class and race. 

As we have seen previously that culture can be defined « as the values, beliefs and systems of 

meaning that are shared among a group of people and provide a guide for their interpretation of 

various aspects of life and the world around them” (Stahl et al. 2010, p. 442), we consider that 

multiculturalism can be viewed as the presence of different values, beliefs and systems of 

meaning within a social group. Indeed, these people share certain norms, value or traditions that 

are different from others (Cox 1993, p. 6). Therefore, cultural diversity represents individuals 

within a social system whose group affiliations of cultural significance explicitly differ (Bachmann 

2006, p. 725). 

2.5 Cultural Intelligence: a need to manage multiculturalism 

successfully 

“I know that you believe you understand what you think I said, but I am not sure you realize that what you heard 

is not what I meant.” (McCloskey, n.d.) 

Multiculturalism has to be viewed as a complex and social construction (Ely & Thomas 2001, p. 

231) that leads to a dynamic coexistence of several cognitive mindsets providing a significant 

wealth when this “cultural distance” (Stahl et al. 2010, p. 440) and differences are successfully 

managed, recognized and accepted. Notwithstanding, the cultural acceptance is hardly reachable 

as it requires to put oneself in “else’s shoes” (Lewis 2006, p. 22), to recognize that there is no one 

best way and to accept that our point of view or idea is maybe not the most relevant in a given 

situation or facing a specific problem. This ability to work with a multicultural team has been 

framed under the name of cultural intelligence (CI), that is  the ability to act properly in situations 

where cultural differences are significant, and the ability to make yourself understood and to 

establish a fruitful collaboration or constructive partnership across cultural differences (Plum 

2007) but this is also “an outsider's seemingly natural ability to interpret someone's unfamiliar and 

ambiguous gestures the way that person's compatriots would” (Earley & Mosakowski 2004, p. 

140). From these definitions, the authors designed two theories, divided both of them in three 
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principles, to face, determine and define our cultural intelligence. In reality, and through the 

literature, a consensus emerges to shape cultural intelligence, though the naming differs from 

authors. 

For instance, Plum (2007) explains this concept through the name of “Intercultural engagement”, 

“Cultural understanding” and “Intercultural communication”, while Earley & Mosakowski (2004) 

speaks about “Head”, “Heart” and “Body”. 

Exhibit 15: Cultural Intelligence 

 
 
 

 

 

 

 
 

 

 

 

 

 
 

 

 

 

 
Source: adapted from Plum (2007) and Earley & Mosakowski (2004) 

Made by authors 

 
Intercultural engagement (Heart) is considered as the emotional and motivational side of the 

CI. Therefore it represents the motivation, the desire and the willingness an individual has to 

produce an outcome and establish good relations with someone different from oneself, his ability 

to handle ambiguous and unfamiliar cultural situations but also his capacity to master his and 

others emotional reactions “while realizing that the reactions may be culturally conditioned and 

not mean the same thing to both parties (Plum 2007, p. 28). 

Cultural understanding (Head) refers to the cognitive abilities of a cultural intelligent person 

to observe a cultural encounter from several perspectives. The other idea is to recognize that 

there is not one best way and that everyone is different in his extent. Moreover, this is about 

being able to understand one’s and other’s cultures and to relate situations and reactions through 

the issue of cultural gap.  
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Intercultural communication (Body) pertains to the physical representation of the CI and 

copes with the verbal and nonverbal communication. This is the ability to change our behavior 

and to act properly during a cross-cultural encounter. Here the individual has to be able to skip 

from a cultural autopilot to manual control. 

This last part brings us to the biggest issue we meet in multicultural team: the communication.  

2.6 The challenge of communication within a multicultural team 

“To know what people think, pay regard to what they do, rather than what they say.” (Descartes cited in 

Samovar & Porter & McDaniel 2010, p. 243) 

Put aside the discussion referring to the pros and cons of the globalization, this latter is the 

outcome of the increasingly global flow of individuals, goods, products and services (Simons & 

Min 2002, p. 91) and increased the need for companies to think globally, to interact and realize 

transactions with other individuals across the world.  Due, partly, to the development of new 

“information and communication technologies” (ICT) and the existence of faster transportation 

technologies (a Supersonic jet link Paris-New York in less than four hours for instance), it is 

henceforth like no time before easier to connect people of different cultures together. This 

worldwide movement led in our life to inescapable direct contacts with dissimilar people in our 

schools, neighborhoods and workplace (Ting-Toomey 1999, p. 7).  

This shrinkage of distance and gaps between people eased the flow of immigrant workers and 

thus allowed to develop multicultural team but also virtual team (Grosse 2002) therefore 

legitimizing Marshall McLuhan’s vision of a “global village” (Neuliep 2006, p. 2; Thomas & 

Inkson 2009, p. 5). However, conversely to a simple village that shares a common way to 

communicate and therefore a same way of understanding, this idea of “global village” contains a 

major issue lying on the communicative aspect that is seen as a way to “persuade, inform or 

entertain” (Samovar & Porter & McDaniel 2012, p. 8) our surroundings. Yet, communicative 

interaction is unavoidable and vital for team but even more in multicultural teams (Guilherme & 

Glaser & Méndez-Garcia 2010, p. 121). Dynamics, productivity, creativity, trust and synergy are 

created through this ability to express oneself in a team and to interact with his partners.  

Communication is the fundamental block of social process which is present in our daily life. 

Indeed, speaking, moving, selling, buying, leading, negotiating or working with others are ways to 

communicate (Thomas & Inkson 2011, p. 181). Therefore learning how to communicate and 
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what the types of communication are should be a major focus for multicultural managers. In that 

sense, communication is “the process by which persons share information meanings and feelings 

through the exchange of verbal and nonverbal messages” (Brooks & Heath 1993, p. 3). 

Communicating with another culture requires cultural intelligence not to lose the idea that “the 

message that ultimately counts is the one that the other person gets or creates in their mind, not 

the one we send” (Moran & Harris & Moran 2011, p. 47) and subsequently characterizes the 

challenging issue faced by managers. The success of a multicultural company or a multicultural 

team depends on how managers and members understand each other and avoid division within 

each other.  

According to Huntington (1993) “the great divisions among humankind and the dominating 

source of conflict will be culture”. This division is due to a lack of cultural intelligence and a lack 

of understanding between each other. Indeed, what is more frustrating than trying to explain 

something to someone and not having feedback or to see that what we strive to say is 

meaningless to the other person. Everyone has already experienced this situation and faced this 

frustrating feeling. Effective communication in a multicultural team is therefore a more 

challenging activity than in a single culture team; behaviors, values and customs scramble the 

communication and understanding. Intercultural communication therefore occurs when at least 

two individuals with large and important cultural differences regarding attributes as value 

orientations, preferred communication codes, roles expectations, and perceived rules of social 

relationship create dissimilar interpretations and expectations about how to communicate 

competently (Lustig & Koester 2006, p. 52).  

As communication comes through our own interpretation of a situation and of our own 

construction of meanings, this definition highlights the difficulty of effective communication 

across cultural and linguistic barriers. Finally, effective communication within a multicultural 

team relies on our ability to accept differences, diversities and cultural factors in order to reject all 

sort of cultural biases during the communicative process. 

2.6.1 Understanding the communicative process 

Moran & Harris & Moran (2011) inform us that the model of communication in an intercultural 

encounter differs from the traditional model of communication in order to be more efficient in 

the understanding and exchange with another culture. The traditional model of communication is 

seen as a linear process that can be represented as following hereunder: 
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Exhibit 16: Traditional model of communication 

 

 

 

 

Source: adapted from Moran & Harris & Moran (2011) 
Made by authors 

This traditional model of communication is considered as irrelevant in an intercultural context 

due to its failure to consider the cultural aspect and therefore should be better replaced by one as 

the following hereunder: 

Exhibit 17: Model of communication for a multicultural team 

 

 

 

 

 

 

 

 

 
 

Source: adapted from Moran & Harris & Moran (2011) 
Made by authors 

 
The first difference appearing on this process is the noise. This latter characterizes cultural filters, 

interference and others distractions that could more exactly explain the reason of 

misunderstandings and cultural clashes. 

The second difference operates after the receiver. Indeed, after getting the message and then the 

information the receiver has to give a feedback to the sender in order to validate his 

understanding of the sender meaning. In a multicultural teamwork this feedback is essential in 

order to avoid mistakes and to work on unnecessary tasks. 

The last difference, but that actually has to be considered firstly in this communicative process, is 

the idea of the “contextual environment” (Samovar & Porter & McDaniel 2012, p. 9) and more 

precisely in our case the cultural context. It refers to the idea that facing a multicultural encounter 

means accepting differences of interpretations, differences of understanding, different frames of 

references and therefore to show cultural intelligence abilities. 
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Finally, all these differences and misinterpretations during a context of interaction are caused and 

conveyed by the “channel” that is structured in two coding: Verbal and nonverbal 

communication.  

2.6.2 Interacting with people: verbal and nonverbal 

communication 

While an unquestionable consensus emerges from the literature regarding the definition of 

“communication”, the notion of language appears more blurry as to coin it. Although language is 

the most obvious and distinct code for communicating (Thomas & Inkson 2009, p. 88), two 

schools are opposed. The first one considers the language only as a combination of sounds 

expressed through a set of rules full of subtleties and figures of speech for the sole purpose of 

communicating (Neuliep 2006, p. 280; Thomas & Inkson 2009, p. 88). The second school views 

the language in a bigger perspective encompassing the verbal and nonverbal ability, stating that 

language, through sounds, words but also through a combination of basic elements such gestures, 

touching, body position and facial expression, convey and express complex messages that shapes 

perceptions, actions and thoughts (Klyukanov 2005, p. 53; Dodd 1998, p. 119). 

To set a clear situation in our reader’s mind and regarding our own understanding of language, 

we have based our thesis on the principles of the second school considering verbal and nonverbal 

codes as language. 

Verbal language can be spoken or written. On the one hand the spoken side regroups 

distinctive sounds, notes or “phonemes” (Klyukanov 2005, p. 53) that are proper to a language. 

In the daily life, this difference of sound system can be a true barrier in the communication and 

therefore in the understanding and relations with others. One of the examples we can give and 

that we faced in our team is the difficulty for French people to pronounce the sound “h” (ate ≠ 

hate, angry ≠ hungry), “s” and “th” (sink ≠ think). On the other hand set the written language 

that helps people to distinguish between significance. Here, the main challenge regarding the 

written characters usually appears during an encounter between people from China and Italy for 

example. 

Nonverbal language. Ordinarily and mistakenly, most of the people pay more attention to the 

verbal language than nonverbal language. Nonetheless through an experienced realized by Prof. 

Dr Albert Mehrabian (cited in Demir 2011, p. 8) we learnt that only 7% of the communication is 

represented by words while 38% is linked to the audio codes and 55% to the body language. 
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Here is revealed the true power of meaning of nonverbal language. Besides, nonverbal codes, 

through the expression of our emotions and feelings, build more easily trust than verbal codes 

(Samovar & Porter & McDaniel 2012, p. 295). Indeed, expressed through physical appearance, 

chronemics, proxemics, kinesics, haptics, oculesics, vocalics and olfactics (Klyukanov 2005, p. 55; 

Samovar & Porter & McDaniel 2012, p. 293) it is more difficult to fake authenticity and reality 

than with verbal messages. 

2.6.3 Communication competences  

As we could have seen in the previous part relating to the communication, this latter is a very 

demanding task which is not only the addition of words. Friedrich and Van Gundy (1990, p. 131) 

framed this of communication competence as “a situational ability to set realistic and appropriate 

goals and to maximize their achievement by using knowledge of self, other, context and 

communication theory to generate adaptive communication performances”.  

Communicate and more precisely communicate in an effective way with someone and especially 

with others from different cultures therefore requires specific competence and skills in this area.  

While Mandy and Low (2007, p. 85) established a common model with three components 

(knowledge: adoption of the appropriate behavior in a specific situation; skills: having the ability to 

apply such a behavior; motivation: the willingness to communicate in a competent manner) 

regarding communication competence, we finally considered the updated and more complete 

model asset by Canary and Cody (2000) providing six criteria for assessing competence: 

Adaptability (flexibility) refers to the ability to change behaviors and goals to meet the needs of 

interaction including six factors such as social experience (the ability to participate in various social 

interactions), social composure (the ability to keep calm through accurate perception), social 

confirmation (the ability to acknowledge our partner’s goals), appropriate disclosure (the ability to be 

sensitive to an amount and type of information), articulation (the ability to express ideas through 

appropriate verbal language), wit (the ability to use humor in adapting to social situations to ease 

tensions). 

Conversational Involvement pertains to cognitive involvement demonstrated through 

behavioral activity. It refers to responsiveness (knowing what to say, understanding roles and 

interacting properly), perceptiveness (be aware of how others perceive you), attentiveness (listen, don’t 

be pre-occupied). 
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Conversational Management refers to how communicators regulate their interactions and the 

way they adapt and control social situations. They have also to define who controls the ebb and 

flow of the interaction, how smoothly the interaction proceeds and how topics proceed and 

change. 

Empathy is related to the ability to demonstrate understanding and share emotional reactions 

regarding a situation but also to develop cognitive understanding and parallel emotions. 

Effectiveness is viewed as a fundamental criteria for determining competence due to its link 

with the achievement of the objectives of the conversation and the achievement of personal 

goals. 

Appropriateness corresponds to uphold the expectations for a given situation and is also 

considered as a fundamental criteria for determining communication competence. 

Effective communication leads to a better atmosphere within a team that eases and support 

productivity, creativity and good relationships between team members. The importance of having 

a highly communicative manager embodying these aforementioned competences, and besides 

aware that the common sense is maybe not common for others, is therefore a need for global 

companies working among cultural diversity. 

2.6.4 Intercultural communication effectiveness 

Once the assessment of communication competence of the manager performed, we advise that 

this latter should follow practical guidelines to achieve a more effective communication inside his 

multicultural team. Harris and Moran (cited in Bjerke 1999, p. 22-23) developed five significant 

characteristics of intercultural communication we should keep in mind in order to accept and be 

aware of intercultural communication barriers.  

No matter how hard one tries, one cannot avoid communicating. In our verbal or in our 

nonverbal language communication is everywhere, and each of our behavior conveys an 

intentional or unintentional message. Even silence is full of meaning, so it is critical to know how 

to communicate to avoid misunderstanding, misinterpretation and other cultural clash. 

Communication does not necessarily mean understanding. Interacting and exchanging 

verbal or nonverbal language with an individual doesn’t mean that they understand each other. 

Understanding arises when both make the same interpretation of the symbols used in the 

communication process.   
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Communication is irreversible. Communication is seen as the conveyor of our self-expression 

and of our opinion. Once we communicated it is highly tough to take our message back, although 

it can be explained, clarified or restated. Here we recommend to think long and hard before 

speaking. 

Communication occurs in a context. Communication has to occur at the right place and at the 

right moment. Cultures differ and it can be seen as rude to communicate on a specific topic in an 

inappropriate place and time (lunch, diner, theater, etc…). 

Communication is a dynamic process. This is an active and ongoing process without 

beginning or end that can be illustrated through a tennis match. Indeed, the individual will be 

part of an exchange where he is alternately the sender and receiver. 

Although communication is a tricky field, intercultural communication appears as an even more 

complex realm since one of the challenge within a multicultural team is to accept when the 

common sense is not common. With the shrinkage of distances and therefore the inter-

connection between people across the globe, this art emerges as an inescapable need for today’s 

companies. Mastering this art is a necessary but demanding challenge for organizations in order 

to achieve high effectiveness, great performances and to stay competitive in the market full of 

competitors. Hiring talent managers with skills in intercultural communication, as cultural 

intelligence, a strong motivation, a true willingness to evolve inside an ambiguous but rewarding 

multicultural environment and ready “to play open hand” (Plum 2007, p. 114) is essential, just as 

the importance of hiring flexible leader to respond effectively and positively to heterogeneous 

practices and cultural values (Conger & Riggio 2007, p. 304).   

2.7 Leadership in a multicultural team 

“I never teach my pupils. I only attempt to provide the conditions in which they can learn.” (Einstein, n.d.) 

As we stepped into the 21st century, the notion of “borderless world” (Ohmae 1990) led the 

international business stage to move into a global marketplace thus forcing companies to turn 

toward others countries and cultures. This look overseas, by becoming very common and 

necessary in today’s economy, required a new breed of managers able to manage, lead and even 

cope (customers and suppliers) with individuals coming from different horizons. Through the 

different reading we made in the existing literature, we found out several schools with different 

level of acceptance and approach regarding the kind of leadership to use when facing a 
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multicultural team: trans-cultural leadership, cross-cultural leadership, participative leadership and 

transformational leadership. 

2.7.1 Trans-cultural leadership 

Elashmawi and Harris (1998, p. 6) argue that in the world where economics barriers come down 

and culture barriers goes up, organizations need to appeal for a trans-cultural leadership style that 

will allow them to be more effective in a  cosmopolitan environment. This trans-cultural leader, 

who can be seen as a transformational leader, “articulates, implement and nurture a global 

cultural vision, and, thus to create multicultural synergy” (Foulkes 1994, p. 94). He also shows an 

ability beyond the norm to cross socio-political barriers and inspires the multicultural dynamic 

while paying attention to the individual’s cultures (Williams 2006, iv). Intercultural 

communication and negotiation skills, conveying and commitment to an optimistic and doable 

vision, sensibility to all kind of discrimination, effective feedback and mentoring, agility to evolve 

effectively in multicultural environments, empathy, ability to transform biases into positive views 

of individual, others oriented, ability to get ready for mind shift by cleaning up their mind map of 

old mindsets, ability to adapt easily to new and unfamiliar situations and lifestyles, empowerment 

through continuous learning, create cultural synergy whenever/wherever feasible and sharing, 

expressing and fulfilling the needs of colleagues are examples of traits and skills demonstrated by 

a transactional leader. (Foulkes 1994, p. 94; Elashmawi & Harris 1998, p. 6). 

2.7.2 Transformational leadership 

Behfar, Kern and Brett (2006, p. 235) claim that the type of leadership depends on the relation of 

the team with one’s interpretation of the power distance. Indeed, a team with a strong value for 

hierarchy would rather prefer a transformational leadership while a team advocating the 

egalitarianism would prefer a participative leadership style thus as a team with an individualist 

culture (Connerley & Pedersen 2005, p. 46).  

Transformational leadership is the ability to influence individuals to transcend their own 

immediate interests and objectives and release their full potential to achieve not just desired 

performance, but exceed organization’s expectations (Thomas & Inkson 2003, p. 245; Matveev, 

Lvina 2007, p. 2; Bass 1998). Transformational leadership occurs through “idealized influence”, 

which means charismatic actions of the leader focused on values, beliefs and a sense of purpose, 

“inspirational motivation”, “intellectual stimulation” and “individualized consideration”. A 
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transformational leader as to act as a sort of mirror for his followers and by demonstrating high 

confidence, optimism and hope to them, he expects to the same quality in them. 

2.7.3 Participative leadership 

Many theories as Douglas McGregor’s Theory X versus Theory Y manager (1960) and Rensis 

Likert’s System 4 management (1961) suggest participative leadership in a multicultural 

environment is more effective than an authoritarian one (Connerley & Pedersen 2005, p. 152). 

Chohkar, Brodbeck and House (2007) coined this participative leadership through an 

interpretation relying on the perspective of several cultures. Rooted in different societal cultural 

practices and values, they claimed that participative leadership is by definition an opposition to 

non-participative, autocratic or directive leadership and has to be viewed as a set of personal 

characteristics as treating others as equal, being informal and not preoccupied with oneself thus 

as a set of communication behaviors like listening, inviting suggestions from others thus 

stimulating, through an open change, the provision of information and perspectives to bear on 

the task. In other word, participatory leadership, as a democratic approach, involves people in the 

decision making process and is aware of the nonexistence of a one best way due to cultural 

differences. Thus, by being more open minded, participatory leaders are more able to “appreciate 

diversity” (Erickson 2010, p. 66), to “embrace complexity” (ibid, p. 65) and conflicts, to play 

open hand with individuals and to strive to promote a positive environment wherein evolved to 

ease the development of his team members. As Duff (2007, p. 20) argues “participatory leaders 

never say I, they do not think I; they think we”, they demonstrate qualities, attitudes and 

competences in being culturally intelligent and coping effectively with cultural diversity. 

2.7.4 Cross-cultural leadership versus Global leadership 

Although we expect some variation among countries in leadership needed skills and that there 

even is a remote possibility that an ideal leader prototype exists (Scandura & Dorfman 2004, p. 

283), at the first glance, we can notice that this three previous schools gather somehow and 

sometimes the same basic characteristics for achieving an effective leadership inside a 

multicultural team. Yet, in 2002, Thomas (2002, p. 147) claimed that “there is no theory of cross-

cultural leadership grounded in research”. Since, it seems that his call found an ear. Thereby these 

similarities led scholars and researchers to wonder if some universal leadership dimension existed 

and contributed to an effective leadership within a multicultural team.  To explain it, we focused 

our attention on two theories: cross-cultural leadership and global leadership. 
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Cross-cultural leadership as a broad sense and refers to “the ability to lead and make sense 

across cultures and contexts, that are different from the leader’s one” (Conger & Riggio 2007, p. 

302) or the capability to offset culture shock, to cope with differences and to adapt oneself to the 

circumstances of another cultural environment (Holden 2002, p. 294). This style of leadership 

draws five effective and essential cross-cultural dimensions regardless of culture through the 

XLQ Model (exhibit 18): trust, power, transformation, communication and empathy (Grisham 

2006). Shaping under the form of a wheel it conveys the idea that trust is the center, the 

foundation and hub of cross-cultural leadership and without it, it cannot operate effectively. The 

spokes of the wheel are represented by communication, empathy, transformation, power and the 

rim of the wheel by culture. Without culture, the wheel would not be a wheel and therefore 

would be ineffective. The lubricant is conflict management which can be used to rouse creativity 

or raise frictions if not well managed. This model also implies the leader’s knowledge and 

awareness of each component characterizing this wheel thus as the importance to get a good 

balance between them. Indeed, a weakness in any component will shrink the effectiveness of the 

leader in his management of a multicultural team. 

Exhibit 18: XLQ Model 

  

 

 

 

 

 

 

 

 

 

 
 

Source: Grisham & Walker 2008 

Global leadership. Here we wanted to name global leadership the final outcome obtained by the 

Global Leadership and Organizational Behavior Effectiveness (GLOBE) (House & Javidan 2004) 

that we considered so far as the best model to describe the leadership style to use among 

multicultural teams. Therefore the labeling global leadership seemed to us currently appropriate 

and updated.  This research aimed to determine the impact of cultural differences on leadership 

thus as common characteristics between leadership styles across cultural dimensions and that a 
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leader or manager should follow and promote. Such attributes as being trustworthy, just, honest, 

integrity, having foresight and planning ahead, visionary, being positive, dynamic, encouraging, 

motivating, and building confidence have been set up as similar leadership traits between cultures 

(Scandura & Dorfman 2004, p. 286).  

 

Then, still to manage a multicultural team across the planet the GLOBE shaped six global 

leadership dimensions arising upon (Scandura & Dorfman 2004, p. 287; Grishman 2006, p. 50):  

 

 Charismatic/value-based: ability to motivate and inspire. It contains subcategories of 

vision, inspiration, self-sacrifice, integrity, decisiveness and performance orientation. 

 Team oriented: ability to build common purpose. It contains subcategories of team 

integrator, collaborative team orientation, malevolent, diplomatic and administratively 

competent.  

 Participatory: degree of involvement in decision of others. It contains subcategories of 

non-participative and autocratic. 

 Humane oriented: refers to compassion and generosity. It contains subcategories of 

modesty and humane orientation. 

 Autonomous: refers to individualistic and independent attributes. 

 Self-protective: ensure security and safety of self and group. It contains subcategories of 

self-centered, conflict inducer, status consciousness, procedural and face-saver.  

 

Following all the information we collected among our last pages regarding leadership in a 

multicultural team, we claim that modeling an ideal leadership style for a multicultural workforce 

appears as a very demanding and challenging task. Indeed, no ideal leadership has been so far 

found out and considering the world as a complex and a moving plate, it would be bold and 

presumptuous to think in building up an ideal one. However, we agree on the common 

leadership attributes and dimensions that every managers or leaders when facing a multicultural 

context should pay attention and take in consideration to increase his chance of success during a 

multicultural encounter because finally the first aim of a company was, is and would probably 

stay, to make business. 
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2.8 Bring out the best in a multicultural team  

“Coach Looper is amazing. She is probably the best at bringing out the best in each player, because she 

understands us all so well.” (Denny, n.d.) 

Although cultural diversity appears as a true need for today’s organizations, to manage, to lead 

and to organize individuals coming from different horizons, background, with different set of 

interpretations, understanding and frames of references, it stills remains “one of the greatest 

challenges for companies” (Neuliep 2006, p. 376) that mostly led to the existence of inefficient 

and unproductive teams whereas this diversity should rather made these teams the most effective 

and most productive one inside an organization (Adler & Gundersen 2008, p. 140) (exhibit 19). 

Exhibit 19: Team Effectiveness 

 
Source: Based on Kovach (53); adapted by Adler 

In this book, Adler and Gundersen (2008, p. 140) switched the issue regarding management of a 

multicultural team by replacing management in the center of the discussion and they state that 

the success, productivity and effectiveness of a team depends rather on the good and appropriate 

style of management used than on the presence or absence of diversity. Therefore, what differ 

between an effective and ineffective multicultural team lie on its ability to transform their 

diversity as strength when it can improve performance, and to neglect this same diversity when it 

can weaken team performances. Nonetheless this switch requires to be aware of cultural 

difference as well as demonstrating cultural intelligence skills. When success occur, we can affirm 

that the multicultural team succeed in creating a cultural synergy which “recognizes both the 

similarities and differences among the cultures that compose a global organization and suggests 

that we neither ignore nor minimize cultural diversity, but rather view it as a resource in designing 

and developing organizational system” (ibid, p. 109). Concretely, it refers to the recognition of 

similarities and differences in a multicultural team as equally important, thus claiming that there is 

no culture inherently superior to the other and that we can find the existence of many ways alike 

to work, live and to reach goals. 
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2.9 Opportunities and challenges in a multicultural team 

“Diversity can boost creativity and solve better problems because they drew from a broader spectrum of experience.” 

(Tayeb 1986, p. 141)   

Although workforce diversity is today a reality, many global organizations face difficulties in 

managing such cultural differences that finally pose barriers to performance. While these 

companies view this cultural gap as a liability others prefer to see in this asset any true 

opportunities.  Based upon our different readings, the following table hereunder strives to 

represent the benefits and drawbacks that can occur in a multicultural team if this latter is well 

(profits) or badly (drawbacks) managed. 

Exhibit 20: Multicultural team's profits and drawbacks 

Profits Drawbacks 

 Innovative problem solution approach 

 Broader perspectives in problems 
solutions and decisions alternatives 

 Minimize the danger of groupthink 

 Higher quality of decisions 

 Higher creativity  

 Higher curiosity 

 Higher flexibility & adaptability 

 Higher respond to change 

 Higher engagement 

 Higher performance 

Higher satisfaction 

 Positive emotions 

 Sense of responsibility 

 Better critical analysis 

 Better tolerance with ambiguity and chaos 

 Team learning, ability to learn more 

 Group ethical decision-making 
 Synergistic effects 

 Strong conflicts between members 

 Problems of communication  

 Group cohesion decreases 

 High turnover rate 

 High absenteeism rate 

 Low work satisfaction 

 Loss of willingness to cooperate with 
group members 

 Need more time to solve problems and 
to draw decisions 

 Less satisfaction with workgroups 

 Less commitment with workgroups 

 More stress 

 Value incongruence 

 Less mutual trust 

 Greater uncertainty in dealing with each 
other 

 Ambiguity, complexity & confusion 

 

 
Source: adapted from Stahl et al., 2010; Bachmann, 2006; Lewis, 2006; Cox & Blake, 1991 

Made by authors 

This table, despite non exhaustive, highlights the importance of establishing a good management 

style in order to build an effective and performing team and to avoid any deviances and failures. 

As the need for organizations to cope with multicultural team is more and more current in this 
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borderless world, the next challenge for them is to build an effective team that would perform 

and create a cultural synergy.  

2.10 Team building in a multicultural team 

“We become not a melting pot but a beautiful mosaic. Different people, different beliefs, different yearnings, 

different hopes, different dreams.” (Carter Cited in Samovar & Porter & McDaniel 2012, p. 206) 

It has not been easy to find out some information regarding the way to build a multicultural team. 

However, a mix of age, gender, background, and culture seems to be a first good approach to 

construct a multicultural team. Besides, although we pay great attention to the diversity of this 

multicultural team we require that the main focus is not the diversity trait but rather the skills and 

competence of the individual. Having the good competence at the right place is the main task a 

manager has to respect when placing someone. This “task-related selection” (Adler 2008, p. 145) 

maximize team effectiveness and rejected the diversity aspect in second position. Recruiting a 

diverse workforce might be a challenging task, however retaining and motivate the diverse 

workforce appears to us as the main challenge met by companies.  

Moran, Harris and Moran (2011, p. 243) explained that a sort of practical guideline exists to 

facilitate team success, to create a cultural synergy and to manage successfully a diverse 

workforce: 

 Tolerance of ambiguity, uncertainty and seeming lack of structure 

 To take interest in each member’s achievement, as well as the group’s 

 The ability to give and accept feedback in a non-defensive manner 

 Openness to change, innovation, group consensus, team decision-making, and creative 

problem-solving 

 Creation of a team atmosphere that is informal, relaxed, comfortable, and nonjudgmental 

 The capacity to establish intense, short-term member relations, and to disconnect for the 

next project 

 To keep group communication on target and schedule, while permitting disagreement and 

valuing effective listening 

 To urge a spirit of constructive criticism, and authentic, non-evaluative feedback 

 To foster members to express feelings and to be concerned about group 

morale/maintenance 
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 To clarify roles, relationships, assignments, and responsibilities 

 To share leadership functions within group, and using total member resources 

 To pause periodically from task pursuits to reexamine and reevaluate team progress and 

communications 

 To foster trust, confidence, and commitment within the group 

 Sensitivity to the team’s linking function with other work units 

 To foster a norm that members will be supportive and respectful of one another, and 

realistic in their expectations of each other 

 To promote an approach that is goal-directed, seeks group participation, divides the labor 

fairly, and synchronizes effort 

 To set high performance standards for the group 

 To cultivate listening skills 

By using this guideline, an organization composed of several cultural diversities can be efficient 

and highly performing, can compete on the market but also can more readily step into other 

international market. Notwithstanding, when facing a multicultural team “no international 

formula for motivation” (Lewis 2006, p. 141) exists and it is more challenging than in a single 

culture to keep the motivation up. Thereby, we recommend to managers to have a wide 

knowledge regarding the way to motivate people. More knowledge in this field the manager 

would get, more able he would be to manage successfully a multicultural team by responding to 

their true need.  

Therefore, we claim that some others techniques of motivation exists and that can be very useful 

for managing a multicultural workforce. Any researches have already been realized regarding the 

different way to motivate people. Characteristics such as a need for sustenance, safety, security, 

belonging, recognition, sense of growth and sense of achievement (Daudi, 2011, lecture) thus as 

the famous Maslow’s pyramid of needs (1943) represent strong motivators.  

Besides, Tayeb (1996, p. 180) stated for a “diversity awareness”. Team members, just as the 

manager, should demonstrate cultural awareness and cultural intelligence abilities in order to 

evolve efficiently in a multicultural environment. If not, special trainings should be put in practice 

to build up this diversity awareness. Acceptance of differences of others is a necessary skill for 

evolving in such a context.  Besides, he considers that in a multicultural team we should be able 

to learn from others (ibid, p. 194). This sharing of knowledge fosters good relations between 

members of the same organization by paying positively attention to their differences. Indeed, 
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when managing a multicultural workforce, a manager should not lose in mind language or dialect 

differences, thinking differences, value differences, training differences and rules that govern 

behavioral norms (Mandy & Low 2007, p. 87). 

Thomas (2002, p. 182-186) developed an interesting perspective regarding the management of 

these multicultural work groups. Indeed, he emphasized among others the need of “training”, 

“management support” and “common purpose”. He claimed that the success of work groups 

rely on the training in interaction skills, technical skills as well as cross-cultural training. This latter 

has been detailed by Kundu (2001) under six techniques which are “environmental briefings”, 

“orientation in culture”, “cultural assimilator”, “language training”, “sensitivity training” and 

“field experience”. The “management support” has been explained by Hayes (1999) as the full 

support for the team from the top management in terms of trust, material and information in 

order to achieve their objectives. Finally, Thomas shared with Adler (2008, p. 145) the idea of 

“common purpose” that allow to establish a vision, convey a sense of purpose among team 

members and set goals that transcend individual differences, namely “superordinate goal”. 

In addition to this latter idea of “establishing a vision” as well as the one of “task-related 

selection” seen previously, Adler coined four others elements determining her guideline (ibid, p. 

145-147): 

 Recognizing differences within a multicultural team is a need to link members together 

but also to achieve a cultural synergy.  

 Equalizing power should give to everyone the same voice inside the team to foster the 

participation because “teams generally produce more and better ideas if all members 

participate” (ibid., p. 146).  

 Creating mutual respect set a peaceful and harmonious atmosphere in which it feels 

good to evolve and to achieve effectiveness and valuable performances. 

 Giving feedback and especially positive one on their process and outcome. Giving 

feedback to the all team at the same time increase the feeling of belonging to a team and 

thus increase the willingness to surpass oneself for the team. 

Finally, companies must assess their pulse (Kundu 2001) that is to say measuring if members of 

the company evolved in a harmonious atmosphere and enjoyed their work. In function of this 

rate the commitment, well-being, motivation and satisfaction of individuals for the company will 

rise or will decrease. 
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2.11 Designing a multicultural organization for a multicultural team 

“Design is a funny word. Some people think design means how it looks. But of course, if you dig deeper, it's really 

how it works.” (Jobs, n.d.) 

According to the guru of management Peter Drucker, being productive is a mission that every 

institution has to face (Marciarello 1985, p. 26). As we evolve in a global marketplace where 

diversity has become common, organizations should henceforth value and manage diversity to 

enhance organizational effectiveness in order create a competitive advantage (Cox & Blake 1991, 

p. 45). However, these same authors argued that to increase the benefits of diversity and to 

reduce the disadvantages in terms of “group cohesiveness, interpersonal conflict, turnover, and 

coherent action on major organizational goals” (ibid, p. 52) an organization has to move into a 

multicultural organization wherein members of all horizons and background can express and 

develop their full potential. This transformation can be realized with the help of five key 

components that are “leadership, training, research, analysis and change of culture and human 

resource management systems and follow up” (ibid, p.52) This multicultural organization is 

represented through six specific traits such as pluralism (reciprocal acculturation where all cultural 

groups respect, value and learn from each other), representation of all cultural groups at all levels 

of the organization through a full structural integration, full integration of minorities in the 

informal network of the company, absence of biases such as prejudices and discrimination, equal 

identification and equal opportunities between minorities and majorities, and a minimum of inter-

group conflict based on race, gender, nationality and others variables (ibid, p. 52). 

We consider that evolving inside a multicultural organization for a multicultural team is a 

necessary need that would foster trust, productivity and performances. Indeed, by paying 

attention to the differences of others and therefore by restructuring the organization, members 

would see in this symbol a pledge of trust and of willingness to work with cultural differences. 
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HALF-TIME OF THE MATCH: Conceptual framework 

 
According to Fisher (2007) we could represent our conceptual framework through different 

schemes. However, in our understanding none of the illustrated designs offered by Fisher are 

utterly suitable with our own vision of our conceptual framework. Despite the latter 

consideration, we can define our conceptual framework as a clash between the “cause-effect” and 

“stage in process” framework design. Throughout this year we have learnt to rely on experts 

advices and knowledge, we have also understood the importance of developing our own idea, 

subsequently our own framework through an enterprising behaviour.  

As we have seen so far, talent management and multiculturalism are two topics that nowadays 

may collide. Therefore, through our conceptual framework we wanted to express the mutual 

relationship between both. We considered that these two current topics brought and raised an 

updated issue for companies that was: managing talent in a multicultural environment. Finally, 

the sphere of this conceptual framework represented the shell of a ball which characterizes our 

area of investigation: football. 

 

Exhibit 21: Our conceptual framework 
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SECOND-HALF OF THE MATCH: Case studies 
 

We believed that the best way to construct knowledge, to gather meaningful information and to present the topic of 

football, was fulfilled firstly through the use of case studies and secondly recurring to the conversations that we 

obtained throughout the thesis process. In the following section we present as case studies two football managers that 

in our opinion represent the “top-class” managers and leaders in the football environment. Our target, and also our 

dream, would have been to get in touch directly with them. However, despite the frantic attempts, we did not succeed 

in reaching them. Given the above mentioned circumstances we thought that a deep “immersion” in the literatures 

concerning their personalities, in the videos of press conferences and documentaries we could have grasped the 

necessary materials to achieve a solid and consisted base to construct an insightful section.  

1. THE SPECIAL ONE: José Mourinho 

“No one can ever been quite prepared for the phenomenon of José Mourinho” (Morgan, n.d.) 

José Mourinho is a Portuguese football manager who within the time span of ten years has 

achieved more trophies than no one else with four different clubs. He started his career as 

football manager quite young leading the youngster team of his town. In the meantime he 

worked with disabled people (considered by him as one of the most emotional and rewarding 

experience of his life), he obtained a degree in physical education, he was teacher in a school and 

he studied the role of a football manager. The first important step at the managerial level came as 

translator and assistant coach of Bobby Robson  before and Louis Van Gaal afterwards. In 2002 

he was appointed as head coach of Porto where he set up his winning career winning two 

Portuguese leagues, the Portuguese Cup, the Supercup, the UEFA Cup and the Champions 

League. In 2005, while joining Chelsea, he presented himself as the “Special One” and led this 

team to an array of victories including two Premier League, two League Cup,  a Community 

Shield and an FA Cup in two years. After the British experience he moved to Italy in 2008, where 

he completed a real masterpiece winning in 2010 Seria A, Coppa Italia and the Champions 

Leagues, trophies that were added to an Italian Supercup and a Serie A title gained in 2009. 

Currently, Mourinho is managing the team Spanish team of Real Madrid, leading “Le Merengues” 

in the first season to a victory in the Copa Del Rey. In spite of his results, Mourinho represents a 

completely new way of imaging, interpreting management and leadership in football. The 

“phenomenon” of Mourinho captures the attention not only of media, firms and club but also of 

scholar of management and communication, rendering him one of the personality and leadership 

position most studied by the scholar of communication. 
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1.1 The “Family” 

“This looks like a hug, but it’s more than a hug...This is a hug that shows we trust each other. Without words 

he’s saying to me “Thanks” and I’m saying to him “Thanks”. This is a hug that we repeat player after player 

because we are a family” (Mourinho cited in Barclay 2011,  p. 75) 

In this way Mourinho described, during a convection hosted in Israel which purpose was to 

foster the integration process between Israeli and Palestinian kids, a picture of him embracing the 

player of Chelsea Lampard. At the first glance we did not realize the real soul and message in 

terms of leadership and also management of Mourihno’s phrase. In fact, we merely 

acknowledged and confirmed the importance of the emotions and more precisely of the soft 

skills in the job that this manager is fulfilling every day. However, listening, reading and watching 

further interviews, papers and articles of former players and current players managed by the 

Portuguese we discovered that they, quite often, recurred to words as family, loyalty, empathy 

and trust in order to describe their relations and their experience in the environment created by 

Mourinho.  

In terms of talent management the picture that can be drawn is really interesting. Many scholars 

and researchers in the last twenty years claimed that a key solution, in order to improve the 

performances of the bright talents and in general of the employees, lies in creating the right and 

proper environment. Nevertheless, very few have ever tried to describe what is, or what they 

mean with “right environment”. We believe that the idea of Mourinho of creating a familial 

environment within the club boundaries can been seen and labelled as the creation of the right 

environment. People in most of cases find and base on the family the place and the point where 

they can experience serenity and where they can share the best moments of their life. 

Furthermore the concept of family is from its roots and its soul a concept of long term 

relationship, which implies that all the members of it are involved or should be engaged in a 

process of values and relations construction. Using this paradigm we acknowledge that as football 

manager Mourinho played many time the role of a family’s father. Among the countless example 

we found very meaningful the behaviour adopted by Mourinho with the young and rebel Balotelli 

in April 2010, before the famous Champions League semi-final of Inter Milan against Barcelona. 

In the first leg, Balotelli became protagonist of a despicable as a foolish act to show his disdain 

against the club and the supporter. The player was excluded from the team for the forthcoming 

leg. However just few hours before the departure Stankovic - Serbian mid-fielder who was 

disqualified for the second leg - begged Mourinho to join the team, just to stay close to the fellow 
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and to breath the magic air of the second leg. Mourinho agreed but he ordered all the players that 

were not supposed to come for the match to join the team, including Balotelli. Afterwards, when 

Inter Milan ensured its presence in the final he declared that all the team should have been 

together to live and to joy for that moment. Moreover, the cameras portrayed a happy as 

emotional Balotelli who was celebrating the victory with the team mates. Definitely this was the 

ploy which made Mourinho and Inter Milan winner of all the titles in 2010, but is surely a part of 

the alchemy that Mourinho has been able to create at Inter Milan: a family. 

1.2 El Traductor (The Translator) 

“I do not understand the language, but I understand the emotions” (Mourinho 2006). 

Mourinho started his career mainly as translator, given his fluency in many languages 

(Portuguese, Spanish, English, French and lately Italian) and his passion for football, which made 

him a perfect person to be appointed next to foreign managers coming to Portugal (Bobby 

Robson) and afterward to Spain (Louis Van Gaal). For this reason he was labelled in Barcelona 

with an appellative that Mourinho never appreciated: “El Traductor”.  

Besides, this story lies another aspect that is fundamental in the methodology and in the idea of 

management of the Portuguese manager.  He believes that for a manager is fundamental to know 

the local language, namely the language of the club and also the players should know that 

language and if they lack this knowledge, they must learnt it. However, Mourinho in his 

interviews and press conferences never spoke about difficulties discerning from different 

languages, instead he claimed that the most difficult task for a manager is to cope with and to 

lead different cultures and brains (Mourinho, Football’s  Greatest Managers, BSky Sport, 2011). We 

have been extremely fascinated by the expression “different brains”. Indeed, even though at a 

first glance it might seem that we did not discover anything new, we believe that using the word 

“brain” is a different way of interpreting and analyzing diversity.  

We thing that the use of this word implies and installs a different mindset and perspective in the 

manager. Indeed, we believe that Mourinho sees as main obstacle in the creation of a common 

language and/or common frame of references the individual and personal idea concerning 

football rather than the languages barrier. We are aware that the individual idea of football is 

highly related to the country of provenience. For instance, a Spanish is more likely to be inclined 

to an idea of football based on the possession of the ball whereas a Brazilian might base his 

activity on the creativity and the spectacular nature of the game. However, we believe that the 
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mindset to cope with different perspective and ideas, firstly disregards the barrier of languages, 

who appears to be taken for granted, more precisely is assumed that the players know how to 

cope and deal with this diversity. Secondly, we believe that this particular attitude is going even 

further than the so called and requested “soft skilled” that leaders should posses in our days. 

Catching and depicting the idea and the perspective of the players concerning football renders 

them completely “naked” the  in the eyes of the managers, given him the possibility to have a 

perfect picture of the players.  

We know the managers and leaders today are involved in many activities and programs to get 

closer and to create an alignment in their frame of references. We wonder whether leaders are 

never involved in activities based on discovering the perspectives that followers have concerning 

the corporate business. And whether the answer is positive, if they are involved in activities to 

cope with these different perspectives and brains. We believe that this is a secret, an element of 

the success of the leadership style of José Mourinho. 

1.3 The Details’ Master 

“Mourinho reduces the causality.” (Messina 2011) 

Mourinho is widely known for his scrupulosity and attention on the small details. During our 

conversation with Gianluca Di Marzio at Sky Sport, he remembered Mourinho during his time 

spent at Inter Milan. He argued that Mourinho was used to arrive very early in the morning and 

spoke before with the head-gardener and told him that whether he would have cut the grass of 

the pitch even better so the players could have practiced better and thus win the Champions 

League. At the restaurant he was also used to exchange some words with waiters and reminding 

them to prepare the best coffee because if they would have won the Champions League it was 

also thanks to them. At the end of the season they won the Champions League.  

In March 2012, we assisted in the Premier League to the collapse of the young British player 

Fabrice Muamba. The player was immediately succoured by a team of doctors who thanks to 

their prompt actions saved the life of the players. Later on we discovered that from 2006, due to 

the persisting request of the Portuguese manager, in all Premier League’s matches the presence of 

an equip of doctor specialized in intervention in case the players’ life is in danger, is compulsory. 

While in the case of Inter Milan the attention of the details was limited to the boundaries of the 

club, in the example of Muamba it is clear that Mourinho possesses the ability to look at all 
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pictures with an outstanding ability to perceive small details that might influence the performance 

of his club or increase the comfort of his players. 

Most clubs and generally speaking many companies today are deeply involved in activities of 

scouting developing systems and practices that should foster these processes. However, few clubs 

pay great attention to the choice of the scouts, appointing most of the time former players that 

are often not really engaged in their task. Is not surprising to discover the most of the member of 

the Mourinho’s team are with him since the beginning of the managerial career of the 

Portuguese. Thus, is not properly the choice of the players who is important, but rather the 

selection of the managerial team.  

Mourinho declared that “...who knows only about football doesn’t know anything about football 

...” (cited in De Ponti 2012). At first glance this phrase might seem obvious, since the conditions 

and the complexity of all the environment today imply not only a deeper understanding of the 

field where you are involved but also a general understanding and knowledge of other fields. In 

our understanding, we believe that Mourinho is perfectly aware that just a man might not fulfil 

properly all the nuances, that creates a winner team, therefore the presence of complementary 

people become fundamental.  

Even though we are aware of the different conditions, contingencies and also contractual details, 

we wonder how many leaders and chief executives move to other companies with their “winning 

team”.  

1.4 Making Management Sexy 

“He (Mourinho) is probably the only man I would leave my husband for and he is probably the only man that my 

husband would leave me for” (Moore 2006) 

Bobby Robson making fun about the beauty of Mourinho, confessed that during the period that 

the Portuguese spent as his assistant, he was used to tell him to not standing next to him too 

many times otherwise the female public would have paid attention just to him. Besides his 

physical beauty, is undeniable that Mourinho embodies in his leadership style a strong capability 

to persuade and to seduce people. Lord Richard Attenborough (2006), life vice-president of 

Chelsea F.C., talking about Mourinho during an interview with BBC recalls to an art that 

metaphorically is even stronger than  persuasion. Indeed, he says Mourinho “has brought magic”.  
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This ability to make management sexy is turned to be so effective and so powerful in handling on 

the one hand players “with peanuts and bananas” (Mourinho 2006)- expression used by 

Mourinho to describe players with neither fame nor money- and on the other hand divas. The 

results, in fact, demonstrated that Mourinho is able to extract the best from most of his players 

conducting teams as Leira at the beginning of his career to achievements that were never 

obtained before. 

Anyway, what is really astonishing in him is the capacity to seduce players that are known to be 

difficult to deal with. The Swedish Ibrahimovic, well known either for his football ability or for 

the complexity in getting along, affirmed “with Mourinho, I could go out and kill for him-that 

was the motivation he gave me” (Barclay 2011, p. 300). Ronaldo, Portuguese striker and “prima 

donna” of Real Madrid, more than once declared his “attraction” and total devotion to his 

manager. The Cameroonian Eto’o after winning the Champions League at Inter with Mourinho 

affirmed that throughout all that season he played in an unnatural role just for Mourinho.  

Thus, appears that players that other managers could not even discuss with are seduced by the 

leadership style of Mourinho that they are available to do everything for him. Someone might be 

interested in discovering what kind of techniques or methods this manager applies to be so 

effective in his role. Since we spoke about “making management sexy” we realized the being 

attractive and namely be seductive and sexy is a quality that does not required a recipe and 

actually there are many ways to become seductive. Mourinho, we might say, found the way to be 

sexy in his leadership style, even though we are not sure that he possesses the best ideas 

concerning football, but nevertheless in ten years of activity no one has never succeeded as much 

as him. Therefore, we argue that in a multicultural environment having great ideas might not be  

enough to retain and develop talents, while possessing and developing a seductive and sexy 

leadership style appears to be more fruitful.  

1.5 Over-coaching 

“For guys like Balotelli, Quaresma and Santon it’s easy to grow and understand how to work: they just have to 

look around” (Mourinho 2008) 

Mourinho throughout his career has contributed in a special way to the development and the 

growth of many talents, assuming more than once the role of educator. Joe Cole once affirmed “I 

can genuinely say he’s had a massive influence on my career” (Barclay 2011. p.167). However, 

affirming that Mourinho is a unique example in developing and growing talents, is not the aim 
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and the purpose of this paragraph and would also not be correct to affirm that he is one of the 

few who is able to nurture talented people. What is really interesting in the talent management 

strategy of Mourinho is the awareness to not falling in the trap of the so labelled “over-

coaching”.  

Over-coaching interests and affects young generation of talents, who in the very first years of 

their career, has been inserted in developing programs and subjected to specific training 

processes. On the one hand, those activities are particularly educational, giving a wider and 

complete understanding/vision of a certain field. On the other hand, it has been noticed, that 

those programs limited the mental, the psychological and the strategic own personal 

development. Coaches, managers and higher steps lament that new generations are able to figure 

out only little by themselves and they lack of creativity since they rely on concept inculcated in 

their minds from the young age.  

Many players claimed and recognized that a unique trait in the Mourinho’s management style 

concerns the ability of the Portuguese to make players think and they also reminded the large 

amount of time spent together with the manager reflecting upon thinking and the way of 

thinking. Whereas with the young talents he is more involved in growing and directing them 

through clues and example, trying to bring out the personal aspect and intellect of the players. 

We believe that in global environment who is searching and developing talent, leaders and 

managers on and off are not only responsible to do not provide a meaningful and strong path of 

growth for the talent but are also responsible of creating situation that are overly educational. 

Mourinho and his staff offers an example of a perfect balance in the development of talent, 

adapting his strategy to the different case of the players. The limitation of this statement lies in 

the scale taken into account. Indeed, the first team plus the youngster team plus some people 

around in which Mourinho has also a role, gives a number which is definitely less than the one 

which characterizes the size and scale of a big company. However what is new and what is 

interesting for leaders and forthcoming leaders is this new attention they should put on the over-

coaching issue. 

1.6 The 12th Man 

“The human dimension of the players helps a lot to build the strength of a manager” (Mourinho 2010) 

Mourinho is famous for his sprints along the line-side of the pitch to celebrate an important goal 

or an achievement with all the players of the team, or for his animated discussion with referees or 
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for encouraging the supporters to sing louder. All the aforementioned situations would be 

suitable to describe the behavior of a player, but before Mourinho would have never been 

associated to a manager. Furthermore, if we compare the physical shape of Mourinho with the 

one of most football managers around the world we would discover that he seems to do not 

belong to this group showing a shape that many of them would probably envy. His crazy as fast 

runs towards the players and the videos that on and off depicts him playing with his players or 

assistants are witness of that. Thus, emphasizing this concept we questioned out self whether 

Mourinho, definitely an educator, a “father” of the players, is actually behaving and acting as an 

added player either. The answer following this reasoning is quite obvious, but obvious are not the 

consideration in terms of leadership and management that descend from this statement.  

In our understanding medias, clubs, managers and players themselves, involuntary, started to see 

Mourinho as a player for his full diversity with the previous managers. For the first time brands 

and firms were interested in the imagine of a football managers, medias were struggling to obtain 

an interviews and his press conferences before and after the matches has become a “cult” in 

England before, later on in Italy and currently in Spain. Seldom we saw a football manager able 

to gain almost as a player star and to constantly overshadow them in such a tremendous manner. 

We believe that Mourinho either because gifted by an extraordinary capability of envisioning 

scenarios, or because of his, always declared desired to become a football player, leveraged and 

even bring to an higher level this ability to focus all the attention and “spotlights” on him. The 

purpose, was quite clear, protecting his players and in this manner ensuring the possibility to 

work and nurture them through tactical and emotional discipline in a very effective way. Lampard 

once admitted that with Mourinho, independently from the achievement reached together, he will 

always remain the man with who he lived the most emotional moment in his football career.   

Therefore, he matched this role of the twelfth player and the players accepted and saw him as 

part of them. 

This role of performer, even though appears to suit him perfectly, carries with it an incredible 

amount of pressure and a different vision and perspective of the matches. According to him, a 

match starts with the press conference antecedent the game and during the post press conference 

the match is not finished yet. Moreover, in the moment of highest achievement we had always 

seen Mourinho with his family carrying on the shoulders his young son or embracing his wife, 

like we are used to see with the players. Even though, those performances drew a picture of him 

as the “bad person”, the results are definitely on his side. In a wonderful documentary 

concerning Mourinho, Gabriel Clarke narrator of BSky Sport, romantically affirms that Mourinho 
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has only to prove how he will cope with failures and flops, but “perhaps that will never happen”. 

The statement of Clarke is quite romantic but it might be that his being the twelfth players would 

lead him to further as important successes.  

Being a leader today implies perhaps taking even more responsibilities and further we learnt and 

we read that today synergies and relations with the competitors might play a fundament role in 

not only in a talent management with a global scope but in all fields and managerial practices. 

Looking at the imagine and action of Mourinho who seems to create a cage as a protection of his 

club, we wonder whether leaders today should rethink about the way to see their position. We are 

sceptical to affirm that executives should “fight” on daily base in order to protect their players. 

Consequently, we are completely sure that a new dimension and a new way to look at the leaders 

performance might lead to situations where they can work and deal with talent in a better way.  

2. THE BOSS: Sir Alex Ferguson 

“Professionally the easiest for me was in the Champion League with Porto. It was different when Chelsea and 

Manchester were the two big powers. People often say it is harder to coach a smaller club, but it is easier. With a 

big club you have to win every trophy, every game. That is why to have been at the top for more than thirty years is 

a proof of how strong Alex is. Life at the top can make people very tired. The old man who wants to win every 

game can only be admired. He deserves a statue at Old Trafford.” (Mourinho cited in Barclay 2010, p. 22) 

Alex Ferguson, namely Alexander Chapman Ferguson, is a Scottish football manager and former 

player who has been managing Manchester United since 1986. As a player, he was a talented 

striker playing for teams as Falkirk and Glasgow Rangers for instance. At the end of his career he 

came up with a ratio of 170 goals for 370 matches but he especially learnt the mechanics of the 

football world and its way of management. Before being the manager of Manchester United, 

Ferguson managed East Stirlingshire and St. Mirren, before a highly successful period in 

Aberdeen. He briefly managed the Scottish national team before being appointed manager of 

Manchester United in November 1986. In the meantime, in more than 25 years Ferguson led the 

club through an era of success and supremacy both in England and in Europe, giving him a 

reputation as one of the best as well as one of the most respected and admired managers in the 

history of this game. His durability as a manager of a team makes him the longest manager at the 

same tenure regarding all the current League managers. During this period, the Scottish won 

many awards such as manager of the year and manager of the decade for instance. His strong 

passion, enthusiasm and commitment for the football that we can perceive in every speech or see 
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in every video, made him in 1999 knighted (Sir Alex Ferguson) for his services to the game and 

led him to an outstanding 48 titles. 

2.1 Aesthetic dimension 

“Just to win was not good enough. He [Alex Ferguson] wanted to win in style.” (Edwards cited in Barclay 

2010, p. 62)  

Although the tremendous hunger of victory claimed by Ferguson is obvious, this is actually not 

enough. Ferguson has a long term vision and strives to draw and to convey the best image of 

Manchester United to the football planet. Briefly, winning yes, but winning with style is better. 

Concretely and at first glance we did not understand why aesthetic was so important. In our 

opinion, we only thought the victory mattered and no matter how we came to it. Finally, through 

all our different readings we readily understood that for English natives football remains an 

entertainment. Football releases them from their daily life routine. In that sense, they want a true 

show, they want to see their team attacking their opponents and produce a beautiful game. This 

beautiful game attracts and retains the audience, which utterly shapes the "Theatre of Dreams" 

(nickname of Old Tradfford Stadium) inside which most of world's player wants to play and be a 

part of. Ferguson understood and perceived this need of a beautiful game to attract, to motivate 

and to retain talented players and subsequently to build a great team. That is the reason why he 

always tries to offer one of the most beautiful games to look in the world. Furthermore, by using 

the word “style” and not “beautiful” or “smooth” for instance does not appear to us as a 

coincidence. We know that Ferguson is a master in handling communication and media and that 

the rhetoric has almost no secret for him. Nowadays, highly talented football players are 

considered as Divas or Prima Donnas that spend most of their free time shopping and to be 

model for a brand of perfumes, cars or luxury clothes. Through the emergence of the football 

business, “style” and being “fashion” are common practices that guide this new breed of football 

player. Evolving in a club which has “style” fits with football’s players’ expectations. For 

companies, this aesthetic dimension should be a critical issue. They should pay carefully attention 

to the way people perceive them and the image they reflect to others. The aesthetic dimension 

exacerbates the desire of talent people to join and to evolve inside this mellow environment, such 

for example the Google’s workplace. Playing in a big club is a genuine showcase turned toward 

the world and a true springboard for a career.  
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2.2 There is no doubt about that! 

“In positions of leadership, the appearance of calm was important and you had to work at it by cutting out 

everything that didn't matter.” (Ferguson cited in Barclay 2010, p. 94) 

Conviction and stubbornness are two features which characterize Sir Alex Ferguson. Although 

“There is no doubt about that” is one of the most favorite Ferguson’s assertions, sometimes 

there was indeed a doubt. We believe that this sentence is for Ferguson a way to bring 

confidence, insurance and a vision to his players and he likes to use it to emphasize his idea, 

especially the one he is not sure about. Certainly, at any moment the manager faced the stress and 

uncertainty but he had to be ready for it in order to focus only on what was the true issue. If the 

manager is scared, did not know where to go and what to do, it is obvious that players would 

have felt it and it would have impacted their performance on the field and there was no doubt 

about that. This assertion is so powerful that it leaves no chance for arguments and then no fear 

from his players; the conversation is over that is all. Ferguson always looks confident, strong and 

reflects an image of security, respect and self-confidence that makes people to think nothing 

wrong can happen with him. We have never said that being a manager was easy, and although the 

manager has to be authentic, he has to keep his team on track and to reassure them on what they 

have to do. This is the reason why, we consider the word “calm” as highly important in the 

aforementioned quotation. It underlines the idea that the manager has to save the face in any 

situation to avoid panic within his team. A manager is like the ship commander; during a 

shipwreck he still has to stay calm and to master the situation to lead his “crew” in the most 

efficient manner. To achieve such results Ferguson considers that we need to step “outside the 

bubble and see the big picture from outside” (Barclay 2010, p. 94). Indeed, just as we can see in 

Mourinho’s part, Ferguson understood that having knowledge only on football and its tactical 

aspects were not enough to build a winning team. By knowing the evolution of football and the 

overall idea of how football works with all its weaknesses and strengths inside and outside the 

field allowed him to act, to react and to plan properly and at the right time to a given situation as 

well as broadening the range of possibilities in this same situation. 

2.3 I have the power, I am the Boss 

“No one ever addressed Ferguson as anything other than 'Boss'.” (Strachan cited in Barclay 2010, p. 48) 

We have already seen that Ferguson is highly skilled in communication. We believe that the use 

of the word is not a hazard and that this is a deliberate strategy put in practice by the Scottish 
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himself. Football’s world, just as in every big company, is a stressful and very demanding 

environment within which not everybody can express oneself and perform at his best. Since he 

has been dealing with several teams composed of talented players coming from different 

background, with different mindsets, with high esteem of themselves, etc… he had to develop 

different strategies to manage them. One of them consists in being attuned to his environment. 

Mostly we say that people who handle media, handle information hold the power. In that sense 

Ferguson is powerful. He knows everything about everyone, his weakness, his strength or what 

one of his players did last night. Players cannot even lie to him because he would have felt it. He 

has always been striving to form around him a staff in which he trusts and which can be his ears 

and eyes. Besides, the use of the word “Boss” is according to us a very good way to get off these 

divas from their perch. We consider that this word acts on the cognitive part of our brain and 

thus forced players to behave with respect to their manager. Boss also refers to the idea of power, 

to the idea that he is the one who takes decision and that there is no doubt about his decisions. 

For instance, when time has come to select players for the next match, he does not do it 

sentimentality. He believes whoever plays for the team is the best choice at this specific moment. 

Therefore every player should be satisfied with his decisions even if they do not play. It means 

they are not ready enough to be efficient and to form a winning team on the field. That is the 

team spirit conveys by Ferguson, and we believe this attitude increases the performance of a 

team. Nevertheless, during Ferguson’s career very few players have been privileged and “avoid” 

Ferguson’s power such they were highly talented: Cantona, Giggs, Ronaldo and Rooney are the 

lucky players who benefited from everything. For them, Ferguson pretended not to notice when 

something happened. The different examples such as the one regarding Cantona when he was the 

only one to come in sportswear whereas Ferguson stated for a suit, or even the extramarital 

affairs of Rooney with prostitutes, led Ferguson to say “I didn’t see it” (ibid, p. 117). That is his 

way of management regarding his very prima donnas. Even Beckham cannot boast of this 

privilege. The story of the shoes he received directly in the face by the boss is a good example for 

it as well as a good illustration to show his overuse of power inside and outside the locker room.  

Many times the Scottish exceeded the limits in terms of power. He knew that he had the 

credibility, the legitimacy, the trust of his employers and that consequently he was free of doing 

everything to bring out the best in his team and to achieve the best possible outcome. In the 

book “Football - Bloody Hell!” (2010) relating Ferguson’s story, Robson explains clearly that the 

abuse of power is common to successful managers. Through success, they acquire a bit of power 

that allows them to know what they stand for, what people think of them. This power they have 

over people becomes rooted into them. They use their position to be more powerful and mostly 
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more powerful than they essentially are and lead generally to a form of dictatorship. 

Notwithstanding this idea of dictatorship made us think to an assertion stated by Jean-Louis 

Gassée who claims that “democracies don’t make great products – you need a competent tyrant”. 

Ferguson has always seen Manchester United as a brand that he has been striving to develop. His 

kind of leadership and management made it successfully. Since his arrival at Manchester United, 

the club’s value went from £20 million (bleacherreport 2012) to €1.7 billion in 2012 (lequipe 

2012) thus making Manchester United the most valuable club in the world. Although Ferguson is 

the boss, a tyrant and even a “bastard” (Barclay, 2010, p. 11) who led Manchester United to be so 

successful, we don’t believe, and therefore disagree in some extent with Gassée’s quotations, that 

this is the only reason why he reached this success.  

2.4 I am your father, you are my son 

“He helped in all the ways, not only in football terms but also how to find a house and all my relations out of 

football. I think that, for me, he was a really helpful person. For me, Alex Ferguson will always be a second 

father.” (Pique 2010, STV) 

In the previous part, we have seen how authoritarian can the Scottish be sometimes. However, it 

does not prevent him from being simultaneously a father for his players and to name them “my 

son” (Barclay 2010, p. 133). We even believe in the idea that being authoritarian and tough with 

someone is a sign of fondness; Ferguson loves his players and his players love him and admire 

him. Being managed by Sir Alex Ferguson, “any players dream of that” (Beckham 2011). In our 

opinion, whether you do not like someone you do not try to help him, to make him improve, you 

just disregard this person. That is what the boss does; he always takes care and protects his 

players in any situations in order to build a peaceful and harmonious place inside which it is 

comfortable to evolve.  

In May 2002, during a press conference, a journalist claimed that Juan Sebastian Veron did not 

worth the amount he has been paid regarding his performance of the season. Ferguson get 

enraged and left the briefing immediately by saying “Out of my sight I am not fucking talking to 

you anymore. Veron is a great fucking player. You are all fucking idiots” (Barclay 2010, p.11). In 

that case, we consider that Ferguson wanted to show loyalty and even extreme loyalty since he 

was swearing. By using “fucking” he wanted to emphasize all his ideas, that first Veron was a 

great player and that secondly journalists did not know what they were talking about. We can 

easily imagine the feeling of Veron at that moment. A feeling of pride and of appreciation toward 

http://bleacherreport.com/
http://bleacherreport.com/
http://sport.stv.tv/
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Ferguson that did not give him up and did not hesitate to take risk for him despite the presence 

of cameras and journalists. Ferguson defends his players and does not hesitate to do the dirty job 

himself. We also treat that behavior as a master class in terms of management. This is critical for 

a manager to always stand up for his team and to protect it. Thus, it is very common during a loss 

or a bad performance of a player for several matches, Ferguson claimed that he was responsible 

for and that it was his own fault, while when they won he gave all the credits to his players. Not 

blaming the player in order not to lose his self-confidence and reduce his performance is in our 

mind one of the strategy which makes a team so successful and efficient through the years. 

Furthermore, in 1995, Eric Cantona just received a suspension of eight months for violence on a 

supporter of Crystal Palace. In the meantime, the Scottish never gave up his “son”. He always 

showed loyalty, trust and care to Cantona. Every day or two days at the most, Ferguson called 

Cantona to have a coffee or a talk about the life in the club. In eight months, during all the 

suspension, Ferguson never spoke once about the incident; “that was top-class management” 

(ibid, p.89). We believe that this attitude which consisted of showing interest and faith toward the 

French increased Cantona’s motivation and was also one of the reasons why his next season was 

his second most fruitful in terms of goals (19) and trophies (Premier League, FA Cup, Sharity 

Shield). We think this long suspension allowed the French to increase to improve and reinforce 

his relationship with the boss that he henceforth idealized as a true father; and just as a son, he 

did not want to disappoint his father. Ferguson does not hesitate to show such a paternalistic 

behavior where he shows humanity to his players. He did the same with Van Nistelrooy, when 

this one was strongly injured for several months (2004-2005). He frequently visited him at home 

to reassure him. Van Nistelrooy recovered remarkably and proved all his talent in the next 

season. 

Ferguson knows how to handle media and journalists. During press conferences he very often 

criticizes referees for their decision every time his team failed to win. He criticized physical 

condition, timekeeping or inconsistency of referees. For us, it appears quite clearly that this is a 

way of putting the pressure away from his players, a way of not blaming them and of not 

questioning their talent. If Manchester lost this was not his players fault, because they are skilled 

and because they are the best. Maybe it was Ferguson’s fault or mostly the referee’s fault. This 

attitude with the media and of handling pressure seems to us exactly the same as Mourinho’s 

strategy and as a manner to avoid underperformance of his team by inserting doubts about their 

qualities in player’s mind. 
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Through the years, football has become more and more physical. The amount of matches in one 

season significantly increased and the game was more demanding and the boss considered “if you 

have physical fitness, you get mental fitness” (ibid, p. 93). Therefore, Ferguson asked for doctors, 

full-time weight trainer and physios in order to protect his players. The Scottish has always seen 

his players as the biggest asset of his team and the need for their protection was unavoidable. 

This attention to this detail is important because we believe it is a way to attract, motivate and 

retain people by listening to players’ need and to provide for them. Most of the people want to 

evolve in a safe and comfortable environment where people pay attention to our demands. In a 

more global perspective, Ferguson attached a big importance to infrastructures and the ability to 

evolve within a professional framework. If we want to win we have to provide means to find the 

success.  

Another unquestionable fact showing the relation father-son between Ferguson and his players is 

the one with the referee David Elleray. Although the Scottish disliked this referee for his 

decisions, he argued once for having him to officiate a match. Then he replied that “whether I 

like him or not is immaterial – he protects my players” (ibid, p. 97). Protection of his team is 

subsequently one of his main components in terms of strategy to achieve great outcome, but also 

to attract, motivate and retain people. By developing a strong relationship and link father-son 

with his players he developed a feeling of proximity and acceptability that many managers lack 

nowadays. Thus, he gained his players trust who, as they did not want to disappoint him, forced 

themselves to outperform and to make Manchester United success. 

2.5 All is under control 

“Control is important, very, very important. My [Ferguson] control is the most important thing. If I lose control of 

these multimillionaires in the Manchester United dressing room, then I'm dead. So I never lose control. If anyone 

steps out of my control, that's them dead.” (Ferguson cited in Barclay 2010, p. 133) 

Although control is a tremendous aspect of his management and leadership style, that has to be 

blended with the “power”, Ferguson claimed that sometimes one needs to be flexible and to 

admit that there are things, even if one dislikes them, one could not control; “when somebody 

scored, everyone used to celebrate together. Today, they run across. I don't know whether it's 

self-adulation or what. Tattoos, earrings - it's not my world. I'm sorry. But I've had to adjust to it” 

(ibid, p. 133). When he said he has to adjust to these things he was not familiar with, we believe 

the only reason why he accepted them was because they were not important issues for him. They 

were not sources of problems and conflicts or of bad impact on player’s performance. Contrary, 
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it could have been a factor of freedom, of well-being, of satisfaction, of self-development which 

avoid player’s frustration and help him to release his full potential for the better of the team. 

Cantona (2011) in an interview for the twenty-five years of Ferguson in the club stated that he is 

“a great psychologist, he adapts himself to all generations of players. Now he is nearly seventy 

and he works with players who are nineteen. He can deal with this kind of people and take one 

hundred percent of them”. We believe he gets this adaptability from his ability to keep the 

control. Without this control, the manager would only try to grab it and would not be able to 

change because he would only be focus and obsessed by this control issue. When you master 

something you are more able to evolve, adapt and change still without neglected your master 

piece.  

Besides, even if sometimes Ferguson erupted during press conference, we consider that he is 

mostly in control. In control of the situation, of his schedule, of his players and of his life. 

Ferguson is characterized by people as someone who takes time for others, as evidenced by the 

first aforementioned question realized at Trinity College Dublin in 2010, and although he coped 

“with infinitely more calls on his time” (ibid, p. 13) he succeeded in proving to be “an infinitely 

better friend” (ibid, p. 13). Ferguson knows how to manage his schedule and therefore always 

mastered and kept the control of the situation because he is the boss. We are truly convinced that 

players could feel this control, this no stress in Ferguson, and it made him more approachable 

and more available for his players at any time. This kind of behavior increases the cosines of 

player and their feeling of well-being in this environment. Well-being is an element that always 

been tied to Ferguson. Indeed, another element that we view as essential in Ferguson’s longevity 

is the perfect way he found out to balance his working like with his private life. Implicitly, we do 

believe that the blooming of a manager in his private life allows him to increase his durability on 

the top.  

Finally, we assume this control that Ferguson has on his players and on his environment is due to 

another factor. We consider that the legitimacy he gained through his titles allowed him to keep 

under control many players because they knew, even if they were at first angry and upset, they 

could trust the Scottish because he has the characteristics and the features that bring success; he 

was the man of the situation. 
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2.6 Losing is not an option 

'They will not congratulate you after each win. For them it is normal when you play well. It is normal to win the 

championship. It is Manchester United. We don’t have the right to make mistakes.” (Evra cited in Barclay 

2010, p. 133) 

In 26 years, Ferguson has been transforming Manchester United into a winning machine 

wrapping up 37 different trophies in the meantime. This club, through his values and his legend, 

conveys a common expectation to people: to win. One of the main characteristic regarding the 

club is their involvement and professionalism in the work, at the same time individually but also 

collectively. As the French player Patrice Evra claimed, Manchester United “is a factory workers’ 

club. You have to respect that culture. It’s a club where we work hard” (ibid, p. 133). In this 

sentence we understand, that for people outside, this is the image that the club reflects. This is 

also what a player expects when he joins the club. There is no wrong surprise and no 

disappointment. Only highly motivated and workaholic players join the circle. For common 

organizations, we consider that this is important than from outside people and potential 

employees view the true image of the company, as a place of tremendous work for instance, in 

order to avoid failures and disillusion.  

Obviously losing is not an option. For this, Ferguson has been developing several techniques 

allowing him to motivate his players to win and bring out the best of them. Football players are 

competitors. Talented football players love competition, love challenges and they want to show 

they are the best out there and we believe that this opposition motivate them. Thus, he always 

considered that “the worst thing for an older player is to lose his place to a younger man. It’s the 

best competition you can ever get in a football club. There’s no doubt about that” (ibid, p. 71). In 

this assertion we can understand the willingness of Ferguson to promote anyone who deserved it 

and not to focus only on names of players. Being able to be a part of the eleventh players was the 

fruit of an intensive and hard work during training sessions.  

Moreover, even Jose Mourinho recognized that Ferguson “is the master at it – to play the next 

game before it starts” (ibid, p. 116). The Scottish strove to create an atmosphere of revenge 

within his team. He always tried to put the knife into his players by denigrating the other team, 

like when he claimed that Porto bought his titles at the supermarket. By mastering the art of the 

rhetoric he tried to motivate his players to outperform because they do not have the right to lose.  
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2.7 Building an attractive system 

 “I've certainly never thought Alex was fitting players into a system rather than the other way round, even at 

Manchester United, for all the money he's had at his disposal. Not that you should ever fall into the trap of fitting 

players into a preconceived system.” (Barclay 2010, p.22) 

Regarding this quotation we can tackle it from two perspectives. On the first hand this is the 

player who has to fit in the club’s culture and not the club who has to fit in the player’s culture. 

On the other hand the club matters much more than the player. Since he is in the club he strove 

to develop his knowledge regarding club's management in order to get a big picture and an 

overall understanding of the club. For him knowing all mechanics which shape such an 

organization are critical issues. Success, even more success through the years, is a difficult goal to 

reach and a goal which is not build only on the field but also in the backstage. Thereby having a 

system is important for the Scottish. A system acts as pillars or as a guide that allows a certain 

stability and durability for an organization. We consider that having a good system is a good way 

to attract and retain people. 

Gerard Pique mentioned previously how comfortable and appreciable it was to come in 

Manchester United and to received help for finding accommodations and to settle down. This 

help provided by the club is a part of the system implemented by Ferguson and which allow the 

player “only to think about playing” (Di Marzio 2012). Indeed, facilitating the integration of his 

players by following them and assisted them in the first steps of their new like in a new country 

or even in a new city is a way to make them feel as home, to feel flourished, with the vision, 

willingness and objectives to keep their performance high. As exchange student we know how 

challenging or stressing can be a move out in a new place where everything is different from what 

we know so far. Consequently we also know how helping and relaxing it is to have a system 

which care about us and facilitate our integration. 

We do agree with experts when they say that Manchester United is not the most beautiful team to 

watch in the world. Manchester United has his own style. Manchester united has its own game's 

system which makes it different from others clubs. Although Manchester is not as beautiful as 

Barcelona or even Arsenal, the club has his own game' system which allows players from all the 

world to identify themselves in this system. By shaping such a specific system, very precise and 

stable, Manchester knows they would attract mostly only a certain breed of players who fit in and 

are compatible with the system. Then keeping the motivation up in players who come in a system 
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that they already like even before coming inside seems to be easier. Players come because they 

want to evolve in this unique system which makes Manchester so famous and successful. 

However to achieve such an outcome, Ferguson decided to implement this system to every stage 

of the football's teams - from junior team to professional team. He wanted to keep an 

homogeneity within the club in order to facilitate the promotion of young players to the next 

level and to give a certain stability and therefore durability to the club. In that case when a young 

player join the first team later, he knows what is the system, how it works, what people expect 

from him. Using the same system at every stage of the organization allow to low the time of 

adaptation and to reduce the risk of loss of performance. 

The organization and its system has the purpose to valorize the player at the maximum and to 

highlight his qualities for the team. Giving an identity and recognize his importance within the 

team would increase his adhesion and his commitment because he would be aware of his impact 

on the game. Everyone needs to feel important and to be recognized in order to fulfill and to 

bring out the best of themselves. We consider that this might be one of the reasons why players 

such as Ryan Giggs or Paul Scholes, who are pure products of Manchester united schools 

decided to stay in Manchester united all their career whereas other clubs with better salary offers 

tried to attract them. 
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EXTENSION-TIME: Creating knowledge…  
 

In this part we try to go deeper in the topic either through the elaborations of the conversation that we sustained 

along the thesis activities or through the analysis of conferences hosted by two successful and well-known football 

managers. We suppose the rage of our conversations, which encloses former players, journalists, a professor, an 

executive producer and a director, enabled us to construct our understanding, our theory concerning talent 

management in a multicultural environment. We hope that these perspectives in its wideness could have led us to 

depict a deep as thorough picture, which we believe is legitimated by the richness, importance and diversity of the 

people that participated in our conversations.  

1. …THROUGH CONVERSATIONS 

1.1 Gianluca Vialli 

Gianluca Vialli is a former football player and football manager, who actually works as expert and 

commentator for Sky Sport where he conducts a football program with another former Italian 

player: Paolo Rossi. The professional career started quite early at the age of sixteen with 

Cremonese. Later on he moved to Sampdoria (one of the two major team of Genova), to 

Juventus and finally he close his twenty-years career with the British club of Chelsea, in which 

was appointed as player-manager. Throughout his career as football player he also collected 59 

presences with the Italian national team.  

“Nowadays, the major football teams are composed of eleven firms” (Vialli 2012) 

We really enjoyed and appreciated the conversation that we had with Gianluca Vialli. In spite of 

being for many years a world-renowned player and manager and still “breathing” football on a 

daily base, he always responded to our question and either arose question which used the topic of 

football just as a vehicle to clarify and enrich his ideas and thoughts. Among the countless 

interesting aspect that emerged from that time spent with Vialli - that undeniably fostered us in 

the construction of the topic - we decided to argue and to discuss in this section the 

aforementioned quotation, which, despite its briefness represents once again a “privileged seat” 

to look at leaderships and managerial issues.  

Vialli claims that there is a substantial diversity between the football team of ten years ago and 

the football team of today. Indeed, whereas ten years ago a team was composed of eleven 

members, today we should acknowledge that the same team taken in consideration is composed 



 

 Fabien Quignon & Francesco Vettori   109 

 

of eleven different brands/companies. Recurring to concrete examples, we should report the 

cases of Cristiano Ronaldo, forward of Real Madrid and Lionel Messi, forward of Barcelona. The 

first one has a contract with the team of Madrid which provides him €13 million per season until 

the due date of the contract set for the 2015. However this amount of money constitutes only a 

third of the total income of the Portuguese football player per year. Indeed, bodied contracts and 

partnership with Nike, Armani, Coca-Cola, Castrol, Clear Products and Banco Espirito rise his 

earning to € 29 million per season. Lionel Messi, instead, signed a contract with Barcelona FC 

which guarantees €10,5 million per year. As in the case of Ronaldo that amount must be almost 

tripled to define the total income of the Argentinean Messi. Contracts with Adisas, PepsiCo, 

Konami, Audemars Piguet, Dolce & Gabbana and Air Europa ensure Messi of a yearly income 

close to € 25 million (top10best 2011). Then, it is not a hazard claiming that those people by 

themselves creates business and amount of money that very few business men and leaders in the 

world are capable to realize. 

Thus, each player can be compared as a company engaged through a contractual relationship in a 

group of other ten mighty companies that follow direction and policies dictated by the holding of 

the group, which in our case is the manager. Furthermore, the idea of the group of companies 

and firms might help to understand the different drawbacks and issues that emerged among 

players and between players and manager. Each company deals and copes with issues that might 

not crossed directly that sphere of competences of the holding creating situations where the 

focus of the individual company is more centered on its own activity rather than giving the 

priority to the group necessities and/or directions. Yet, it might happens that for the sake of the 

utter group the holding request a company to undertake a determinate path or policy, which is in 

opposition and against the personal visions, ideas and preferences of the company. Definitely this 

scenario more likely will set up other problematic. 

According to the idea of Vialli, nowadays, football managers and generally speaking clubs face 

continuously the above mentioned problematic. The most successful managers achieve results 

and trophy with a group of players when they are able to move, to translate the personal aspects 

of the players in the background avoiding situations where group interest might collide or overlap 

with the individual prerogative. However this statement does not implies that managers should 

be involved in the personal issues of the players. What emerges from this section is the ability of 

the manager to install a relationship with the group of players and creating a process where they, 

even though objects of interest of sponsors, firms, media, marry an idea and put in the spotlight 

the interest of the group. Vialli declared that Mourinho is a master in those situation. Indeed, the 

http://www.top10best.net/
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Portuguese manager is actor of a process were players are not forced or constrained to losing 

sight of their personal business but rather they get completely involved in the group issues and 

businesses. At the moment Mourinho is managing Real Madrid where players as Kaká, Marcelo, 

Benzema and Altintop might seat on the bench whereas in other teams would be the stars. For 

many years Real Madrid have been nurturing the policy of buying stars, giving to the team the 

appellative of “Galacticos” (Galactic), even though the results did not live up to the expectation 

of both clubs and supporters. With the arrival of Mourinho the trend seems changed since they 

are more likely to win the “Liga” and they are still competing for a place in the final of 

Champions League.  

Thus, appears to us that in order to cope within a group of societies in an international context, 

leaders should look and take inspiration from the best practices of football. The limitations might 

seems obvious lies again in the size and scope of a football team in comparison with other 

businesses. However, recalling the example of Real Madrid we wonder whether sometimes in a 

company there are twenty-four best players-employees as it happens at Real Madrid. In this 

perspective we believe that the comparison and the idea of eleven players as eleven firms/brands 

is a meaningful way to represent issues that might arise in the management of talent in a group of 

societies.  

1.2 Gianluca Di Marzio 

Gianluca Di Marzio is an Italian sport journalist specialized in football working for SkySport 

Italia since 2004. Considered as the best or one of the best football journalist in Italia, he won in 

2008 the prize as best emerging journalist at the golden goal. Currently he is the host of a TV 

show called Speciale Calciomercato which treats of players’ transfers and comments also football 

matches of Serie A (Italian League).  His father, Giovanni Di Marzio, was a famous manager of 

Serie A working for team as Napoli or Palermo. 

“The modern players want dialogues, they want to know why the manager lets them play or not.” (Di Marzio 

2012) 

During our interview with Di Marzio we came across different valuable topics regarding 

management of talented people in a multicultural context. We discussed many critical issues as 

the importance of a good organization system, the importance of the sense of purpose, the 

importance given to the player within the team, or even the necessity to broaden the range of 

exercises during training sessions to not make talents bored. Notwithstanding we decided to 
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focus on another aspect that has not been considered so far in our thesis: dialogue and 

interaction with people. 

Players of today are much more different than players from yesterday. Thereby, management 

style has evolved through the decades to leave the floor to a new breed of management which 

put the player’s willingness to know everything in the center of the attention. Players, just as the 

new generation of people in the 21st century, are “modern”. They are familiar with technologies 

in communication and they love to interact with others.  Thereby this passion led them to ask for 

the same within their organization. In the past, the manager could shape his team without having 

to explain why he chose these players and not the other one. Nowadays, this is impossible or at 

least possible but it would probably lead to a scission within the team between the manager and 

the player. The manager today has to explain reasons why this individual who works hard during 

the training cannot join the team in the forthcoming match. The manager needs to be a talker 

and to interact with his players. We consider that developing an environment where people can 

express themselves and where communication is fostered, keeps the motivation up, reduces 

misunderstandings and disappointments and therefore would lead to a better long term outcome.  

Through this aforementioned quotation we also come up with the idea that nowadays managers 

first task is not to train players, to teach them how to shoot, etc… They know how to do it, but 

maybe they do not know how to do it in a given situation. Managers should better focus on 

training the brain and the mind. During our thesis happened the semi-final of the UEFA 

Champions League. In the match Real Madrid against Bayern München, both teams went to draw 

after the second match and they had to play for penalties. Ronaldo who is considered as one of 

the best player in the world missed the first penalty and perhaps influenced his next teammates 

behavior by failing as well. It was his first miss out of seventeen attempts previously. How can we 

explain this failure in such a moment? Too much pressure or talented goalkeeper? Explanations 

can be wide. What we find out interesting here, is the importance to understand player’s mind put 

the player in good condition before such a situation. The only way to do it is to speak with the 

player during trainings or outside the field, to explain him than failures are part of the life and he 

has to cope with it. Trying to put away pressure from people by using “brain washing” and 

dialogues should allow them to release all their abilities, skills and outperform in every 

environment and situation, even the worst one.  

However, building this dialogue with the player is challenging and needs to be well made and 

conveyed in order to be efficient, meaningful and insightful. For instance, all of managers we 

studied for this thesis never speak or criticize a player in front of others in order to not hurt his 
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sensitivity and to affect his potential. The player should evolve in a comfortable area which 

promotes his development and his well-being. Besides, these managers usually use the informal 

place to have a dialogue. Mostly they have a talk with their players on the side of the training field 

or on the way back to the locker room for instance. We consider this informal dialogue as very 

interesting because everybody who already went to his boss’s office, knows the bad feeling we 

can get in our stomach. Thereby, by using this informal and non planned dialogue, it leaves away 

the pressure and apprehension than the player can get during a formal conversation. 

Nevertheless, despite this informality the player still really pays attention to what the manager just 

said but without over-pressuring himself.  

1.3 Giuseppe Marzo 

Giuseppe Marzo is an executive producer at Sky Sport. He has a first degree in Political Sciences 

and a Master in Design and Audiovisional Production issued by the “Università Cattolica del 

Sacro Cuore” of Milan. In his job at Sky Sport, Marzo is involved in the design and arrangement 

of an array of programs including “I Signori del Calcio” (The Lord of Football) which is a well-

know television program within the Italian peninsula.  

“Languages differences are not the main barriers. Football talents and talented football managers can easily 

overcome this issue enabling other ways of communication and recurring to symbols that can turn out to be even 

more efficient.” (Marzo 2012) 

We evaluate the time spent with Giuseppe Marzo in a special way. First of all we should 

acknowledge and thank him for his infinite patience in answering to our questions and fulfill 

every single request. Secondly we considered that conversation as a support or better as 

reinforcement of our beliefs and ideas concerning our thesis. Using a metaphor we realized that 

we were watching the same football game, but he was in a privileged seat in the stadium, whereas 

we where seating in one of the last sectors of the stadium, which rendered the vision of game a 

little bit blurry. In his professional career Marzo got in touch with countless football managers 

and players and his experience has been quite fruitful for the purpose of our research. Marzo 

throughout all the conversation recurred many times to words as communication, interaction and 

relation with whom  he wanted to spell out the today for club and managers is fundamental to be 

excellent at “passing messages” in order to cope with an omnipresent diversity of cultures and 

also diversity of talents.  
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According to Marzo’s words, languages are not anymore the main obstacles in terms of 

communications. However, he spelled out that the previous statement contains a pitfall. In fact, 

affirming that languages are not the principal barrier, someone might think that football does not 

need to speak the same language, which is wrong. For instance he recalled the example of Fabio 

Capello, who has been really successful in Italy and Spain, even though he could speak Spanish, 

whereas he failed in leading the English national team to relevant achievements, where after five 

years of office he was barely able to sustain a conversation in English. The two situations –Spain 

and England- seem to be pretty similar, but the results are different. The answer to this dilemma 

more likely lies in the interpersonal relationship that Capello was not able to create with the 

players during his management position in England. In other words the idiomatic problem of the 

language in England was not the reason of the failure of Capello as many experts claimed after 

his resignation. We rather believe that the drawback lay from the pitch, more precisely in the 

looker room and to an imaginary dinner with the players where the manager was not to install a 

human relationship with the players. Moreover Capello was manager of the national team, which 

consequently implies he had at his disposal his player for quite brief periods during a year. In this 

perspective the non-possession of an adequate knowledge of the language had probably rendered 

difficult and slow the development of personal relationship with the players. We believe that 

Capello reach important target in Spain because he had the possibility to work on a daily base 

with his players, and even though he was not fluent in Spanish he probably had the ability of 

sending messages and creating frame of references through the use of symbol. Thus, appears to 

us, on the one hand that leaders and managers should possess, or learn or even better adapt their 

way to behave on an international way. On the other hand organizations should choose 

individuals that possess the ability to learn and to adapt and in case change their ways to create a 

direct relationship with their players/employees.  

1.4 Massimo Corcione 

Massimo Corcione is from the August 2009 the head direction of Sky Sport 24. Graduated in 

Law in the early eighties he undertook the career in journalism working for major newspapers as 

“Gazzeta dello Sport”, “Mattino” and “Giornale”. In 1993 he became editor at Mediaset and 

afterwards he lived a short experience as vice-director of RaiSport. In 2004 he joined SkySport as 

co-director of the sports-channels. 

“I feel and act as a football manager.” (Corcione 2012) 
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The time spent with Massimo Corcione, we believe, had a great impact in our thesis and we must 

confirm that besides the meaningful words, he really demonstrated and showed us that he acts 

and behaves as a football manager indeed. The movements around the studios reminded us a 

football manager directing his team from the bench with few words and gestures with hands and 

hands. The questions and the doubts of the “players”-the employees- were always fulfilled with 

short but meaningful answer. The replies were so thorough that we had the perception that were 

aiming to create a situation where the employees were given the possibility to figure out a 

solution by himself within a range dictated by the answer itself, which is basically what happened 

between a football manager and a players. In effect, instructions are given to the player which 

however has to perform himself, but the performance might be fulfilled in different ways.  

According to his position and his comparison with a football manager he asserted that his main 

task consists not in motivating people, but rather to push them toward the limits and to furnish 

them the best condition to achieve the best results. Furthermore he declared that for a football 

manager -and therefore following his idea for him either- the secret of a good system of talents’ 

retention lies when the manager and his staff choose together the player. So far, we crossed 

situation where we claimed that clubs should be very careful and precise in the talent 

management practices since wrong choices might comprise the entire system of the game. 

Nevertheless, we never highlighted the essentiality of the sustainability of a retention system of 

talent, and we believe that the idea of Corcione represents a different way to look at the issues of 

talents’ retention.  

More precisely, what really emerges on this aspects, is the capability for a manager to find and/or 

to create in the employees a sustainable involvement and engagement for a reasonable time. 

Though the last statement represents a step further in our construction of knowledge, we thought 

that we were missing or lacking of precision. Wondering and reflecting on the words of Corcione 

we tried to draw a more “colorful” picture. Our interviewed affirms that people want to work for 

Sky, and for most of them that is the place where they can achieve their personal targets. Since 

Sky is a global player with directors that behave as football managers the comparison naturally 

arise, and following this stream we claim that players, in spite of the importance issue of the 

money, most of the time choose the place where they want to be. Affirmed this, is logically that 

the results for an effective system lies on the match of the players aspirations and the managers’ 

skill to see and to catch whether he is suitable and sustainable in the system of the game.  
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1.5 Jocelyn Gourvennec 

Jocelyn Gourvennec is a former French football player who passed by clubs as Rennes, Nantes, 

Montpellier and Marseille with who he went to the UEFA Cup final in 1999. Since 2010 he is the 

manager of En Avant de Guingamp (Winner of the French cup in 2009). 

“Multiculturalism is a true wealth in a team. It allows to enrich the group’s culture and its ability to work 

efficiently and to come up with different solutions in a given context. However, it is vital to properly frame customs, 

habits and practices link to a culture because the workplace is not the scene where they can be exposed.” 

(Gourvennec 2012) 

Although our conversation with Jocelyn Gourvennec was the shortest we had, we truly believe in 

his insightfulness. Due to the short time he could devote to us, we decided to focus on the 

multiculturalism aspect. He explained us that in his team were composed of only three different 

“nationalities”, but most of them have roots in Africa, America or Europe thus sharing different 

religions and different norms and values. However, during the conversation, it was said that in a 

collective, differences may be more easily managed if the use of a framework and of a red tape is 

implemented. Regarding the aforementioned quotation we understand that the use of a precise 

and known frame of work foster the management of multiculturalism within a team. Players 

know what are the rules, what is acceptable and non acceptable to evolve within this team, what 

are the strategic and technical aspects needed to succeed. Consequently, by knowing the rules of 

the game we, at the same time, reduce misunderstandings and frictions and people can more 

easily get aligned together, here we mean in the behavior and attitudes, while not losing the 

creativity aspects which shape such a diverse team. Then, the use of the red tape seems to be for 

us a kind of guideline that is conveyed by the manager and in which the player can refer at any 

moment. We consider the red tape as something which should never change in function of the 

results (bad or good) and whose relevance is shaped through the maintain of the same speech 

and beliefs in any situations. 

We think that what emerges and what is interesting here is that looking at very everyone 

background and differences while managing a team seems to be not efficient and too demanding. 

In our opinion, cultural differences have to be considered only during an individual meeting 

between the manager and his employee. We should always keep in mind that trust in his 

followers is vital for a manager. In that sense we should know that people are professionals, that 

most of them like competition and that they do hate to face loss. Although the presence of a 

framework is unavoidable, we believe that people, only the professional ones, would manage 
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themselves their differences with others. Hiring the most professional one is definitely a 

challenge that may lead to success.  

1.6 Pierpaolo Bresciani 

Pierpaolo Bresciani is a former Italian football players who played in his career in the youth team 

of A.C. Milan. His professional career lasted for fifteen year starting from the third Italian 

division (Serie C1) and ending up in the first division (Serie A) playing for renowned clubs as 

Palermo, Foggia, Bologna, Reggiana, Ternana, Catania and Siena. At the moment he is studying 

in order to undertake the managerial career in football.  

“Small clubs hardly ever win, but often they are actors in the process of talent development the bigger team” 

(Bresciani 2012) 

During the conversation with Pierpaolo Bresciani we had always the perception that he was 

claiming for a general underestimation of the role of the small clubs by the audience that follow 

football, in a particular manner in aspects as the formation, development and pursue of  talents. 

Furthermore he asserts that small clubs play an important role in integrating people in 

environments with different cultures and different attitudes. Namely, it was argued that many 

young talents coming from different parts of the world fail in living up to the expectation of 

bigger club in their very first seasons. The reason of that, according to Bresciani, lies in the fact 

that bigger clubs are submitted to a higher load of pressure, which might affect the process of 

integration. The latter aspect is particularly interesting, since the agents working in this business 

were aware of the importance of small clubs in the development of young talent. Whereas 

looking at the small club as an opportunity to integrate people in a culture, or in a system of game 

which is different from country to country, represents in our opinion a new way to understand 

and to think about the managerial practices that might involved either small or big clubs. 

Following up the conversation appeared clear that the choice of the right people is essential. 

Indeed, even though small clubs might be a good opportunity to integrate and to develop people, 

is crucial to understand in advance, whether those people are suitable for the system. Therefore, 

football managers with their staff experts and scouts are responsible for the choice of the people 

to insert in the system. However, we believe that the latter statement is quite obvious. What we 

think emerges as a meaningful result of this conversation is not the choice of the players but 

rather the selection and also the development of the people that surround, help, and assist the 

manager in his activity. We believe that in order to create a system that provides a continuous 

generation and exchange of talents in a multicultural environment, football managers must create 
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an alignment in mentality, attitude and problem solving, not only with their players but also with 

the other member of the managerial stuff. For instance, we tried to imagine a scenario where a 

talent scout and the football managers possess different ideas and mentalities concerning the 

system and the needs of the system of their team. The scout would probably suggest young 

players that are not compatible, and thus the managers should cope with a system which is not 

really stable due a persisting presence of “wrong” people. Thus, clubs that are known as the best 

source for talents are more likely to be find in places where managers, scouts, trainers are aligned 

on the same attitude and this in our opinion is the cause the furnish a better environment to 

develop and integrate people.   

1.7 Svante Samuelsson 

Svante Samuelsson is a former Swedish football player. In his seventeen years of professional 

career he played both in the Swedish League (Allsvenskan) and in the Norwegian League 

(Tippeligaen). In 2001 he collected two presences with the Swedish national team. In the middle 

of the nineties he combined with his football activity, the studies in Economics achieving a 

Master Degree at the University of Gothenburg. He retired in 2005 assuming managerial 

positions for the football team of Kalmar where he is still in charge. 

“There are few fields that are subjected to the same pressure as football. I believe football offers a wonderful 

example of how to cope with the pressure from outside” (Samuelsson 2012) 

The meeting with Samuelsson has been of great values. His backgrounds as either football player 

or student of Economics gave us the opportunity to stand in front of a person that had a deep 

understanding of managerial practices merged with a quite long career in football. In our previous 

chapters and paragraphs we touched the topic of pressure quite many times, but we never really 

realized that very few sectors in business has to treat and cope with the pressure. Samuelsson 

suggests the importance of the environment with another perspective. More precisely he asserts 

that for the development of global talents in teams, good managers and skilled staff are required, 

but the environment is as much effective and productive as much clubs and managers are able to 

protect it from the outside pressure. Nowadays for example the distractions from outside are 

more insistent and consistent as never before in the history of football. For instance, before the 

game you can see from your television at home the players in the dressing room, you might be 

informed by the news or by the newspapers that such player is dealing a contract with another 

team or that he is betraying the wife. Those noises, those rumors definitely act as destabilizers 

within a team, even though they might do not touch directly all the team. Thus, the role of 



 

 Fabien Quignon & Francesco Vettori   118 

 

managers in this direction is twofold. First of all it is obvious that managers should install within 

the team a mentality, an attitude which should prevent players to end up in unpleasant situation 

where the entire team might be affected by the consequences. Secondly we believe that there is a 

need as never before of authentic football managers. Going deeper, we believe, that given the 

aforementioned scenario where either managers are subjected by a tremendous pressure with 

cameras, interviews they should behave in a really authentic way, since the players might not 

recognize the manager that they see on the pitch with the one that they watch at the television. 

Extending the concept, appears clear that a lack of authenticity might create situations where 

talents cross constraints in their development since they might not intend and perceive 

completely the messages and the direction of  the manager, in who they do not believe the 

authenticity.  

We tried to imagine and draw a scenario where in companies of global scope where installed a 

camera to allow people to look and to follow boards meetings, conferences. Probably the 

audience and the success would not be the same that football is capable to generate, but we are 

led to believe that the pressure on and around those people and companies would rise 

exponentially. Whether the latter is an imaginary scenario, the pressure that affects companies is 

not imaginary even though appears to be less intense for practices as global talent management, 

and we repute that definitely football furnishes and presents itself as  best practices in this regard.  

1.8 Per Göran Fahlström 

Per Göran Fahström is a PhD and Swedish professor teaching at Linnaeus University in Växjo 

(Sweden) as a senior lecturer. His main field of activity refers to Sport management and more 

precisely about leadership and coaching in the sport’s realm in which he also wrote several 

articles regarding talent management and talent development. 

“A coach is like a conductor of orchestra. He takes all the decisions. When he makes all the people play good 

together, they perform very well as a team.” (Fahlström 2012) 

We do believe than the opportunity we had to interview Fahlström was very relevant and helped 

us a lot in the building of our thesis. He was the last person that we interviewed and he was the 

very only one that we can consider as a professor. His experience and his position allowed us to 

have another point of view regarding the way to tackle our topic, a perspective more related to 

the theory and to the academic style. Through our interview we get an overall understanding 

about talent management and found out correlations with other interviews and led us to hope 
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that we were on the good track. The aforementioned quotation is in our mind one of the 

insightful thought stated by Fahlström. However, at first glance we did not see the difference and 

the meaning of “when they play good together they perform very well as a team”. For us, it was 

obvious that playing good together is synonym of being a good team. Nevertheless after longer 

reflection, we understood that we need to go beyond this idea and this statement. Making people 

play good together is highly challenging, demanding and difficult. We need to work very hard, to 

follow rules, to accept others, but especially to cope with others in order to achieve such an 

outcome; this is the manager’s job. In an orchestra everyone has a specific role and given task 

which is extremely well determined. If one of them does not respect rules and do not follow the 

manager, this is all the orchestra which would have been in peril and the harmony would fail. In 

our understanding, we therefore consider that the aforementioned quotation could be taken in 

the other sense: we consider a team as a team, when his members within it play and interact very 

well together. Furthermore, thanks to this quotation we also saw the tremendous importance of a 

manager to lead a team. We consider than more the team is complex more the skills and 

competence of the manager have to be high in order to bring out the best of these people in this 

complex environment.  

2. …THROUGH CONTENT ANALYSIS 

2.1 Christian Gourcuff 

Christian Gourcuff is a former football player playing for AS Rennes and FC Lorient, a former 

professor of mathematics and theorist in football. He is considered by many as the first manager 

to used computer for collecting data and thus developing strategies in football. Considered as a 

shrewd and one of the best tactician in France, he is currently the manager of FC Lorient and the 

father of the international French player Yoann Gourcuff. 

“In the recruitment the personality is essential. There are very good players profiles that do not interest us. All our 

failures come from our belief in being able to transform players. We can change many things, personality is 

difficult.” (Gourcuff 2012) 

We did not have the chance to have an interview with Christian Gourcuff, but we have been 

lucky to find out the audio of the intervention he made for the General Assembly of “Produit en 

Bretagne” in Saint-Brieuc (Brittany, France) on the 10th of February 2012 in front of an audience 

composed of businessmen, entrepreneurs and others companies owners. 
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The first comment we can make from this interview is the incredible amount of insightful and 

relevant information we found out. All along his intervention we recognized in his speech same 

remarks than Mourinho or Ferguson. In that sense it really pleased us to see that we were on the 

good tracks and that great managers share to a certain extend a common vision of the way in 

managing talent and cultural diversity. Then through the audio file, we could easily hear the sense 

of passion he gave while he was speaking. Just such as Mourinho or Ferguson he is a deep 

passionate in football, he loves this game, and this passion is a necessary skill to be a good 

manager because “conveying emotions…it cannot be bought” (Gourcuff 2012). 

Notwithstanding, we decided to focus on one aspect that is for us essential and that has been 

even more inevitable after our conversation with Vialli when he told us that 50% of football 

manager’s job was made during summer. Here, we want to underline the importance of the 

recruitment. As we can read in the aforementioned quotation , even if we have the best manager 

in the world, if the player does not fit in the system, there would have a higher risk of failures. 

For instance if the person does not know how to behave within a team, how to be collective or 

does not have the ability to be aware of others thus this person is not required. This criterion of 

state of mind is very important. Indeed, we cannot always try to force someone to be someone 

else. On the one hand it would be highly time consuming and on the other hand the individual 

would even probably not be flourish in this environment and it would be more difficult for him 

to evolve at his maximum of his performance. Then we believe significant the manager’s ability 

to perceive beyond the curriculum vitae of someone and to depict someone cultural intelligence 

and ability to live in a team, furthermore a multicultural team.  

Besides Gourcuff underlined  the importance of “time” in many levels. We do believe that time is 

also necessary during a recruitment process. Just as Gourvennec, Gourcuff believes in the 

professionalism of players and that they want to succeed every time. In this situation, it seems to 

be very easy to hire someone with really good knowledge and skills while hoping this person 

could fit in the team. Notwithstanding we banish such a thought. It is obvious that people have 

to make compromises sometimes however we do believe that too much compromise would led 

to a feeling of frustration which inhibits creativity, efficiency and valuable outcome.  

2.2 Gérard Houllier 

Gérard Houllier is a successful former french coach who managed teams as RC Lens, Paris-Saint-

Germain, Liverpool FC, Olympique Lyonnais and Aston Villa FC. He won major titles in his 

career as the French league, English league, UEFA Cup or even the European Super Cup. He 
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was also briefly the manager of the French team and is currently the national technical director 

for the French Federation of Football.  

“Together Each we Achieve More – Team” (Houllier 2009) 

Although we could not get in touch with Gérard Houllier, we really wanted to analyze one of his 

thoughts in terms of management. Through our knowledge in football we knew that for the last 

twenty years he was a very famous and successful manager and also a very respected one by his 

pairs. In 2009, Houllier made an intervention in Guingamp (Brittany, France) regarding the key 

of success in competition. It quickly appeared his aforementioned slogan claiming that the 

success, while interacting with other people, comes from the team’s ability to play like an united 

team and the manager’s ability to build a highly performing team through the sum of individuals. 

During this intervention, he claimed that victories and losses are the outcome of something build 

together. Speaking about together we consider that this victories or losses have to be spread at all 

levels of the organizations and everyone has his part of responsibility in the success or in the 

failure, just like when Mourinho went to see the gardener for instance. Including all the level of 

the organization seems to us like a good way to keep a red tape and to develop a vision that 

everybody shares. Having a purpose is necessary to achieve success. Indeed if we do not know 

where we go and how to get there, there is a strong risk to never reach the target. 

While evolving within a team and more especially within a multicultural team, the importance of 

acceptance of differences has been more vital. Houllier claimed that respect between members 

cannot be neglected and that it would be the link that bond people together. We also consider 

that respect has to work simultaneously in both sense. The employee has to respect his manager 

but the manager has to respect his employee as well. Without this win-win situation it would be 

difficult to shape an environment of trust in which people want to evolve and over perform. 

Finally, while speaking of a team we need to speak of a leader or a manager. According to 

Houllier, they are “reducers of uncertainty” and the place of the rhetoric is therefore important in 

order to weld and to motivate individuals. 

Building an efficient team while cultural differences appears is very challenging, but when this 

building leads to a win-win situation for everyone, yet the team seems to be stronger than a 

classic team and broaden the range of solutions and perspectives inside the organizations in order 

to reach more efficiency. Houllier succeeded in reaching such an outcome with his teams he was 

used to manage because he knew that “together each we achieve more”. 
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RESULT OF THE MATCH: The T.I.M.E. Model 
 
The main idea of our research lays in discovering, understanding and trying to depict a new 

picture that might help global companies in their daily activities. During the process of research 

we gathered and met a wide range of findings which led us to come up with a management 

paradigm concerning Talent In Multicultural Environment which we labeled the T.I.M.E. Model 

(exhibit 22).  

In all the literatures, in all the conversations and in all our discussions and brainstorming we 

realized that “time” aspect directly or indirectly always emerged. In most of the cases we saw a 

persistent underestimation and shallowness concerning the element of time. In the last decades 

the time at disposal for organizations, companies and leaders has strongly decreased with an 

increasing obsession in obtaining results in a short period. The controversial aspect of this 

scenario is that more likely companies seem to have never had the need of time as the 

organizations of today require to construct and to design systems that can effectively perform. 

More precisely we are claiming that the trade-off between time and the choices of hiring people, 

for instance,  has become really crucial. The compelling need to insert a player into the system 

and the lack of time, might lead managers and leaders to fill in the spot with a non-suitable one, 

rendering the process in the long-term even more difficult. Furthermore concerning the 

communication aspect we believe that managers and leaders are constantly challenged by the 

trade-off of spending and allocating the time by individual interaction and collective interaction. 

This need and “obsession” of discovering the “new” might have led us to forget and to 

overshadow established concepts. However, during the research path we realized that in order to 

reach and to achieve something meaningful we should not have disregarded certain mainstays. 

Being visionary, passionate, authentic and believing in reciprocal trust has been a constant 

variable we crossed during our data collection. Appeared clear to us that disregarding those 

elements could have been considered a failure in our research, since they are undeniably bases of 

an effective leadership and managerial position.  Recurring to a metaphor, we imaged 

authenticity, vision, trust and passion as the ground, namely the grass, where managers start, 

improve, modify and develop their careers with their “players”. 

In football either the most magical moments of enthusiasm and happiness or the most 

disappointing memories might be stored and represented in the mind of the people through a 

ball that did or did not achieve the goal. In our model we thought that the ball might have 
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identified at the best the elements that are necessary in our paradigm to achieve a new path in 

managing talent in multicultural environment.  

The ball of the T.I.M.E. model is the result of an aggregation of eight elements: 

1. Power and Control 

2. Attractive and Sexy  

3. Details 

4. Rhetoric 

5. Cultural Intelligence 

6. System 

7. Father 

8. Family Environment 

1. POWER AND CONTROL 

At first glance we saw power and control as two unavoidable and discrepant variables composing 

the nature of leaders and managers. Notwithstanding, it finally came clear to us that these two 

notions should rather be blend together and thus not divided in order to avoid any excesses. We 

identified this result with the vision and motto of the company Pirelli, “Power is nothing without 

control”, which emphasizes and symbolizes the importance of possessing both characteristics. 

Simultaneously, too much power appears to not be in the long term the builder of a fruitful 

relationship between leaders and followers as well as managers and employees. However, too 

much control seems to inhibit the ability of the team to achieve its full potential by “tying hands” 

of the team members and do not leave place for any creative and innovative spirits or thoughts. 

We do not claim that managers and leaders should avoid the use of power and control in their 

team but we rather suggest they should adopt “just enough leadership” (Mintzberg, 2009, p. 141), 

namely a proper balance between them. In few words, to create the synergy between power and 

control leaders and managers need to dose and to calibrate these components in function of the 

different situations and scenarios occurring in the organization. 

2. ATTRACTIVE AND SEXY  

In our research and in our literatures we acknowledged and agreed that most of human beings are 

attracted or influenced by the beauty, which is obviously linked to the personalities, the 

preferences, the backgrounds and the cultures of each individual. In this sense we assert the 
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beauty of the organizations lies not only in the figure and in the aesthetic of the organizations 

itself but also is shaped by the practices, mindsets and attitudes of those who lead and direct 

those organizations. Extending the concept, we understood and realized that more often people 

desired to “marry” the visions and the ideas of managers, not forgetting that those managers 

embodied the values of the companies. More precisely we are claiming that talents are attracted 

by the idea, the willingness of being directed by “beautiful” managers that through their attractive 

practices appeared to promote and to value the beauty of inner part and the skills of all the 

employees.  

Accepting that in global environment there are clashes among cultures and personalities which 

give a different image and perceptions of the beauty, it renders difficult our task to describe 

properly what are elements and sources that render and make a management style “sexy”. In this 

occasion we rather stress that the example of football draw a valuable and interesting picture of 

the importance of activating a seductive managerial style. We can hypothesize that more likely 

there are no rules or precise indications, since if we wonder and try to describe what is sexy in a 

women or in man - depending upon the gender and the preferences - we would probably find 

countless different answers. Therefore, not denying the importance of the seductive part of 

management, we rather suggest managers should emphasize and discovered traits and elements 

that might play as “added-value” and render their position “sexier”. 

3. DETAILS 

Mastering the details or even better being “obsessed” by the details seemed to be a quite 

recurrent trait in the most successful football managers. However, claiming that they are obsessed 

by the details we think it might underestimate the scope of their activities. More precisely we 

understood that managers as Mourinho, Ferguson and Houllier possess a powerful ability of 

considering and looking at the same time at the “big picture” but with an overwhelming ability to 

concentrate and focus to small but relevant details that make them more performing managers 

than the others. Going deep we realized that the above mentioned managers possess a wide and 

high level of education that are symbolized by a surprising interest for countless subjects, which 

we assume give them the opportunity to develop different perspectives to be implemented in 

their companies. They are recognized to be actively elements in many activities and branches of 

their societies. Moreover is known that their interests and researches go beyond and far their 

principal businesses; reading, writing and studying alchemy and mechanism of companies that 

operate in different contexts and sectors. Thus, we realized that the obsession from details 
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derives from a better and deeper knowledge and interest in the global picture that active a sort of 

“entrepreneurial alertness” (Sarasvathy 2001) for the details.  

4. RHETORIC  

Kennedy (1991) stated rhetoric affects the decisions and/or the actions. We think that leaders 

and managers should not only use but rather they should emphasize the use of this art as a 

vehicle to improve the effectiveness of their practices in talent management. Indeed, we have 

seen in our case studies that top football managers as Mourinho and Ferguson, for instance, 

beautifully and tremendously “master” this art. We firstly identify in the massive use of rhetoric a 

twofold weapon that acts as a reducer of uncertainty within the boundaries of the club and as a 

generator of doubts and uncertainties in the competitors side. Secondly we thought and seen 

rhetoric as an added asset in the manager portfolio in order to create and frame a winning spirit, 

which basically consists in forming and shaping competitive people that can through their actions 

be compared as warriors fighting for a shared cause. Thirdly, rhetoric might help leaders and 

managers to carefully explain decisions, results, behaviors and attitudes in a way that preserves 

and does not ruin or hurt the personal confidence of the individual. However, we believe that 

rhetoric can be implemented also to be straightforward and strict respecting the real impressions 

and beliefs of the manager. In the last statement we completed the third aspect that we saw 

fundamental in rhetoric, but also we recall the element of authenticity that is deeply related with 

rhetoric. Lacking in authenticity could induce talents, especially in multicultural context, to do not 

see their managers aligned in their performances with their vision and their instructions. In other 

words, missing authenticity might create or enlarge a dangerous gap between “what is or has been 

said” and “what is or has been done”. 

5. CULTURAL INTELLIGENCE 

Regarding our research question and the issue of cultural diversity it appeared to us the cultural 

intelligence should not have been taken for granted. We all are aware of the fact that diversity 

itself may lead and be source of frictions, clashes and also misunderstandings. These scenarios 

has been described and analyzed in the past by scholars as the results of differences in the 

languages, in the symbols and in the cultures. We realized in our research that all the previous 

works hardly never took in consideration the diversity of brain. Even though, we are aware that 

the difference is thin, we believe that switching to a mindset centered and focused on the brain 

diversity might lead leaders and managers to wide and deepen their range of solutions. 
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Considering the latter increase of solutions as results of brains diversity, leaders should be even 

more precise and punctual in their policy of recruitment. Indeed, we believe that is not anymore a 

completely matter of cultural diversity that allows a team to achieve outstanding performances 

but rather the personalities and abilities within the team in merging cultural diversity and cultural 

intelligence. In this context we claim and stress the fact that accepting and considering as main 

“issue” the diversity of brains, we indirectly downgrade the barrier of languages which is not as 

influential and  decisive as it was described previously by scholars. Identifying an individual who 

is capable to evolve and perform in a multicultural environment constitutes a step forward either 

in the process of attraction and retentions, since “the 50% of the job is already done” (Vialli, 

2012). We are claiming for a more insightful switch in the leaders attitude towards a more brain 

diversity-ability focus.  

6. SYSTEM  

Usually money is an important - and most of the time - a crucial criteria in the decision process 

that lead managers and employees to join new companies and firms. Throughout the research 

period we acknowledged the importance of the aforementioned factor but also we identified the 

relevance of an “attractive system” as component for attracting, retaining and developing talents 

in a multicultural environment. The attractive system should emphasize and utterly embody and 

represents precisely the traits and characteristics of the “game’s rules” of the company, which 

also frames the order of the work. The powerful force of an attractive system lies in the capability 

to reduce the cultural differences without losing the creativity that springs from the diversity. 

Arguing about an attractive system we might have limited our sphere of consideration just for 

what concerns top talent. However, we believe that for attractive and performing system we 

mean a system which is able to maintain his “appeal” at all the stages that the organization passes 

through and all the levels that composed it. Concerning the implementation of a system for 

global companies as a powerful way to attract talent, we do think that an efficient system for 

global companies should take into consideration and should dedicate a service regarding the well-

being and facilitation of settling-down of their new employees in their new “life”. Reducing the 

stress and contingencies around the acquirement of a new position (looking for a flat, changing 

addresses, local taxes, etc…) appears to us as a mean to allow employees to reach quickly their 

peak of performance thanks to the home sensation that they can perceive. In this section we 

would, also, like to recall the issues of over-coaching. Indeed, we called for an increasing trend 

where young talent are object of intensive and excessive activities of coaching which reduce their 

ability of problem solving. In this perspective, we believe that the system should “dictate” and 
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establish strategies and policies that can find the right balance between the coaching and 

developing activities and the encouragement to foster a self process of growth. We claim that we 

can see coaching not only as an activity of education but also as a process that dictated the rage 

within which talents should nurture “by themselves” personal skills.  

The system is definitely a way to attract and to retain talented people, however, it is important to 

spell out that football managers and clubs should scan and select those talents that fit to the 

system with their skills and abilities in certain positions. We believe that this attitude of focusing 

firstly on the position to fill, it emphasizes and increases the likelihood of having the right person 

at the right place. Therefore, the attention to “A position” has to be seen as a major challenge for 

companies in order to achieve high performances. Finally, we view the system as an indirect and 

powerful advertisement to recruit people. This attraction is shaped by the picture that the 

company reflects to the outside world and from which emerges and identity in which people can 

or cannot recognize themselves. 

7. FATHER  

Father, or more precisely being a father, characterizes the way leaders and managers should act 

and behave with their followers and/or employees within an organization. We believe that the 

twofold task of the father to protect but at the same time to commit himself in a continuous 

process of education of his sons, identify the same paternal figure that a follower might see in his 

leader or manager. In this perspective, we think that in global companies the protective task has 

assumed an increasing importance that might also overcome the difficulties that a process of 

education might imply. The protection process, indeed, has to cross thematic as the control of 

the external and internal pressure of medias, results, stakeholders’ expectations. Rendering the 

environment free from any “destructives” pressure would more likely increase either the 

performances of the employees or facilitate and foster practices and activities of retentions 

implemented by the managers. We also argue, that as a father in the process of education tries to 

defend his son in front of an evident mistake, a managers should bear the “burden” of the error. 

Simultaneously, the manager as a father, should instruct and foster the process of sense making 

that would improve the growth of his “son”. Moreover, it is important to spell out, that on the 

one hand in any failures the manager should take the responsibilities, but on the other hand in 

any successes the manager should acknowledge and give credits to the performances of his 

employees.  
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8. FAMILY ENVIRONMENT 

Calling back our metaphor concerning all the elements that converge in the ball with the purpose 

of reaching the goal, we could have inserted the family environment among those factors. 

However, in our understanding, the “family environment” is as the ball’s shell of leather that 

assembles all the above mentioned and analyzed components. To deeply understand our choice 

to identify in this manner the family environment we should before try to explain what we mean 

with this expression and why in our opinion it might assume a relevant consideration in the 

companies and for further inquiries. We realized that countless scholars affirmed that the real 

source of success of organization lies in the ability of creating the right environment. Yet, even 

though this statement might be sufficient, we thought and believed that it lacked of depth and we 

achieved a certain degree of awareness when we noticed that best football managers try to 

implement in their teams, a familial context.  

Furthermore we tried to wonder and argue the reason of this choice. Discussing about the 

concept of the family we acknowledge that from its roots, should be a place where people feel 

comfortable, where trust dominates and where parents and relatives are genuinely and constantly 

involved in a process of education towards the youngest. Moreover appeared clear, that the 

family represents for most of the people the place where they want to reach and to share the 

highest moment of happiness and serenity. Thus, we asked and questioned ourselves whether 

there are “environments” where you can achieve so much and apparently with so few. The 

answers were merely agree. Therefore, it was obvious for us the so called “right environment” is 

essentially and basically the familial one, with the figure of father leading the family. We suggest 

that as Mourinho and Ferguson often recall to the family metaphor and explanation of their 

actions and successes, leaders and managers of other business should create the right 

environment through the deployment of familial settings.  

So far, we treated any elements characterizing the ground and bases for leadership and managerial 

positions as well as the eight components of the ball of the T.I.M.E. model. However, we 

predicted the presence of another significant variable which we imaged would “kick” the ball to 

the goal: the manager, namely the 12th man.  

9. 12th MAN 

We are conscious that the team enters the pitch with eleven players. Nevertheless the people that 

are not in the field are playing – in a different way - the same game and with precise roles. The 
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twelfth players is the one who is starting the game, giving the directions, the objectives and the 

strategies. He is the initiator, the source of the game, the motivator, he is the one who is present, 

the one who  begins most of the activities in the team.  He feels and acts neither as a superior nor 

as a supervisor but as a one who participates with power and control throughout all the path of 

the team. We would like to assert and to contradict the football belief that the team game starts 

and passes “by the feet” of the best player. According to our vision we see the twelfth players as 

the necessary and compulsory “feet” through which the game is organized and implemented 

based on specific strategies and methods. Then, novelizing and insisting on this aspect, we see 

the manager as the one who gives the impulse and control “the strength, the spin and the 

rotation” of the ball toward the goal.  
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Exhibit 22: The T.I.M.E. model 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Made by authors
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POST-MATCH PRESS-CONFERENCE: Conclusion 
 

Throughout the path in this Master in “Leadership and Management in International Context” 

we saw, discussed and studied countless leadership and managerial practices in organizations. At 

the first glance we feared and doubted to produce an outcome that at least now appears to make 

sense to us and possesses that little freshness and uniqueness that we would have liked to reach at 

the beginning of this “game”.  However, at its end, we did come with another understanding and 

approach regarding management practices. Beyond, our football’s example this is the whole 

concept and example of sports area as best management practices that emerged and could be 

even more highlighted. This perspective has to be seen as another opportunity which allows 

every manager and leader widening their range of solution and of methods while managing 

talented people in a multicultural environment. However, we do believe that the example of 

football and even the example of sport could be a fascinating area of study for every kind of 

management issues, since we all know the significance and the benefits of sport in our daily life.  

Besides, we believe that the T.I.M.E. Model (Talent in Multicultural Environment) 

represents with his traits either a good metaphor that might inspires leaders of today and 

tomorrow or a good answer to the research question ‘What are the leadership and managerial practices 

which emerge from football, concerning Talent Management in a Multicultural Environment, and that could be 

beneficial for other businesses?’. Although, talent management and cultural diversity are two issues 

global companies have to cope with, we are aware that they are only a small part regarding the 

overall issues of these organizations. Companies and other organizations have to be considered 

as a whole entity that cannot be dismantled. In that sense, we believe that even though a 

company pays attention to the aforementioned issues, it should probably look at the balance of 

the company at every stage and level in order to achieve performing results. Taking into 

consideration the example of football gives a new perspective to managers and leaders 

concerning their relationship with their employees or followers. This new breed of leaders take 

inspiration from the most successful football managers of today which appeared closer to the 

player not only in terms of communication and interpersonal relations, but rather in the daily 

activities, reducing further the boundaries between them and framing a scenario where the leader 

is completely merged within the team that “we might have difficulties” to realize who are the 

players and who is the manager.  

We took this occasion to stress the fact that this research led us to understand that in global 

companies the diversity and the advantages and disadvantages that arise concerns more the 
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visions, the point of views and the perspectives instead of the languages and the cultures which 

still represent an issue but not as essential as it is believed. Finally, as we also acknowledge in our 

thesis process and that the name of our model stresses, we call for an increasing attention for the 

need, the repartition and the allocation of the time; issues which clash against the trend which 

force leaders, managers and generally people to hurry in all their activities.  

Leaders and managers, time is ticking, T.I.M.E is yours… 
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LIMITATION 
 
In the introduction of this work we reported a brief notification where we declared that we would 

have used unconditionally the pronouns he/his/him rather than the corresponding female 

gender. We see in this persisting use of the male gender a pitfall of our research. Indeed, the 

world of football is prevalently dominated by the male gender, even though there are countries as 

Sweden, Australia, United States and Germany where the movement is consolidated. However, 

the differences between the two sides are far from being thin in many aspects. Therefore, 

acknowledging an increase of the women in the board and aware of the dominating role the 

women are playing and might play in the forthcoming years, the example of football with the 

dominance of the male side, might end up to be considered as exotic as far from the reality. 

However, we believe that the role of managers in this field should also be the one to understand 

and to realize that the entrance “on the scene” of the women might bring freshness within 

football organizations. Furthermore we also see in leading countries as Sweden, Australia, United 

Stated and Germany a sign that women are step by step entering not only in the football field but 

also in the managerial position concerning football.   

During the data collection and in relevant manners while conducting our conversations we 

noticed that our interviewed recalled examples and took inspiration from other sports in order to 

fulfill our questions. In spite of the richness and the meaningfulness of those answers and the 

examples we avoided this information in order to maintain the close contact with the world of 

football, since we believe that a broader “escape” might have rendered research less precise and 

vaguer. Besides, we guess that those data might be useful for further research and while someone 

would like to broaden our research topic including other sports activities.  

Our thesis has the purpose and the aim to suggest and to propose a new perspective for global 

companies to look at the issue of talent management in multicultural environment. Problems and 

criticism may arise from the scope and the scale that we use as metaphor to address this new 

vision. In fact, we are aware that leading, managing and embodying the practices that we 

proposed in this work in restricted group as the football team is very different from leading and 

managing companies with thousands of employees. Therefore we see in the scale of the object of 

our research a weakness that may be overcome through other example. Notwithstanding, we 

spell out that our research claims to give inspiration and stimulation for leaders and executives to 

place, to adapt and to redefine the managerial practices in football for global companies.  
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PREPARING THE NEXT SEASON: Further researches 
 
Preparing the next season in our understanding is the section where we try to depict and to draw the 

directions and the opportunities for further inquiries. In the previous section we argued the 

limitation of our thesis, that we see not as underrating element of our research but rather as an 

interesting opening and opportunity to enlarge and to touch new aspects. In this sense we guess 

that new ideas and new approaches might come from the studies and researches not only in other 

teams/groups sports activities but rather we claim that the analysis and the understanding of the 

development of talent in individual sports might give a new breed of managerial practices 

concerning talent management in multicultural environment. In the previous years and also 

during our path in this Master we encountered many students interested in topic as female 

leadership, female entrepreneurship. We suggest and believe that inquiries concerning the 

aforementioned thematic might be seen not simply with the football point of view but generally 

with a sport perspective.  

Mens sana in corpore sano 

The Latin poet Juvenal in his collection of satirical poems “Satires” wrote that “Mens sana in corpore 

sano” referring to the importance of practicing a continuous physical activity not only in order to 

maintain a healthy physical condition but rather to preserve and to energize the mind. Sports 

today is object of criticism concerning for instance doping, incomes of players of different sports. 

However we still believe that sport is a wonderful school where people can learn and growth in a 

quite secure way and with fun by practicing, studying and mastering it. Moreover we believe that 

sport in general represent a “sana” way also to look at leadership, managerial, organizational and 

psychological behaviors and practices. Emphasizing this concept we claim that the other fields 

should look at sport as best practices and not anymore as a place to reply strategies and practices 

utilized in other fields and businesses.  

We will be glad and enthusiastic knowing that other students would take inspiration from our 

work to emphasize the idea of the importance of the sport in explaining and understanding issues 

at every stage and every step in the world of today.  
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SEASON FIXTURES: Gantt Chart 
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TO MY PARTNER 

 

 
Dear Francesco or should I rather say Roger, Tiger… Non, Monsieur Vettori, c’est mieux, 
 
The following message is not only the content and the outcome of three harsh, demanding and 
challenging months of work but rather the expression of my recognition and admiration for the 
incredible man you are and you have been all along this year. While I came in Sweden, I knew  I 
would have an outstanding and memorable experience, but I did not expect to reach such a high 
peak in which, I assure you, you have a tremendous part. In our thesis, we spoke about some 
traits, attitudes and features that characterize a leader or a manager - and since we evolved as a 
“couple” where I “lived” with you and “faced” your very bad side as well as your very good one - 
I can henceforth claim that I am entirely sure of your abilities regarding the great manager and 
the great leader that you will be as well as being a fantastic husband and a vigilant father. 
Although we come across cultural diversities and lives in different countries that lead us to take 
different paths, I know this is not “un au revoir” and that is the reason why I see in you, a true 
friend.  
 

Encore merci pour tout Francesco, 
 

Fabien, the French guy. 
 
 
 
 
 
Dear Monsieur Quignon, 
 
I still remember the first time that we met at the “Garden Party” the very first days of this 
“adventure”. Never in that moment I would ever imaged to experience and to live such moments 
as we did in these months, and like that night at the “Garden Party”, we had throughout the year 
a lot of fun. In the Program we recognized the importance of being authentic and to trust the 
people around you. I would say that the Monsieur Quignon (I will always call you in this way!) 
that I encountered was with me one of the most authentic people I ever met, giving me 
confidence and security in my capabilities. Therefore, whether my self-reliance increased during 
this year is also thanks to you. Whether one day someone will tell me that you reached or 
achieved an important target concerning your personal and professional life I will not be surprise, 
since I believe you possess and embodied the characteristic either to create a great and nice family 
or to be successful in your career. However this scenario is not going to happen… Simply 
because I will not need to hear it for a third part but rather… you will communicate it directly to 
me since this year was just the beginning of our friendship! 
 

Grazie mille per tutto; e fra poco… spero di poter parlare con te in italiano e in francese, 
 

Francesco, the Italian guy. 
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Linnaeus University – a firm focus on quality and competence 

 
 
On 1 January 2010 Vaxjö University and the University of Kalmar merged to form Linnaeus 

University. This new university is the product of a will to improve the quality, enhance the 

appeal and boost the development potential of teaching and research, at the same time as it 

plays a prominent role in working closely together with local society. Linnaeus University 

offers an attractive knowledge environment characterized by high quality and a competitive 

portfolio of skills. 

 

Linnaeus University is a modern, international university with the emphasis on the desire of 

knowledge, creative thinking and practical innovations. For us, the focus is on proximity to 

our students, but also on the world around us and the future ahead. 

 
 


