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Abstract 

Today’s business world is facing a continual increase of globalization that 

opened the borders of nations. Organizations see in multicultural teams and 

cultural diversity a way to respond to this phenomenon. Cultural diversity in 

multicultural teams is a new challenge for leaders. Indeed, they need to 

develop new strategies and skills to include individuals coming from different 

cultures in order to ensure the proper functioning of the team and achieve 

effectiveness. The purpose of our thesis – labeled “Leading Cultural Diversity: 

Strategies and Skills” – is to find out, through interviews and conversations 

with actual leaders, which strategies and skills are necessary in global 

organizations. The findings might be applied in other fields where cultural 

diversity plays an important role.  

Keywords: Leadership, Cultural diversity, Multicultural teams, Strategies, 

Leadership skills, Intercultural communication. 
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1 Introduction 

1.1 Context overview 

Since several decades, the business international context has changed 

because of the globalization. Indeed, the globalization process can be 

considered as a development creating links and connections between 

nations. One consequence of these connections is that barriers between 

countries are gradually lowered or totally suppressed; this suppression can 

be named liberalization (Hamilton & Webster, 2009).  

Moreover, borders became thinner due to open markets, technological 

developments, new communication medias, etc. (Pudelko, Carr & Henley, 

2007; Sackmann & Phillips, 2004). Therefore, international exchanges in 

services, goods, money and people are boosted (Hamilton & Webster, 2009). 

This consequence leads to an increased competition coming from companies 

in the same country but also from companies around the world (Pudelko, 

Carr & Henley, 2007; Chakravorty, 2012). Nowadays, it is necessary for 

companies “to develop both a local capability and global effectiveness” in 

order to be effective and competitive (Elron 1997, p. 395). 

Another consequence of the globalization due to exchanges in people or labor 

movement is that companies have to face growth of cultural diversity 

(Hamilton & Webster, 2009; Pudelko, Carr & Henley, 2007). Therefore, they 

have to deal with an important variable which is the culture. Culture is 

defined by Stahl et al. (2010a, p. 442) 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”. 

Therefore, culture has an influence on reflection, attitudes and 

communication that imply different perspectives and interpretations. These 

latter are the principal sources of diversity. So, a consequence of cultural 

diversity is that companies have to work and deal with multiculturalism 

(team members, customers, suppliers and shareholders) which implies 

individuals from different nationalities and cultures (Matveev & Milter, 2004; 

Stahl et al. 2010a; Stahl et al. 2010b). We chose to focus on multicultural 
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teams within organizations because it has been found that this kind of team 

has a great potential. Indeed, it provides different ideas, perspectives, 

knowledge and approaches to work (DiStefano & Maznevski, 2000; Tadmor 

et al. 2012). 

Some researchers put an emphasis on various issues of diversity within 

multicultural teams. Indeed, cultural differences can create barriers to the 

teamwork effectiveness (Brett, Behfar & Kern, 2006). First of all, one issue is 

that people tend to categorize themselves into in-groups with similar 

individuals in terms of values, beliefs and attitudes. They also categorize 

others into out-groups and judge them according to their stereotypes (Stahl 

et al. 2010a; Cox & Blake, 1991; Plum, 2008). Second, cultural diversity has 

a negative impact on communication due to differences in the way of 

communicating (verbal and nonverbal) and in language. Lustig and Koester 

(2006, p. 178) summarize it in a relevant way: “Language plays a powerful 

role in shaping how people think and experience the world”. Third, cohesion 

among team members is more difficult because of cultural differences and 

categorization (Stahl et al. 2010a; Cox & Blake, 1991). The issues, presented 

above, demonstrate that different meanings are present and lead to problems 

(conflicts, tensions, etc.) that are great barriers for understanding and so, 

effectiveness (Holden, 2001; Stahl et al. 2010a; Cox & Blake, 1991).  

However, several researchers affirmed that cultural diversity can be a 

powerful source of competitive advantage and has to be considered as an 

asset rather than a liability (Schneider & Barsoux, 2003; Stahl et al. 2010a; 

Cox & Blake, 1991). According to Cox and Blake (1991), there are several 

positive aspects of cultural diversity. First, when an organization decides to 

become more diverse, a challenge or rather a cost for integrating people from 

different cultural backgrounds has to be handled. If this challenge is well 

managed, it leads to cost advantage such as job satisfaction, frustration, 

absenteeism and turnover. Second, organizations can also achieve a 

competitive advantage through human resources management by hiring and 

keeping their best employees through their good reputations in managing 

cultural diversity. A third advantage is that multicultural teams can develop 
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products that respond to the various preferences of customers due to a 

greater sensitivity among team members about markets. Another positive 

aspect is that this type of teams creates system flexibility. Indeed, the variety 

of perspectives can help organizations to deal with ambiguity and 

environmental changes. Moreover, systems are more fluid and adaptable and 

allow different cultural perspectives to exist in order to promote new ideas. 

Diversity can also strengthen creativity and innovation through cultural 

differences that are associated with differences in mental model, ideas, 

values, various cultural viewpoints, perceptions and problem approaches. 

Based on these diverse perspectives, multicultural teams are able to 

embrace multiple strategies, identify more solutions, more alternatives to 

problems and provide criteria for alternatives’ assessment. Therefore, ideas 

and solutions are innovative, useful and original. These innovative solutions 

of a better quality have a sixth positive impact that can be highlighted: the 

improvement in problem solving and decision making. Multiculturalism 

brings critical thinking in groups and different perspectives (Cox & Blake 

1991, p. 51). According to Stahl et al. (2010a), cultural diversity can have 

positive impact on communication effectiveness and on knowledge.  

After having presented the opportunities and challenges that cultural 

diversity brings within organizations, we can notice that the leader has an 

important role in order to deal with it. Moon (2012, p. 3) defines leadership 

as an activity that “involves influence, vision, and motivation to bring people 

together to focus on a common goal”. In order to achieve the common goals, 

the leader has to be aware of cultural differences among his/her team and to 

adapt the communication accordingly. It is thus important that a leader 

masters intercultural communication in order to create shared meaning 

among team members (Lustig & Koester, 2006; Plum, 2008). Plum (2008) 

argues that this competence is one of the three components of the cultural 

intelligence (CI). CI can be defined as the capacity to adapt oneself in 

multicultural situations, to communicate effectively and to build 

interpersonal relationships. The other two competences are intercultural 

engagement and cultural understanding. The first one is about the 
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willingness and the motivation to go beyond cultural differences in order to 

achieve team goals. The second one is the knowledge about one’s and others’ 

culture that creates awareness. These three components of CI influence each 

other. So, if one of them is not effective, it creates negative dynamics which 

increases misunderstandings leading to conflicts.  

To sum up, the phenomena of globalization has implied the opening of 

borders which in turn increased the presence of cultural diversity within 

global organizations. This diversity brings with it opportunities and 

challenges that leaders must handle in order to achieve effectiveness. This 

process is represented by the schema hereunder: 

Figure 1: Root-consequences process 

 

Source: Made by authors  

1.2 Research question 

Through our readings, our interaction with foreign people and our 

participation in a Leadership Program in an international context, we had an 

insight in leadership and intercultural communication theories that allowed 

us to make a link between both concepts. We figured out that cultural 

diversity has a significant importance in relationships with others and within 

organizations. They can face negative and positive impacts in working with 

multiculturalism that have to be well managed in order to be effective and 

successful. In our research, we would like to focus on organizational life. 

Therefore, two questions came up into our minds: 

- What are the strategies available for a leader to deal with cultural 

diversity – opportunities and challenges? 

Globalization 
Opening of 

borders 
Cultural Diversity 

Opportunities  
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- What leadership skills are required in multicultural teams?  

Thus, we focus on the leader’s role in multicultural teams in order to find 

answers to these questions. 

1.3 Objectives and purposes 

In this thesis, we put an emphasis on the challenges (positive and negative) 

that cultural diversity brings in multicultural teams. In order to achieve a 

competitive advantage, multinational organizations and their leaders have to 

handle in an effective way several issues and short-comings presented 

before. 

The leader’s role is thus crucial in order to deal effectively with these 

problems, challenges and opportunities. Indeed, the leader has to help team 

members to go together beyond cultural differences and to understand each 

other through an efficient intercultural communication (Lustig & Koester, 

2006; Plum, 2008). Therefore, we put an emphasis on the leaders’ role in 

dealing with cultural differences. We would like to bring an insight view 

about what is happening in reality and also to bring new knowledge about 

strategies that are used according to the issue.  

Our study is addressed to organizations (multinationals) that have to deal 

with the consequences of globalization. In a fast changing environment, 

organizations are looking for new ways to face “increasingly competition, 

complex and culturally diverse 21st century world” (Zander, Mockaitis & 

Butler 2012, p. 592). A frequent response to these changes is to work with 

multicultural teams. Indeed, as Zander and Butler (2010, p. 258) mentioned, 

“multicultural teams are at the heart of globalization and are expected to 

provide efficiencies, be the source of creative initiatives and overall act as 

“glue’ across country and culture borders”.  

Moreover, mergers and acquisitions are often used by companies as an 

opportunity to grow. However, many of them fail because one important 

aspect of success is neglected. Indeed “both parties underestimate the 

potential for a serious culture clash” (Holden 2001, p. 623). Instead, if 
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companies put an emphasis on cultural diversity as large as on financial 

aspects, it will lead to success (Chakravorty, 2012).  

Researchers can be interested by our study because a new positive 

perspective is used to analyze how the diversity is handled and new 

knowledge will be brought in this area. Indeed, we focus on the fact that 

cultural diversity is positive and not negative. In order to realize these 

objectives and purposes, our study is based on interviews with leaders who 

shared with us their life stories, experiences and examples in multicultural 

settings. 

1.4 Structure of content 

We decide to structure and shape our thesis into five chapters. First of all, 

we start by introducing the context that influenced our choice of topic. The 

second chapter refers to the methodological part in which we discuss the 

choice of the methods and approaches that we decide to take into 

consideration in order to create knowledge. The next section concerns the 

literature review and provides the reader with an overall overview about the 

empirical works. It is also a theoretical basis on which we have built our 

findings and creation of knowledge. This chapter reviews nine well known 

concepts in our field of research: globalization, diversity, cultural diversity, 

culture, cultural framework, cultural intelligence, intercultural 

communication, multicultural teams and leadership in multicultural teams. 

The chapter four reviews the face-to-face interviews and conversations 

conducted with the chosen leaders during which they shared with us their 

life stories and experiences. This chapter has attempted to provide readers 

with a better understanding of what has been relevant for our research in 

these face-to-face meetings. Finally, the last chapter mentions the research 

outcomes that we divided into two major findings: the strategies put in place 

by leaders in order to deal with cultural diversity and the necessary skills in 

order to be successful in the management of multicultural teams. 
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2 Methodology 

2.1 Choice of topic 

“Well begun is half done” 

-Aristotle, n.d 

The choice of topic is one big step in writing a thesis that requires time, 

energy and reflection. For this reason, we think that it is important to share 

the process that led us to our topic.  

The first idea came after having attended the two first courses (Strategic 

Leadership in International Contexts and Introduction to Intercultural 

Communication) at the very beginning of this Leadership Program. We 

figured out that diversity was omnipresent with its challenges and 

opportunities. Diversity can take several forms such as nationalities 

(cultural), gender, age, orientations, approaches and techniques amongst 

others. This topic was too broad so we decided to put an emphasis on 

cultural diversity and on global companies. The object of our study is to 

focus on human behaviour at individual and organizational levels. As Daudi 

(1990, p. 295) argues “enunciation today has more to do with how than with 

who”. Moreover, we wanted to find a topic that would be useful in terms of 

knowledge for a wide public such as scholars, organizations and researchers. 

Even if we put an emphasis on companies, it is notwithstanding applicable 

to other multicultural situations in which social interactions occur. 
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Figure 2: Choice of topic 

 

Source: Made by authors 

The reflection process that led us to our topic is represented by the figure 2. 

During the thesis proposal-writing stage, we noticed that the topic was too 

broad and that it would have been interesting to focus on conflicts and 

conflict management; however, after a discussion with the tutors, we realized 

that conflicts are too ordinary and banal, so, we decided to focus on cultural 

diversity in general, its opportunities and its challenges. Therefore, we 

labeled our thesis “Leading Cultural Diversity: Strategies and Skills”. 

2.2 Methodological view 

The choice of the right method is essential because methods are viewed as 

“guiding principles for the creation of knowledge” (Arbnor & Bjerke 2009, p. 

25). 

Three methodological views to create knowledge were presented by Arbnor 

and Bjerke (2009): the analytical view, the systems view and the actors view. 

According to our thesis’ subject, one particular view was not obvious but 

finally, after a long process of reflection and gaining knowledge about 

methodology, the systems view seemed to be the more appropriate. As Daudi 

(1986, p. 116) claims, “the choice of method involved a lengthy process of 

maturation”.  
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 Systems view 

The systems view considers reality as factive in the objective and the 

subjective reality. Each component in systems reality is interdependent and 

so, they cannot be “summed up” (Arbnor & Bjerke 2009, p. 72). A synergy is 

created through the components’ structure. Therefore, unlike the analytical 

view, this kind of methodological view looks at the reality (the whole) is more 

(or less) than the sum of its parts.  

Creators of knowledge, who choose this view, have the aim to explain and/or 

understand the reality in its context. This context is viewed as a system by 

researchers. Our ambition is to understand the system by building models 

and adding metaphors in order to come up with interpretations. The 

discovered models are presented in the “findings” section whereas the 

metaphors are cited in the “interviews” section in which we present the 

different interviews. In this understanding mode, we still assume that the 

reality is factive but our aim is to better understand how systems are 

functioning. In order to study the system, there are two ways available: open 

and closed system. On one hand, open systems are those that are studied in 

their context or environment and on the other hand, closed systems are 

studied in isolation. In our study, we focus on open systems because we 

wanted to consider our issue in its environment in order to depict a fair view 

of the reality.  

There are other reasons why we think that this methodological view is 

appropriate for our study (ibid). First, they argue that researchers in systems 

view find their inspiration in existing literature in which similarities in the 

same field can be used. This is how we proceeded in this thesis. Second, it is 

mentioned that system studies provide empirical results that are quite 

unique to the study. Indeed, our goal is to bring new knowledge in our 

research area. Third, we consider the multicultural team as the system 

under study. In this system, different actors are interacting with each other: 

leaders and followers. Leaders and followers have distinct roles in the system 

but in order to achieve effectiveness, synergies have to be created through 

working together. We think that leaders are those who are able to create the 



“Leading Cultural Diversity: Strategies & Skills” 

Charlotte Boulanger & Laura Pazzaglia 

 
18 

required synergies that can lead to proper functioning of a multicultural 

team. This is why, in this system, we chose to study this leaders’ role and to 

describe how they manage cultural diversity.  

2.3 Qualitative approach 

We decided to take a qualitative approach which is defined as “a process of 

examining and interpreting data in order to elicit meaning, gain 

understanding, and develop empirical knowledge” (ibid, p. 1). This approach 

is more appropriate for our research than the quantitative approach which is 

more focused on statistics and test variables. This focus restrains flexibility, 

limits understandings and leaves no room for interpretations and meanings.  

The qualitative approach guided us throughout the whole process of our 

research by providing four areas that have to be taken into account before 

starting the interviews: the research problem and question, sensitivity, 

literature usage and theoretical frameworks (Corbin & Strauss 2008, pp. 24-

42). Indeed, our original research question has been defined based on the 

existing literature and our experiences. As we mentioned in the section 

‘Choice of topic’, our research question was broad and open to redefinition. 

Secondly, sensitivity refers to gaining insight into data that allows us to 

extract meaning and concepts grounded in data. It also enables us to 

describe respondents’ stories with a balance between a thorough description 

and feelings. Thirdly, the use of literature includes technical and 

nontechnical literature. We use the technical one in order to write the 

literature review as it provides basic questions and concepts. In addition, 

nontechnical literature is used in our research to gain new knowledge, 

reinforce and complement the first type of literature. Another reason for 

which we chose the qualitative approach is because it provides several 

methods to collect nontechnical literature and we decided to conduct 

interviews. Finally, theoretical frameworks are a type of technical literature 

that justifies the use of a specific methodology and defines the applied 

approach in the way research is conducted. To wrap up, we can affirm that 

our methodology was determined by the theoretical framework and not the 
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contrary and thus, the qualitative approach was the right one to choose 

(Corbin & Strauss 2008, pp. 24-42). 

The qualitative approach provides methods such as grounded theory which 

is the most practiced methodology (Strauss & Corbin, 1997) and is the most 

relevant in our study because of its interest in real phenomenon, experiences 

and interpretation grounded in these experiences. This method allows 

researchers to develop theories on the basis of empirical data (Corbin & 

Strauss, 2008). Glaser and Strauss (1967, p. 6) confirm that grounded 

theory exists in  the generation of a theory from data which “means that 

most hypotheses and concepts not only come from the data, but are 

systematically worked out in relation to the data during the course of the 

research”. A positive aspect of the grounded theory is that it combines “the 

depth and richness of qualitative interpretive traditions with the logic, rigor 

and systematic analysis inherent in quantitative survey research” (Walker & 

Myrick 2006, p. 548). It is also a combination of inductive and deductive 

approach. We chose to adopt an inductive approach as we started with 

theoretical concepts that were relevant according to our point of view and we 

then adapt the literature review according to the answers and observations 

made during interviews. We thus start with some concepts in order to avoid 

approaching this phenomenon totally blind and identify interesting empirical 

situations. Then, we talked to people involved in order to relate the collected 

information to the existing theories. The process of this approach is 

represented by the following figure: 

Figure 3: Inductive approach 

Source: Made by authors 
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2.4 Data collection 

Arbnor and Bjerke (2009, p. 176) present in their book two techniques of 

data collection: primary and secondary information. In order to achieve our 

thesis purpose, we solely rely on primary data.  

 Primary data 

Primary information includes new and objective data collection through direct 

observations, interviews and experiments. In our research, we conducted 

face-to-face interviews and conversations with leaders of multicultural 

teams. Arbnor and Bjerke (2009) presented in their book two types of 

interviews according to the degree of standardization: standard (interviews 

are based on the same questions) and nonstructured interviews (basic and 

adaptive questions). We used the concept of “nonstructured interviews” (ibid, 

p. 178). Indeed, a low degree of standardization was followed based on some 

basic open questions used as a guideline. In addition, we asked additional 

and more detailed questions according to the responses of our interviewees. 

This type of interview is also labeled “semi-structured interviews” (Cohen & 

Crabtree 2006, n.p) and has been chosen in order to avoid influencing 

participants’ responses and to let them talk about what they consider as 

important topics.  

At first, it was difficult for us to build basic questions as we were novice in 

the field of qualitative research and in conducting interviews. We thus based 

them on a protocol, proposed by Jacob and Furgerson (2012), which 

provides tips for students. The protocol that we followed was composed by 

several pieces of advice based on our topic and research question: to follow a 

script at the beginning and at the end of the interview providing details 

about our studies, to formulate open ended questions to know more about 

the participants’ stories by starting with easy questions (i.e.: background) 

and move towards more difficult ones. It was also proposed to use prompts 

(bullet points) which were useful to ensure that we have covered our topic 

based on literature that we have read. Another advice was to practice with a 

friend in order to check whether the questions were understandable, well 

written in terms of grammar and spelling and also to check whether the 
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whole topic was covered. It has been helpful and we have made some 

changes in order to write faultless questions. We also gradually adapted the 

questions as the interviews were conducted.  

Interviews and conversations have been combined in our research because 

our aim is to understand the reality (objective and subjective) by getting a 

“mirror reflection” (Arbnor & Bjerke 2009, p. 191). Interviews depict a true 

picture of the reality which is objective because the shared information is 

validated by secondary data (Arbnor & Bjerke, 2009; Daudi, 1986). One risk 

during interviews is to influence it in a way that alters the truth. The chosen 

solution to reduce this risk was to mix interviews with conversations. The 

latter were used to collect subjective (private) information that is not 

validated by external sources.  

Our main objective by making face-to-face research is to gain an insight 

within companies and reality. Indeed, we asked respondents to share their 

life stories, experiences, opinions, feelings and strategies. Interviews are 

analysed in a way that we enter in our participants’ world (from their 

perspectives), in their inner experiences and in their organizations. It also 

allows us to make discoveries in order to bring new knowledge in this area. 

Daudi (1986, p. 126) confirms the relevance of our strategy by claiming that 

“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”.  

For one respondent (Italian HR Manager), we had to make a Skype call 

instead of a face-to-face conversation; we noticed that it was virtual and not 

so interactive. There was a lack of physical presence, exchange and real 

contact. We can affirm that we were lucky to meet leaders face-to-face. A 

point that we would like to highlight is that respondents were free to choose 

between responding in French or in English. Indeed, some of them answered 

in French in order to avoid missing information due to difficulties in the use 

of English. Our goal with this freedom was to enter the participants’ comfort 
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zone. Another way we used to enter their comfort zone was to meet them in 

places they chose (office or home).  

We selected the interviewed leaders following several steps. First, we 

requested information from our surroundings in Belgium whether they were 

in contact (network) with managers/leaders in multicultural settings. We 

conducted interviews only in Belgium due to time. Nevertheless, we 

approached people coming from different cultural backgrounds – countries. 

After getting the information by our surroundings, we gathered the leaders’ 

address contact and we sent them an e-mail in order to explain our topic, 

our objectives and to know if they could help us. According to their answer 

and availability, we made an appointment for a face-to-face meeting or a 

conference call. We have approached managers outside our network as well 

but without answer. So we can affirm that it has been really helpful to rely 

on our surroundings’ network to find the right people to interview.  

An overview of the participants is presented in the following table in which 

information such as leader’s name, nationality, profession and company are 

presented. 
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Table 1: Interview participants 

Respondent Profession Company 

Bas Ruben (Dutch) Sales & Marketing 

Director Northern & 

Eastern Europe 

Costa Cruise 

Christine Nalines 

(Belgian) 

Director & Group HR 

Manager 

EOL Coordination Center 

Alain Daloze (Belgian) Project Manager BNP Paribas Fortis 

Michela Tomei (Italian) Corporate Human 

Resources, Sales 

Subsidiaries 

DIASORIN Group 

Eva Orbay (Czech) Director of European 

Administration 

Riverside Europe Partners 

Peter Rutanga (Belgian) Global Technical Account 

Manager 

Microsoft Belgium 

Michel Van der Linden 

(Belgian) 

Manager S&OE Consulting 

Daniel Beumier (Belgian) Finance and Logistics 

Director 

GSK Pharmaceuticals 

Benoit Traineau (French) Vice-President Europe DIASORIN Group 

Thorsten Hilbich 

(German) 

Country Manager 

Germany 

DIASORIN Group 

Godefroid Libambu 

Wolaka (Congolese) 

Project Manager Federal Agency for 

Medicines and Health 

Products 

Source: Made by authors 

2.5 Writing process 

We followed a specific procedure in the writing process of the literature 

review. We decided to share the sources about a same theory or concept and 

read them separately. Then, we shared information, ideas, opinions and 

understandings about it before starting to write together. We think that 

writing together is time saving as correction and reformulation can be made 
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throughout the process thanks to our different perspectives and feelings 

about the English language which is not our mother tongue.  

After having read the article of Harwood (2005) about the creation of self-

promotion through the use of personal pronouns “I” and “We”, we realized 

that we had to be aware of the importance of their meanings. Indeed, it is a 

major asset to gain credibility and rightness from readership. We decided to 

use the pronoun “we” in order to show our willingness to share our 

understandings and findings about the topic. Moreover, we consider this 

thesis like our “baby” and we wanted to claim its uniqueness. It was also 

obvious for us that this work was done together from A to Z and not, each 

one separately in order to be equal between us but also to create a 

relationship with the readers. The choice to use “we” had also as purpose to 

show that we assume our responsibilities in claiming our findings even 

though we are aware that it is not the unique and veritable truth. Indeed, we 

truly agree with Daudi (1986) when he claims that it is important to keep a 

certain kind of objectivity and humility in the writing of a scientific work.  

2.6 Interpretation of data 

After having collected primary data, we interpreted and analysed it. The 

analysis can be defined as “the act of giving meaning to data” (Corbin & 

Strauss 2008, p. 64) and implies working with these data in order to 

conceptualize it (coding) and define its properties and dimensions. This 

process is represented in the following figure.  

Figure 4: Interpretation of data process 

 

Source: Made by authors 

This way of analysing raw data and coming up with categories and 

properties is a form of developing grounded theory that is called “substantive 

theory” and takes place at a theoretical level (Glaser & Strauss 1967, p. 32). 

Raw data 
Conceptualization 

(coding) =>  
Categorization 

Development of: 

- Properties  

-Dimensions 
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This theory, developed from data, concerns an empirical or a substantive 

“area of sociological inquiry” (ibid, p. 32). In this thesis, the studied area is 

how leaders and culturally diverse individuals are interacting with each 

other in a team.  

Corbin and Strauss (2008) provide several analytical tools that stimulate and 

help researchers throughout the process of analysis. In this research, we are 

making constant comparisons by classifying data into concepts according to 

their similarities and differences. Through the use of this tool, we are able to 

categorize data and to identify their properties and dimensions in order to 

gain better understanding about our research area. Theoretical comparisons 

can also be used when researchers face metaphors in which the meaning is 

not clear and difficult to identify their properties and dimensions. In our 

case, the interviewees provided us with several understandable metaphors 

that allowed us to easily come up with their properties. It was thus useless 

to use theoretical comparisons. Through comparative study made between 

leaders coming from the substantive area mentioned before, we, as 

researchers, are able to develop substantive theory, its categories and 

properties and the relations between them (Glaser & Strauss 1967). This 

theory is generated by extracting the categories and properties from the 

empirical data in order to conceptualize them. We try, while we describe the 

different concepts, to take into account the two characteristics identified by 

Glaser and Strauss (ibid, p. 38): concepts must be “analytic” and 

“sensitizing”. The first characteristic implies that the concept is generalized 

enough to be concrete and the second refers to “a meaningful picture” built 

on illustrations (ibid, p. 38). These two features of concepts assist the 

readers in their perception of the leaders we interviewed and in their 

understanding of the developed theory. This is the reason why we decided to 

rely on snatches of conversations to support our findings.  

Another tool that is relevant in our study is that we use personal experiences 

as a basis for understanding and giving meaning to data. Indeed, our 

experience in a foreign country enables us to have similar mindsets as the 
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leaders we interviewed. It allows us to understand and react upon their 

responses and go deeper into their experiences and explanations.  

We are conscious that our interpretation of data is influenced by our existing 

knowledge about the topic of our research. However, we try to be as objective 

as possible by going beyond our values, beliefs and preferences (Daudi, 

1986). Indeed, “awareness and meaning are key words […] with regard to the 

interpretation of social action” (ibid, p. 130). 

One remark has to be made about the interviews: we used a voice recorder in 

order to avoid missing important information and to listen to them 

afterwards. Another positive aspect of recording is that we were focused on 

the conversation and people. It is also easier for participants to behave 

naturally with a voice recorder rather than with a camera. Therefore, the 

interpretation and analysis of data are based on the recordings.  
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3 Literature review 

3.1 Globalization 

Magala (2005, p. 49) states that the globalization was invented by the 

Western world and ratified by the United States after several historical 

events: the fall of communist systems, the end of the Cold War, the advent of 

internet and (il)legal international companies. These events have been 

accelerators in the development of networks between countries and 

continents. Several authors (Hamilton & Webster, 2009; De Wit & Meyer, 

2010; Pudelko, Carr & Henley, 2006; Magala, 2005) claim that the process of 

globalization is a development towards international linkage between 

countries and towards barriers reduction on a worldwide scale. Exchanges in 

trade (goods, services, money and people) have been thus reinforced. 

Moreover, it is a self-reinforcing phenomenon due to its consequences that 

go beyond the field of economics. It is also a natural process: its area, 

ground and timing are the consequences of choices made by individuals, 

firms and societies. 

De Wit and Meyer (2010) and Hamilton and Webster (2009) present two 

perspectives in a global context. On the one hand, the global convergence 

perspective explains that communication, transport and travel are fostered, 

costless and more frequent. The increase of similitude and competition has a 

standardization impact on international trade. On the other hand, the 

international diversity perspective states that, despite the globalization, 

nations remain fundamentally different because of rigid cultural norms and 

values whereas habits are more flexible. Therefore, cultural diversity implies 

that organizations have to be aware that ignoring it may cost something. It is 

thus necessary for companies “to manage between the often conflicting 

demands to develop standardized products and policies (global integration) 

and to respond to local tastes and requirements (local responsiveness)” 

(Schneider & Barsoux 2003, p. 254). Holden (2001, p. 618) summarizes this 

fact in an interesting way: “think global and act local”.  
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Globalization has positive and negative consequences on companies, 

individuals and societies (Hamilton & Webster, 2009; Pudelko, Carr & 

Henley, 2006). The positive points are openness to new markets, wide choice 

of cheaper suppliers, lower prices, cheaper location for investment, cheaper 

labour and new possibilities of growth. The negative aspects are an increase 

in income inequalities, ecological damages, a growth of complexity, risk and 

competition, less stability and control. 

One important outcome of globalization for companies is a greater diversity 

(Pudelko, Carr & Henley, 2006). Indeed, organizations should not deny the 

existence of cultural diversity as it leads to a competitive advantage due to 

creative opportunities and to innovation (De Wit & Meyer, 2010). Due to 

globalization, the environment is more complex and the network is more 

intense. This consequently requires cross-cultural competences for dealing 

with cultural differences (Magala, 2005). 

3.2 Diversity 

“Diversity is a commitment to recognizing and appreciating the variety of 

characteristics that make individuals unique in an atmosphere that promotes and 

celebrates individual and collective achievement” 

-The University of Tennessee Libraries Diversity Committee, 2001 

Diversity refers to the wide scope of differences that necessitate attention in 

order to make it easier to work and live together. Diversity is related to 

differences that can take several forms (Moran, Harris & Moran, 2011; 

Halverson & Tirmizi, 2008): 

Ageism refers to the age of people. 

Belief is the extent to which an individual is certain that something is true 

and exists without proof. 

Culture is the sharing of beliefs, attitudes and way of thinking among 

identifiable group of individuals. It takes place at several levels such as 

national and organizational levels.  
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Disability refers to the limitation within individuals caused by physical, 

mental, learning or sensory handicap. 

Education is the knowledge acquired throughout childhood and adolescence. 

Ethnicity is a kind of group with common languages, religion, historical or 

cultural background. 

Gender implies the condition of being female or male. 

Language refers to ways individuals speak.  

Physical appearance is the way people look at others. 

Race implies a group of individuals with similar and recognizable physical 

traits.  

Religion is the fact that individuals belief in god(s) or other systems of beliefs. 

Sexuality refers to the sexual orientation. (Moran, Harris & Moran, 2011; 

Halverson & Tirmizi, 2008) 

After acknowledging these several types of diversity, we have decided to put 

an emphasis on cultural diversity. Due to globalization, we noticed that the 

presence of cultural diversity increased all around the world within 

companies, countries, universities, societies, etc. Even though it is 

enriching, we cannot deny that challenges and problems occur. Therefore, 

we combine cultural diversity and leadership in order to analyze how these 

two concepts interact with each other. Another point that convinced us to 

focus on cultural diversity is because it affects teams in different ways than 

the other types of diversity. Indeed, some aspects of cultural differences take 

place at unconscious level and so, bring more complicated challenges that 

have to be managed differently. 
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3.3 Culture 

“Culture is the shared interpretations of symbol systems which affect both ways of 

acting and thinking among a wide group of people that distinguish them from others” 

- Lustig & Koester, 2006; Plum, 2008; Stah et al. 2010; Halverson & Tirmizi, 2008 

First of all, it is necessary to parcel out this definition in order to clarify each 

component (Lustig & Koester, 2006; Plum, 2008; Stah et al. 2010; Halverson 

& Tirmizi, 2008):  

Shared interpretations: interpretation refers to the meanings given to 

symbols, ideas and miscellaneous aspects of life which are present in the 

minds of individuals. Sharing these interpretations with others constitutes 

the foundation of a culture. 

Symbol systems constitute the pattern of a culture generated through the 

interpretations of values, beliefs, norms and social practices. These 

components are explained more in details in the next section. 

Way of acting refers to the behaviours affected by the two previous terms of 

culture. Therefore, human interactions are foreseeable due to guidelines 

provided by a culture about the meaning and the importance of actions. 

Ways of thinking are the systems of meaning influenced by culture that also 

provide a guideline for interpretations. (Lustig & Koester, 2006; Plum, 2008; 

Stah et al. 2010; Halverson & Tirmizi, 2008) 

This definition is relevant in our study because we restructured it by 

highlighting the appropriate terms to fit our research question. Indeed, we 

analyse how the leaders’ behaviours are influenced by their cultural 

background within organizations.  

 3.3.1 Cultural patterns 

As mentioned previously, cultural patterns concern shared values, beliefs, 

norms and social practices that affect perceptions (Lustig & Koester, 2006; 

Adler, 2002; Schneider & Barsoux, 2003). These four aspects of cultural 

patterns are not directly observable because they are present in people’s 
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minds. However, their results expressed by “saying” and “doing” are audible 

and visible. Each aspect is described hereunder in order to understand 

differences in culture and opinions. 

Values allow individuals to distinguish general preferences (i.e.: wrong/right, 

good/bad or appropriate/inappropriate) that are considered as ideals in a 

culture. However, values do not always represent real attitudes and traits. 

Depending on the culture, values’ intensity (the degree to which a value is 

seen as significant) and valence (the way a value is seen as positive or 

negative) vary.  

Beliefs are ideas seen by individuals as true about the way the world is 

supposed to be. Through their beliefs, people can decide whether something 

is logical and correct or not. Shared beliefs within a culture are unconscious 

and unnoticed.  

Norms refer to the expected behaviours that are considered as appropriate in 

a culture. Depending on the culture, norms vary according to their intensity 

and importance. Norms are readily observable through behaviours which are 

linked to the cultural values and beliefs. 

Social practices are present in a culture in terms of predictable behaviours 

that individuals have to follow through the demonstration of values, beliefs 

and norms. These practices can be informal (everyday actions: sleeping, 

eating for example) or formal (i.e.: rituals or ceremonies). Depending on the 

individuals, the degree to which the social practices are used can differ. 

(Lustig & Koester, 2006; Adler, 2002; Schneider & Barsoux, 2003) 

 3.3.2 Cultural identity 

Individuals’ identity distinguishes ingroups and outgroups and is based on 

social, personal and cultural identities (Lustig & Koester, 2006; Plum, 2008).  

Social identity refers to a particular group existing in a culture in which 

individuals identify themselves through similarities and common interests in 

terms of religion, age, race, nationality, gender amongst others.  
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Personal identity involves characteristics which are unique to each individual 

and are different from other individuals within the same culture and social 

groups.  

Cultural identity refers to individuals’ belonging to a particular group 

(country, religion, social, cultural for example) characterized by values, 

language, norms, rules, traditions that they have learned during their life. 

The development of cultural identities follows a three steps process. The first 

step is the unexamined one in which individuals do not often explore other 

cultures and do not question their own characteristics and predominating 

stereotypes. Those individuals are not aware of cultural differences. The 

second step concerns the search of cultural identity and implies the 

exploration and questioning of another culture in order to gain knowledge, 

understanding and acceptance about membership in this culture. The last 

step of this process is cultural identity achievement. During this step, 

individuals acquire a greater acceptance of themselves and embody their 

cultural identity. Moreover, individuals develop ways to deal with 

discrimination and stereotypes.  

Cultural identity is composed by three characteristics that are socially 

constructed. First, this concept is dynamic and changes with the social 

context and with continuous life experiences. The second characteristic is 

that it is central and implies how individuals see themselves in interactions 

with others. Finally, cultural identity is multifaceted because individuals can 

identify themselves to several groups. (Lustig & Koester, 2006; Plum, 2008) 

 3.3.3 Cultural synergies 

This section is relevant in our literature review as we analyze the way leaders 

deal with cultural diversity.  

First of all, the term “synergy” has to be clarified in order to be understood. 

Moran, Harris and Moran (2011, p. 233) define this term as “a cooperative or 

combined action” which occur “when diverse or disparate individuals or 

groups collaborate for a common cause”. This explanation is valid in our 

intercultural perspective because we focus on teams composed by 
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individuals with various cultural backgrounds. Moreover, it is a strategy for 

leaders to increase effectiveness through the sharing of knowledge, 

experiences and perceptions among their team.  

Cultural synergies provide a common ground on which individuals can work 

together in order to seek a solution and achieve success. This common 

ground is built on cultural similarities and differences (heterogeneity) that 

have the same contribution in teams. (Moran, Harris & Moran, 2011; Adler, 

2002) 

3.4 Cultural diversity 

 “Culture hides much more than it reveals”  

-Hall cited in Moran, Harris & Moran 2011, p. 251 

Cultural diversity has two characteristics that have to be distinguished: 

surface-level aspects and deep-level aspects (Stahl et al. 2010a; Helde, 

2012). The first aspects are visible, directly observable and concern 

behaviour, actions, and patterns amongst others. These are clues about 

which country an individual is coming from. The second aspects are not 

readily accessible as they concern values, attitudes, knowledge, norms or 

rules. Deeper interactions and more efforts on the side of leaders and 

followers are necessary to reach this source of information and knowledge. It 

can be represented by the iceberg metaphor (Helde, 2012), illustrated in 

figure 5.  
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Figure 5: Iceberg metaphor 

 

Source: adapted from Helde (2012) 

This metaphor is really known and used to speak about culture and to 

highlight the difference between the two aspects. The deep-level aspects are 

doubtlessly more important than the surface-level aspects. It is the biggest 

part of the iceberg that people tend to ignore or underestimate because they 

have a natural tendency to categorize others according to the visible aspects 

of culture. (Stahl et al. 2010a; Helde, 2012) 

3.5 Cultural frameworks 

In this section, we are making a review of the major contributions in 

conceptualizing culture. Three relevant authors in this area are presented: 

Hofstede, Edward T. Hall and Trompenaars and Hampden-Turner. Their 

theories provide categories in which major differences between national 

cultures can be found. Those can be used by leaders to explore the different 

cultures present in their multicultural teams (Schneider & Barsoux, 2003). 

 3.5.1 Hofstede cultural dimensions 

Geert Hofstede, a European research consultant conducted a survey in a 

multinational company (IBM) involving around 150,000 employees and 

managers in 40 different countries. His purpose was to understand the 

impact of culture across nations on behaviour, management and the way of 
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working. Hofstede has discovered five “value” dimensions: power distance, 

uncertainty avoidance, individualism/collectivism, masculinity/femininity 

and long-term orientation (Schneider & Barsoux, 2003; Moran, Harris & 

Moran, 2011; Adler, 2002; Lustig & Koester, 2006; Halverson & Tirmizi, 

2008; Plum, 2008; Hofstede, 1984). 

Power distance refers to which degree a culture or a society approves that 

the power in institutions and organizations follows an unequal distribution. 

According to the degree of power distance (high vs. low), managers choose 

different decision-making style (centralized vs. participative) and the 

relationship between managers and followers is different (dependence vs. 

autonomy).  

Uncertainty avoidance indicates to which extent a culture or a society 

perceives ambiguous and uncertain situations as a threat. More structure, 

rules and procedures are established in order to limit these kinds of 

situation and to provide predictability and certainty. The degree of avoidance 

(high vs. low) is associated with future changes (resistant vs. acceptance). 

Individualism versus collectivism refers to which degree a culture or a society 

identifies itself to the self or the group. In collectivism, cultures are more 

group-oriented by differentiating ingroup and outgroup. These cultures put 

the needs of other and of collectivities in priority. On the contrary, 

individualist cultures tend to focus on individual needs and aspirations. 

Moreover, members do not categorize people in different groups. 

Masculinity indicates that a culture or a society values assertiveness, 

competitiveness, materialism, career and money whereas femininity culture 

values quality of life, caring of others and relationships.  

Time-orientation dimension refers to a person’s value about family, social 

relations, ways of thinking and working. There are two dimensions: long-term 

versus short-term. On the one hand, long-term orientation cultures are 

characterised by thriftiness, persistence and sense of shame. On the other 

hand, cultures with short-term orientation value stability and steadiness. 

(Schneider & Barsoux, 2003; Moran, Harris & Moran, 2011; Adler, 2002; 
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Lustig & Koester, 2006; Halverson & Tirmizi, 2008; Plum, 2008; Hofstede, 

1984)  

Figure 6: Hofstede cultural dimensions 

 

Source: Made by authors 

We represent the cultural differences discovered by Hofstede by the figure 6 

in order to help readers to gain a clear picture of these differences. 

Hofstede’s work was criticized for several reasons: his findings are 

generalized and unrepresentative as only one company was surveyed, the 

data collected is 30 years old and inappropriate and the validity and its 

measurement were unclear. In response to these critics, Hofstede revised his 

book twice. Nevertheless, the dimensions discovered by Hofstede to depict 

national cultures are still valued, significant and recognisable. Indeed, 

Hofstede “provides an excellent summary of the relationships between 

cultural values and social behaviors” (Lustig & Koester 2006, p. 115). 

 3.5.2 Edward T. Hall model of communication  

Hall, an American anthropologist, studied the patterns of communication 

related to context. He discovered two contexts in which communication takes 

its meaning: high versus low-context communication (language). These 

contexts are different according to the meaning of space and the time 
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orientation (Schneider & Barsoux, 2003; Lustig & Koester, 2006; Plum, 

2008; Halverson & Tirmizi, 2008; Moran, Harris & Moran, 2011). 

High/Low-context refers to the language used for communication. Language 

allows individuals to express their thoughts, feelings, experiences, ideas and 

opinions. The way of communicating influences the relationships with the 

environment and with other people. Hall explains that in high-context 

cultures, communication depends not only on the situation but also on the 

person. The messages are internalized, subtle, ambiguous and implicit; so, 

individuals have to be able to master the nonverbal codes (body language) 

and to observe the environment (context). In these cultures, the group is very 

important and thus, a clear distinction is made between the ingroup and the 

outgroup. It implies a high level of commitment and loyalty. For low-context 

cultures, it is a challenge to understand high-context messages due to a lack 

of clarity and details. Indeed, in these cultures, the way of communicating is 

direct and the information that the message has to convey is explicit, 

verbalized and detailed in order to convey exact meaning. The main reason 

why these cultures use this type of communication is because they want 

everyone to have the possibility to understand and to receive the 

information; even those who are not part of the group. Group members 

change rapidly which implies a high rotation in membership.  

The meaning of space is composed by personal (comfortable zone) and 

territorial space (power). Personal space is about the physical distance 

between individuals. A difference can be made between high and low-context 

cultures. The latter considers space as private and puts a great physical 

distance whereas high-context people regard space as a common place 

where individuals are physically close. 

Time orientation refers to which extent individuals take control on nature 

that defines the priorities: tasks versus relationships. Hall categorizes them 

into monochronic versus polychronic time orientation. Low-context cultures 

are part of the monochronic orientation. Indeed, these cultures are tasks-

oriented (efficiency) and activities are highly scheduled. Time is considered 

as a commodity which has to be structured and to be spent productively and 
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deadlines have to be respected. On the contrary, high-context individuals are 

part of the polychronic orientation. These people are relationships-oriented 

and are multitasking. Time is viewed as a process that belongs to nature and 

others. Thus, it is less structured, more open and more responsive to 

people’s needs. (Schneider & Barsoux, 2003; Lustig & Koester, 2006; Plum, 

2008; Halverson & Tirmizi, 2008; Moran, Harris & Moran, 2011) 

Figure 7: Hall model of communication 

 

Source: Made by authors 

Due to our difficulty to understand and conceptualize Hall’s work, we 

wanted to provide a figure illustrated in figure 7 that creates a better 

understanding for the readers.  

From this standpoint, differences between high and low-context cultures in 

language, space and time can lead to misunderstandings, conflicts and 

stereotypes. Therefore, individuals have to be aware of these differences 

before interacting with each other’s.  

 3.5.3 Trompenaars and Hampden-Turner seven   

          dimensions of culture 

Trompenaars and Hampden-Turner are two European experts in the 

organizational field. The purpose of their work is to understand how culture 

impacts organizations based on Hofstede’s and Hall’s studies. They 

discovered “Seven Dimensions of Culture” whose two are similar to these 

previous researches. The latter are individualism/ communitarism and 

specific/diffuse, not explained hereunder in order to avoid recurrence. The 

new five dimensions are universalism/particularism, attitudes towards time, 
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Communication 
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neutral/affective, achievement/ascription and internal/external control 

(Halverson & Tirmizi, 2008). 

Universalism versus particularism indicates the extent to which rules and 

procedures are formal. Low degree of formality is found in particularist 

cultures in which individuals put an emphasis on relationship and situation 

as important factors in decision-making and actions. Universalist cultures 

consider rules and procedures as crucial and formal to make agreements 

and take actions.  

Neutral versus affective refers to the way emotions are shown. In neutral 

societies, emotions are internalized and invisible in order to hide a lack of 

self-control. Moreover, individuals maintain a certain physical distance (no 

touching) between them. In affective societies, emotions are plainly 

formulated and demonstrated by verbal and nonverbal means.  

Achievement versus ascription is differentiated by the way individuals acquire 

status and recognition. In achievement cultures, an emphasis is put on 

performance and competencies in order to give recognition and status. On 

the contrary, in ascription cultures, hierarchy and titles are valued and 

other factors are taken into account such as age or gender. 

Attitudes towards time indicated three time orientation: past, present and 

future. Past-oriented societies consider history, traditions and experiences as 

important. Present-oriented societies are focused on current experiences and 

events to make decisions and take actions. Future-oriented societies place a 

major emphasis on activities that can bring potential benefits on the long-

term.  

Internal versus external control refers to the factors that influence outcomes. 

Internal control states that outcomes are determined by individuals’ efforts 

and activities. Conversely, external circumstances and factors influence 

outcomes. (Halverson & Tirmizi, 2008) 
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Figure 8: Trompenaars and Hampden-Turner seven dimensions of culture 

 

Source: Made by authors 

We represent the seven dimensions of culture discovered by Trompenaars 

and Hampden-Turner by the figure above to help readers to gain a clear 

picture of their work and help them to remember it more easily.  

3.6 Cultural intelligence 

Cultural intelligence is primarily, to communicate in an understandable way. 

Secondly, it is the ability to act in an appropriate way in situations where 

cultural differences are important. It is also a life learning process which 

means having an open mind by being curious about those differences and 

the other people. Through these skills, people are able to establish 

relationships across cultural differences. Cultural intelligence provides a 

basis for understanding differences but also strategies and methods to 

handle cross-cultural encounters. Moreover, in this concept, feelings and 

human relationships are culturally determined. According to Plum (2008), 

three dimensions compose the intercultural intelligence and exist in a 

dynamic interaction represented in figure 9: intercultural engagement, 

cultural understanding and intercultural communication. These dimensions 

are described in the following sections. 
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Figure 9: Cultural intelligence dimensions 

 

Source: adapted from Plum (2008) 

 Intercultural engagement – emotional part 

Intercultural engagement is about the emotional aspect of cultural 

encounters that implies motivation and attitudes towards cultural 

differences. Motivation is the willingness to create results with individuals 

who are different in their way of thinking and behaving. This dimension 

implies also the capacity to manage and contain one’s own emotional 

reactions and also those from others’ which are culturally determined. 

Another aspect is that individuals have to be emotionally mature and 

mentally flexible. They must experience continually new cross-cultural 

encounters in order to be able to reflect and look at themselves from the 

outside. This implies that individuals have to adopt learning as well as to be 

curious and open during these encounters (Plum, 2008). A link can be made 

with Goleman’s concept of emotional intelligence (EQ). Indeed, EQ “refers to 

the capacity for recognizing our own feelings and those of others, for 

motivating ourselves, and for managing emotions well in ourselves and in 

our relationships” (Goleman 2004, p. 317). Goleman (ibid, p. 318) identifies 

five abilities that leaders need in order to lead, cooperate and achieve goals 

with their teams: 

Intercultural 
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Self-awareness is the ability of individuals to be aware of their own emotions 

at any time and to use them to orient their decisions. It is also the 

assessment of their abilities and to have grounded feelings of self-confidence.  

Self-regulation refers to the ability of individuals to manage emotions in order 

to avoid interferences with the task at hand, to be conscientious to achieve 

goals and to put emotional anxiety behind them.  

Motivation is the ability of individuals to use their inner preferences to 

orientate themselves towards their goals. Motivation also helps them to take 

initiatives, to progress and to be persistent when failures and frustration 

occur. 

Empathy is the ability to see and understand what other individuals are 

feeling, to put others’ glasses on and to create and maintain relationship 

with a wide diversity of individuals. 

Social skills refer to the ability to exploit emotions within relationships in a 

good way and to read social situations and networks in order to avoid 

frictions. These social skills are useful to persuade, lead, negotiate and 

remove frictions in order to create a good environment that promotes 

cooperation and teamwork. (Goleman, 2004) 

 Cultural understanding – mental part 

Cultural understanding involves the mental part of individuals which 

requires a general and specific cultural knowledge in order to understand 

one’s own and others’ culture. Through the development of general 

knowledge, individuals become aware that other cultures exist. An 

awareness of other cultures’ characteristics is created by gaining specific 

knowledge.  This component implies the observation of signals in a new 

cultural encounter in order to adjust one’s own actions and behaviour. 

Cultural encounters allow individuals to acquire experience which, in turn, 

is transformed into general knowledge. (Plum, 2008) 
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 Intercultural communication – action part 

Intercultural communication is the action part of cultural intelligence and 

implies verbal and nonverbal communication that needs to be appropriate in 

each situation. Communication allows individuals to get in touch in cultural 

encounters and brings the two previous dimensions into play. In order to act 

appropriately and to build a common ground, it is necessary to put one’s 

own culture aside (routines, expressions and reactions) and both, to behave 

and speak cautiously. This third aspect of cultural intelligence will be 

discussed in more details hereunder. (Plum, 2008) 

After having analysed the concept of cultural intelligence, it is obvious that 

today’s leaders in global organizations face cross-cultural encounters and 

thus, they need to be culturally intelligent in order to achieve success and 

performance through the management of cultural issues. Indeed, Groves and 

Feyerherm (2011, p. 561) confirm through their study “the critical role of 

cultural intelligence as a competency that facilitates leadership performance 

outcomes in the increasingly diverse and global work environment”. A way 

for leaders to increase their cultural intelligence is to be exposed to other 

cultures through working, studying, living and interacting with individuals 

coming from that culture (Crowne, 2008). Exposure to different cultures 

(experiences) allows leaders to create a familiarity with their values, norms 

and assumptions.  

3.7 Communication 

“To effectively communicate, we must realize that we are all different in the way we 

perceive the world, and use this understanding as a guide to our communication with 

others”  

-Anthony Robbins cited in Moran, Harris & Moran 2011, p. 37 

We think that it is useful to explore the process of communication in general 

because it is the basis for understanding intercultural communication. 

Communication is a symbolic, interpretive, irreversible, dynamic, complex 

and mutually influential process which includes verbal/nonverbal and 

conscious/unconscious messages. These kinds of messages are omnipresent 
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and thus, it is impossible for individuals to not communicate. The 

communicative process also concerns the creation and the exchange of 

meanings. Each characteristic of the process are discussed hereunder in 

order to gain a deep understanding of the concept (Adler, 2002; Plum, 2008; 

Lustig & Koester, 2006; Halverson & Tirmizi, 2008; Moran, Harris & Moran, 

2011): 

Symbolic is the expression of meanings through symbols that are 

externalized by words and actions (behaviour). It also refers to the 

symbolization of feelings, emotions, ideas and information taking place 

before communication. This process of symbolization occurs in the side of 

both senders (encoding) and receivers (decoding).  

Interpretive refers to the perception and the interpretation of symbol 

messages and symbolic behaviour of others in order to create meanings. 

Interpretations influence the understanding and are unique to each 

individual. 

Irreversible means that when message is sent, individuals cannot take it 

back. However, they can add explanations, clarifications or make some 

reformulations.   

Dynamic process implies that communication varies over time due to 

changes, evolution and development in terms of people, activities, 

experiences, etc. It is essential to recognize the way it changes in order to 

understand it as a dynamic process. 

Complex process refers to the communication that involves not only a sender 

and a receiver but also other factors such as environmental ones, personal 

ones and cultural filters. These filters or noise influence both sender and 

receiver.  

Mutually influential involves that senders and receivers convey a message in 

order to influence and/or convince each other. Indeed, both persons are 

sending and receiving messages and so, it is difficult to characterize one 
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individual as exclusively sender or receiver. (Adler, 2002; Plum, 2008; Lustig 

& Koester, 2006; Halverson & Tirmizi, 2008; Moran, Harris & Moran, 2011) 

Figure 10: General communication process 

 

Source: adapted from Lustig & Koester (2006) 

The general process of communication, that includes a sender, a message 

and a receiver, is linearly represented in the figure 10. 

3.8 Intercultural communication 

“Any culture is primarily a system for creating, sending, storing, and processing 

information. Communication underlies everything….Culture can be likened to an 

enormous, subtle, extraordinarily complex computer. It programs the actions and 

responses of every person, and these programs can be mastered by anyone wishing 

to make the system work” 

-Hall and Hall cited in Moran, Harris & Moran 2011, p. 68  

In multicultural settings, the general process cannot fit as diversity in 

cultural preferences can lead to a clash because of misunderstandings 

(Moon, 2012). As a consequence, communication becomes more complex as 

cultural preferences do not match during interactions between individuals 

from different cultures. Another reason is that sharing information (verbal 

and nonverbal) is culturally led by the values and beliefs that have been 

learned by individuals. Thus, the shared information can be differently 

interpreted because of different cultural patterns. Misunderstandings arise 

when two or more individuals do not interpret words or gestures used in the 

communication process in the same way. (Moon, 2012) 

The uniqueness of interpretation is more meaningful within intercultural 

environments (Adler, 2002; Plum, 2008; Lustig & Koester, 2006; Halverson 

& Tirmizi, 2008; Moran, Harris & Moran, 2011). Intercultural 

communication occurs when two individuals from different cultures meet 

and communicate or when individuals from different group identities 

Sender Message Receiver 
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interact. As we mentioned before, different cultures imply different 

interpretations and meanings based on cultural background which is 

specific to each individuals. In these intercultural environments, the sender’s 

and receiver’s perceptions and meanings are influenced by their own filters 

or noise that can take several forms such as mental models, stereotypes, 

language, physical proximity or/and use of silence. These filters are potential 

barriers for communication and make the process more challenging. The 

process of communication in the intercultural context cannot be represented 

like a line but rather, like an interconnected model where the aspects 

mentioned before have to be taken into account. It is represented by the 

following figure: 

Figure 11: Cross-cultural communication model 

 

 

 

 

 

 

 

Source: Adapted from Adler (2002, p. 74) and Halverson & Tirmizi (2008, p. 176) 

Despite the fact that verbal and nonverbal communication is present in the 

general process, they have more impacts within multicultural settings. 

Verbal and nonverbal intercultural communication is described separately 

hereafter (Lustig & Koester, 2006; Klyukano, 2005): 

Verbal communication refers to the language in which verbal codes include a 

certain amount of rules about the use of words (spoken/written) within 

messages. The spoken language invokes the use of sounds and the written 

language implies graphic characters. Both sounds and characters help 
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individuals to identify the different meanings. The uncommon verbal codes 

that are used by individuals from different cultures during an interaction are 

always influenced by their initial languages.  

Nonverbal communication concerns the silent side of language which is 

unconscious and accounts for around 65% of the meaning sent through 

messages (Ting-Toomey cited in Moran, Harris & Moran, 2011). Individuals 

often used nonverbal messages “to fill up the gap” of verbal communication 

in order to accentuate, add, refute or change the verbal messages that are 

different from one culture to another. Contrary to verbal communication, 

nonverbal communication is multichanneled and refers to several nonverbal 

codes such as body movements, touch, time, space, voice. (Lustig & Koester, 

2006; Klyukano, 2005) 

Despite the fact that there are common traits in each individual’s 

communication, cultures bring differences in behaviour and influence the 

situation in which verbal and nonverbal communication appear. It is thus 

obvious that communication is influenced by the verbal and nonverbal codes 

that are culturally determined. Therefore, it is necessary for leaders working 

with multicultural teams to be able to have intercultural communication 

competence, taking into account the differences within the codes.  

 Intercultural communication competence 

As previously mentioned, intercultural communication competence (ICC) is 

necessary for leaders to communicate efficiently with individuals coming 

from different cultures (multicultural teams). Indeed, it provides a framework 

of knowledge and skills that allows them to achieve this goal (Klyukano, 

2005). It is important to say that this section will not provide a universal 

solution to communicate efficiently but rather a guideline to follow and to 

adapt in each particular situation. According to Lustig and Koester (2006, p. 

66), intercultural communication competence “is contextual; it produces 

behaviors that are both appropriate and effective; and it requires sufficient 

knowledge, suitable motivations, and skilled actions”. This description is 

examined hereunder: 
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Context: ICC is contextual thus it depends on relationships and situations in 

which communication occurs.  

Appropriateness and Effectiveness in behaviour are required in ICC. 

Appropriate concerns suitable behaviour according to cultural expectations, 

situations and relationships. Effective concerns behaviour that allows 

individuals to achieve desired results.  

Knowledge, Motivations, and Actions are demanded in ICC. According to 

Klyukano (2005), the three components (cognitive, affective and behavioral) 

are interconnected and equally important. First, knowledge or cognitive 

information is essential to interpret correctly the meanings included in 

messages sent from others. It concerns general (intercultural communication 

process) and specific (cultural patterns) information about different cultures. 

In order to understand other cultures, individuals need first knowledge 

about their own culture. Second, motivations (affective component) include 

feelings, attitudes, intentions and emotions that occur in intercultural 

settings. Third, actions (behavioral component) include all the things that 

individuals (do not) say or do which are appropriate and effective. (Lustig & 

Koester, 2006; Klyukano, 2005) 

To conclude, we would like to mention that ICC increases along with 

interactions with individuals from other cultures. 

3.8 Teams 

Nowadays, many multinational organizations rely on teams – composed by a 

group of individuals which brings complementary skills, are engaged towards 

common goals and are mutually responsible – and multicultural teams as an 

answer to the increased competition in the globalized world. Another reason 

to pay attention to multicultural teams is that when a company decides to 

grow internationally, it faces cultural diversity that has to be dealt with. The 

last potential reason is that mergers and acquisitions take place around the 

world and thus organizations also face multiculturalism. (Matveev & Milter, 

2004; Halverson & Tirmizi, 2008) 
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This section is devoted to the clarification of several terms: team, 

multiculturalism, multicultural team.  

 3.8.1 Global teams 

This section needed to be added in our literature review as some leaders we 

interviewed were actually working with global teams. 

Global teams can be associated to virtual teams and multicultural teams. 

Indeed, according to Maloney and Zellmer-Bruhn (2006), global teams imply 

both geographical distance and heterogeneity. The latter has several 

dimensions such as nationality, gender, culture and expertise. To fit into our 

thesis’ topic, we decided to put an emphasis on cultural heterogeneity in 

terms of nationalities and we called it “multicultural teams”.  

Global teams create opportunities in accessing expertise that is not available 

locally but also create barriers. These are going to be explained separately 

within the two characteristics (virtual and multicultural) of global teams.   

  3.8.1.1 Virtual teams 

The focus here is put on the virtual aspect of global teams which are 

composed by a group of people working “across space, time and 

organizational boundaries with links strengthened by webs of 

communication technologies” (Lipnack & Stamps, 1997 cited in Schneider & 

Barsoux 2003, p. 244).  

Working virtually brings thus opportunities and challenges (Maloney & 

Zellmer-Bruhn, 2006; Schneider & Barsoux, 2003; Halverson & Tirmizi, 

2008). On the one hand, the access to local knowledge and expertise is 

beneficial because it is essential to integrate, to respond locally and to learn 

through individuals. Another positive aspect is that participation increases: 

members are more eager to share ideas and opinions as stereotypes and 

status are hidden in a sense. On the other hand, several challenges have to 

be managed. A lack of trust can appear as no social interactions and 

relationships take place between team members. Moreover, communication 

can be more difficult due to a decrease or a distortion of signals about 
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context and nonverbal communication that lead to missing important 

information. Another challenge is that members work within different time 

zones and therefore work asynchronously. (Maloney & Zellmer-Bruhn, 2006; 

Schneider & Barsoux, 2003; Halverson & Tirmizi, 2008) 

A strategy is thus necessary to achieve effectiveness: define a timeslot of 

when it is necessary to work together and separately.  

  3.8.1.2 Multicultural teams 

Multicultural team is composed by individuals who are coming from different 

nationalities and cultures (three or more) (Adler, 2002). Working with these 

individuals has several implications (Lustig & Koester, 2006; Stahl et al. 

2010a; Stahl et al. 2010b; Schneider & Barsoux, 2003; Halverson & Tirmizi, 

2008). Indeed, opportunities and challenges/issues can arise due to cultural 

differences that create barriers to teamwork. In this section, these challenges 

and opportunities are presented and explained.  

Figure 12: Four C’s model for working in multicultural teams 

 

Source: adapted from Butler & Zander (2008, p. 196) 

The multicultural composition of a team through the communication can 

either create conflicts (challenges) or creativity (opportunities). If conflicts are 

created, the communication needs to be adapted in order to solve them and 



“Leading Cultural Diversity: Strategies & Skills” 

Charlotte Boulanger & Laura Pazzaglia 

 
51 

so, to lead to creativity. These challenges and opportunities among many 

others are presented in the next sections.  

  3.8.1.3 Challenges 

“Peace is not the absence of conflict but the presence of creative alternatives for 

responding to conflict” 

-Dorothy Thompson cited in Halverson & Tirmizi 2008, p. 211 

Leaders within multinational organizations have to deal with several 

problems due to cultural differences that can have impacts on effectiveness. 

Therefore, leaders cannot deny these difficulties and they have to heed them. 

Several issues are exhibited hereunder (Lustig & Kuster, 2006; Stahl et al. 

2010a; Cox & Blake, 1991; Holden, 2001; Plum, 2008):  

Social categorizing includes three characteristics. First, people organize 

stimuli into categories, groups and patterns in order to understand them. 

The two other features are ethnocentrism and stereotyping; presented 

thereafter. Individuals categorize similar people into in-groups and others 

into out-groups and this categorization has negative impact on cohesion. 

Ethnocentrism is the notion that individuals think and claim they are 

superior to others in terms of beliefs, values, norms and practices. 

Stereotyping is the willingness of individuals to identify themselves to 

categories. People generalize the other groups of people. 

Prejudice is a negative attitude or mental representation adopted by 

individuals toward other groups of people based on defective and inflexible 

stereotypes. 

Discrimination is the notion that people manifest these prejudices through 

their behaviour. 

Racism is the creation of a social history due to prejudice and 

discrimination. In a cultural point of view, racism is the rejection of the 

existence of a group culture by one group. 
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These issues have an impact on relationships between individuals coming 

from different countries. Indeed, differences in terms of communication and 

language lead to misunderstandings, misinterpretations, tensions, conflicts 

amongst others due to different meanings. (Lustig & Kuster, 2006; Stahl et 

al. 2010a; Cox & Blake, 1991; Holden, 2001; Plum, 2008) 

Even this list is not exhaustive, we can highlight that it requires a good 

management from leaders. Moreover, in multicultural environment, there are 

more aspects to take into account than in a monocultural one. 

  3.8.1.4 Opportunities  

Although there are several challenges in working with multicultural teams as 

previously presented, positive outcomes can be generated through a good 

management. First, these teams are viewed as response to environments 

that are becoming more dynamic and complex through their diverse 

perspectives in decision making (Schneider & Barsoux, 2003). Second, a link 

can be made between cultural diversity and creativity (Stahl et al. 2010a). 

Indeed, through the use of their different experiences, mental models, 

perceptions and approaches to problems, these teams provide more 

alternatives to problems evaluation and to act. Moreover, teams have access 

to wider and better information that is useful to make combinations in order 

to achieve innovation. Third, Stahl et al. (2010b) found in their meta-

analysis on multicultural teams that cultural diversity and satisfaction are 

positively linked which stands in opposition to the research that has been 

made up to now. Indeed, working in this type of teams and being exposed to 

other cultures may fulfill other individual needs such as “needs for variety, 

development, or even adventure” (Stahl et al. 2010a, p. 443). Job satisfaction 

can also be increased through a good integration of people from different 

cultures (Cox & Blake, 1991). Fourth, Stahl et al. (2010b) also discovered 

that cultural diversity had no impact on communication. However, it is 

necessary to distinguish the two characteristics of cultural diversity 

presented before. Indeed, multicultural teams increase communication 

effectiveness when they discover the deep-level aspects of a culture. This 

increase can compensate and surpass the losses multicultural teams can 
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face when the focus is only put on surface-level aspects of cultural diversity. 

Fifth, according to Cox and Blake (1991, p. 51), different perspectives and 

views brought by individuals in multicultural teams create critical thinking. 

A sixth point is that a greater sensitivity about customers’ preferences and 

markets is developed due to various cultural backgrounds (Schneider & 

Barsoux, 2003). The next opportunity is the variety of perspectives that 

helps organizations to respond to environmental changes through a certain 

level of flexibility and adaptability. Through a good management of these 

opportunities, multicultural teams can lead to a competitive advantage. This 

is why cultural diversity within a team has to be considered as an asset. 

(Schneider & Barsoux, 2003) 

Table 2: Opportunities and challenges within multicultural teams 

Opportunities Challenges 

Diverse perspectives in decision-making Social categorization – categorization of 

stimuli, ethnocentrism and stereotyping 

Creativity – Innovation Cohesion 

More alternatives to solve problems Prejudices 

Increasing satisfaction  Discrimination 

No impact on communication 

effectiveness 

Racism 

Critical thinking Communication - Language 

Greater sensitivity about markets Misunderstandings – Misinterpretation 

(different meanings) 

Create system flexibility and 

adaptability 

Conflicts, tensions, etc. 

Competitive advantage  

Source: Made by authors 

Opportunities and challenges presented above need to be managed in a good 

way in order to become more effective and productive than monocultural 

teams. Per contra, when cultural diversity is not well managed, multicultural 

teams are less productive than the monocultural ones (Adler, 2002). This is 

represented in the figure 13. 
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Figure 13: Comparison monocultural versus multicultural teams 

 

Source: Kovach cited in Adler (2002, p. 148) 

Leadership in multicultural teams is thus crucial in order to be highly 

effective. As previously mentioned, cultural differences can lead to benefits 

or costs according to the leaders’ understanding and consideration of these 

differences as resources or not. This is discussed in the next section.  

3.9 Leadership in multicultural teams 

“Global leaders must first and foremost be learners”  

-Moran, Harris & Moran 2011, p.97 

 

The importance of the leader’s role is obvious and essential for an 

organization within multiculturalism has a major presence. This is the 

reason why we have decided to study only the leader’s perspective. Leaders 

in multicultural teams need to learn how to use cultural diversity in order to 

achieve performance and how to minimize it if performance decreases (Adler, 

2002). They also have to learn how to integrate cultural diversity in the 

teams’ functioning. Adler (2002) provides in her book a guideline to manage 

cultural diversity: 

Task-Related Selection implies that leaders have to select individuals 

according to their homogeneous abilities and heterogeneous attitudes. 

Recognizing differences is necessary before communicating. The development 

of understanding and respect of the differences come right after this 

recognition. A way to recognize differences is to create awareness about the 
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existing cultures in multicultural teams and willingness to go beyond 

stereotypes.  

Establishing a Vision is essential to define the team’s goals and has to 

surpass individual cultural differences.  

Equalizing power is key aspect in order to avoid cultural dominance and to 

reach better ideas. Leaders have to distribute power according to each 

member’s contribution to the work. 

Creating Mutual Respect through establishing equal status, close 

relationships and cooperation. This is useful to decrease prejudices, 

judgments and stereotypes.  

Giving Feedback on team process and output is essential to promote and 

value each individuals and the team itself. (Adler 2002, pp. 153-155) 

As previously mentioned opportunities and challenges arise in multicultural 

teams. It is necessary for leaders to find other ways than traditional 

leadership styles to manage these teams that are more complex due to 

cultural differences (Zander & Butler, 2010). Several leadership styles, which 

appeared and are used as strategies to lead multicultural teams to success, 

are presented hereafter. 

 3.9.1 Transformational - Transactional leadership 

These two types of leadership are presented together in this section due to 

recent researches arguing that they are not in opposition (Yukl, 1998 cited in 

Halverson & Tirmizi, 2008; Bass, 1985 cited in Marturano & Gosling, 2008). 

A way for leaders to be successful in multicultural teams need is to have 

both transformational and transactional skills. 

Transformational leadership has positive impacts on multicultural team 

members’ motivation, satisfaction and performance (Zander, Mockaitis & 

Butler, 2012; Ayman & Korabik, 2010; Mittal & Dorfman, 2012). Positive 

outcomes are achieved by using cultural differences and benefits. This 

leadership style is, on the one hand, people-oriented and values “people, 
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listening, mentoring and empowering” (Zander, Mockaitis & Butler 2012, p. 

595). On the other hand, this style focuses on organizations: an emphasis is 

put on commitment towards the company’s goals. Halverson and Tirmizi 

(2008) argue that in multicultural teams, inspiring motivation can be created 

by team members through the communication of a vision about team 

process that incorporates symbols. Moreover, team satisfaction is positively 

impacted by focusing on individuals.  

Transactional leadership is focused on the exchange of something of value 

between leaders and followers (Marturano & Gosling, 2008; Halverson & 

Tirmizi, 2008). Team members are motivated by attracting their self-interest 

through the use of penalties and rewards. The success of this relation 

between leaders and followers depends hardily on the way they accept 

hierarchy. According to Halverson and Tirmizi (2008), transactional 

leadership is helpful at the very beginning of team development.  

Transformational and transactional leadership styles are divergent in their 

ways of motivating team members (Marturano & Gosling, 2008). The former 

motivates members to surpass their self-interest in order to ensure that 

common and shared goals are met. The latter motivates members to follow 

their leaders’ demands through “cost-benefit exchanges” (ibid, p. 166).  

Both leadership styles are effective but in different ways (Halverson & 

Tirmizi, 2008). Transformational leadership has positive effects on team 

outcomes and satisfaction whereas transactional leadership has stronger 

effects related to team effectiveness and commitment. According to Inceoglu 

and Bartram (2012), both transactional and transformational competencies 

are required in the leadership process.  

 3.9.2 Servant leadership 

Servant leadership style is also people-oriented and values “people, listening, 

mentoring and empowering” (Zander, Mockaitis & Butler 2012, p. 595). This 

style focuses on the followers and considers the leader’s role as serving and 

developing these followers (Mittal & Dorfman, 2012). Halverson and Tirmizi 

(2008) add that this type of leader put an emphasis on followers’ needs and 
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on supporting followers to be autonomous by transferring the power to them. 

They argue that servant leadership style is a good approach to create the 

appropriate climate within multicultural teams through caring. This is an 

essential element to protect followers and to build trust and cooperation. 

Mittal and Dorfman (2012), based on several existing researches, analyzed 

the six aspects of servant leadership that lead to effectiveness in 

multicultural settings in more detail: 

Egalitarianism refers to the notion of equality; the leader is not superior to 

team members but rather, he/she puts his/her followers at the first stage. In 

this dimension, not only the leader but also the followers are influencing 

each other; this is a multi-directional process.  

Moral Integrity is central to this leadership style and refers to the consistency 

between talk and actions of leaders and their beliefs and values in order to 

preserve legitimacy. 

Empowering and developing others: servant leaders behave like catalysts 

through empowering and developing their subordinates in an environment 

where development of self-confidence is promoted.  

Empathy assists servant leaders in the creation of a fraternal and 

compassionate environment. Leaders do that through listening and 

understanding members, their emotions and their needs. 

Humility refers to the degree to which leaders put in the first place the 

interests of their followers by recognizing their contributions towards 

reached organizational goals as well as their own development. 

Creating value for community is the ability to create community through 

strong personal relationships, collaboration and considering the uniqueness 

of each subordinate. (Halverson & Tirmizi, 2008; Mittal & Dorfman 2012, pp. 

556-557; Zander, Mockaitis & Butler, 2012; Shamir & Eilam, 2005).  

It is important to highlight the fact that most of these dimensions vary 

across cultures and only one – moral integrity – is considered as universal. 



“Leading Cultural Diversity: Strategies & Skills” 

Charlotte Boulanger & Laura Pazzaglia 

 
58 

 3.9.3 Shared leadership 

Ramthun and Matkin (2012) develop in their article a model of shared 

leadership that takes into account the multicultural side of teams. Shared 

leadership can be complementary to vertical leadership. The latter 

represents the leader’s formal role, the authority going downward to 

followers and the centralization of power. In addition, shared leadership 

promotes power and influence sharing within teams. Pearce and Conger 

(2003 cited in Ramthun & Matkin 2012, p. 306) define it “as a dynamic, 

interactive influence process among individuals in groups where members 

lead one another to achieve organizational objectives”. Thus, members 

influence each other’s through this leadership distribution and are allowed 

to show both leadership and following attitudes through adapting themselves 

to the situation. According to Zander and Butler (2010), leadership is 

considered as a team property and thus cooperation and exchanges of 

resources are seen as essential between team members.  

 3.9.4 Synergistic leadership 

In today’s interrelated world, complexity and confusion in terms of 

relationship within organizations has increased. Therefore, leaders who were 

used to manage people in a traditional way must adopt a different behaviour 

in management and go out of their comfortable zone to develop relationships. 

Cultural differences create barriers for them in the establishment of synergy. 

Moran, Harris and Moran (2011) argue that nowadays, it is important to 

have synergistic leaders within a company. Synergistic leaders educate and 

train their cross-cultural members so that they can cooperate, communicate 

and act together in order to achieve goals. This kind of leader plays a role of 

coaches or mentors for their members in order to gain the followers’ 

commitment. The principal role of a synergistic leader is to empower 

followers. Synergistic leaders, with their ability to manage change in the 

work culture, take into account the quality of life. They also consider the 

environmental aspect in the way of working and in technology. By promoting 

the participation of their members, synergistic leaders foster self-

achievement and fulfillment. They also rephrase traditional values which are 
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relevant for workers such as work ethic and individual responsibility. 

Through their approach, synergistic leaders promote creativity, innovation, 

flexibility and openness which lead to change. (Moran, Harris & Moran, 

2011) 

 3.9.5 Cross-Cultural leadership 

According to Marturano and Gosling (2008), cross-cultural leadership 

appeared with the increase number of expatriates due to globalization. 

Expatriation allowed leaders to experience cultural differences and to 

become more open to adjustment in their leadership styles. Cross-cultural 

leaders strive to influence activities and goals within multicultural teams 

through the attraction of their members’ shared knowledge and meanings. 

This leadership style admit that cultural differences impact processes and 

look for these differences but also for similarities in (in)appropriate relations 

between leaders and followers.  

Cross-cultural leadership has been studied in the GLOBE Project – Global 

Leadership and Organizational Behavior Effective – conducted by Robert 

House. Through his discovery of six global leadership dimensions, he 

deepened the understanding of this leadership style.  

 Global leadership dimensions 

The six dimensions of global leadership are presented hereunder (Dorfman et 

al. 2012): 

Charismatic/value-based leadership is the ability to inspire and to motivate 

followers in order to achieve performance. It consists in six characteristics 

that leaders need to have: visionary, inspirational, self-sacrifice, integrity, 

decisive and performance oriented.  

Team-oriented leadership concerns the ability to build a team and to 

implement common goals in this team. This dimension is composed by five 

sub-dimensions: collaborative team orientation, team integrator, diplomatic, 

malevolent and administratively competent. 
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Participative leadership is the extent to which team members take part in the 

decision-making process and in the implementation of these decisions. It 

consists in two characteristics: nonparticipative and autocratic. 

Humane-oriented leadership implies that leaders focus on human aspects 

through supportive behaviour, compassion, generosity and consideration. 

This fourth dimension is composed by modesty and humane orientation. 

Autonomous leadership refers to the leader’s independence and 

individualism. This dimension is unique to each leader.  

Self-protective leadership implies that leaders make sure that the team and 

its members save face and improve status through providing safety and 

security. It includes five characteristics: self-centered, status conscious, 

conflict inducer, face saver and procedural. (Dorfman et al. 2012, p. 506) 

 To conclude this leadership section, we would like to state the fact that in a 

multicultural environment, it is essential that leaders embody one or more of 

these leadership styles in order to manage effectively cultural diversity in 

their teams. Certain leadership characteristics are innate whereas others 

require a learning process. As Moon (2012) confirms, it is crucial for leaders 

to first acknowledge their cultural leadership style with its forces and weak 

points. Second, leaders have to develop understanding skills of each team 

member cultural background. Finally, they must integrate in their 

leadership style an effective communication pattern. In order to be effective 

in multicultural settings, leaders also have to learn how to handle cultural 

differences, need to have a more global mindset - this is a necessity for 

leaders to guide their organizations into the future - and more global 

behaviour. We can affirm that it requires personal and professional efforts to 

increase effectiveness in working with multicultural teams. It is important 

for our readers understanding to highlight the fact that there is no style 

better than another. Everything is dependent on the leader, his/her 

organization, followers and the context.  
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4 Interviews 

This section is devoted to present the interviews that we conducted with the 

leaders in multicultural environments. We think that this section deserves 

an important place in our thesis because these are meaningful and allowed 

us to gain a deeper understanding about the field under study. Therefore, we 

based the creation of knowledge on these interviews. We shaped this section 

by separating each interview. Indeed, even though the discussed topic was 

similar, each interviewee contributed in some ways to the creation of 

knowledge. It is also a way to thank those leaders once again for the time 

spent with us to answer our questions. A last reason why this section is 

relevant is because we wanted to present the leaders’ life stories in order to 

help the readers to enter in their world. This was not possible to do in the 

“findings” section.  

4.1 Bas Ruben 

“Be a kind of Chameleon: do not try to be somebody else, try to be the Chameleon 

because it is always adapting to the environment”  

- Bas Ruben, 2013 

In 1991, Bas Ruben was working for KLM Royal Dutch Airlines for fourteen 

years, including ten years in the Dutch market. He started to work more 

internationally in 2001 and moved to Belgium to lead a team of Flemish and 

French people during two years. In 2003, he went as an expatriate general 

manager to Budapest where he was responsible for different cultures and 

histories: Romania, Czech Republic, Croatia and Bulgaria. In 2005, Bas 

Ruben left KLM to work for The Walt Disneyland Company. He was living 

and working in Netherlands and was also in charge of Benelux and 

Germany. Since 2011, after having worked six years for Disney, he started 

working for Costa Cruise – a company in the cruise sector – to build an 

organization for Northern and Eastern Europe. 

With Bas Ruben we conducted the first interview and it was truly interesting 

as he allowed us to enter into his world. We are not only thankful for that 

but also for the time spent with us. His professional experiences were 
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meaningful for our thesis and gave us an insight in the management of 

multicultural teams. The chameleon metaphor aforementioned – “Be a kind 

of Chameleon: do not try to be somebody else, try to be the Chameleon 

because it is always adapting to the environment” – drew our attention on 

the fact that leaders need to adapt to every situation while at the same time 

staying close to themselves. Bas Ruben repeatedly expressed that the 

adaptive capacity is essential for leaders in multicultural environment 

through the development of flexibility and openness. One interesting 

question mentioned about his followers: “are they willing or able to be 

flexible?”. According to him, most individuals are able to do a job but are not 

willing. Therefore, it is essential to surround oneself with individuals who are 

fully willing to fulfill their job because the outcome will be enhanced. 

We figured out that B. Ruben is self-reflective and people-oriented. What we 

mean by self-reflection is that he is in constant reflection and self-critic. On 

the one hand, he is not afraid to question himself, his behaviour and the 

decisions he made. On the other hand, he trusts his beliefs and feelings that 

allow him to be more confident in his decision. B. Ruben is also people-

oriented. Indeed, he put an emphasis at the very beginning of the 

conversation on emotional intelligence. This concept has been mentioned 

several times during this interview using other words such as sensitive skills 

(attention about reactions and emotions of others), empathy, sincerely 

interested by individuals and respect. Therefore, it is essential to find a 

balance between these orientations and the task-orientation. According to B. 

Ruben, leaders also have to be friendly but not naïve and sometimes to be 

straight, hard and shocking if something is wrong or if a conflict arises.  

Other aspects of leadership, highlighted by B. Ruben, are the ability to 

observe and to communicate. When he joined Costa Cruise two years ago, he 

started first to observe in order to discover and to know which followers are 

the key to succeed. His communication skills were crucial to build trust and 

implement changes. Indeed, he had to explain, prove, convince and involve 

followers that the new direction is a good change in order to create clarity 

and understanding. Building relationships is also about being open, 
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behaving normal, giving followers a comfort zone and allowing them to share 

their opinion. Another aspect of communication concerns the written side: B. 

Ruben always tries to put himself in other’s shoes in order to avoid 

misunderstandings.  

According to the issues – values, miscommunication, tension, conflict, 

misunderstanding and/or misinterpretation –, B. Ruben applies different 

strategies. The first mentioned strategy is to send followers to training 

sessions in order to help them to come face to face with themselves. Second, 

he provokes conflicts via a confrontation if he believes there is tension 

between two or more team members in order to prevent it to grow and to 

become a disaster. Third, when it comes to misunderstandings and 

misinterpretations due to cultural differences, B. Ruben seeks a common 

language. The last and the most extreme strategy he used was to fire an 

employee who drew the team downwards.  

We would like to conclude by underlining the positive features of 

multicultural teams. According to Bas Ruben, these teams are not more 

productive per definition because people from different cultures do not 

understand each other and that, can lead to losses. However, these can be 

more productive due to the mix of cultures that lead them to think outside 

the box whereas monocultural teams are too narrow minded and think 

inside the box.  

4.2 Christine Nalines 

“The richness of a company is the variety of individuals that composes it” 

- Christine Nalines, 2013 

Christine Nalines is working as Director & Group HR Manager for EOL 

(European Office Log) Group which brought together Brevidex and GDB and 

is operating on the European office furniture market. She works 

internationally within Europe (Belgium and Luxembourg, France, United 

Kingdom and Ireland, Netherlands, Poland, Switzerland), Eastern Europe 

and also Russia.   
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During the conversation, Christine Nalines mainly covered one important 

topic which is the communication. She uses communication as a strategy to 

avoid or to solve problems. It has to be adapted according to the nationality 

in order to convey the right message. For instance, in her company, they 

translate every message in the three spoken languages (French, Dutch and 

English). If conflicts occur, her strategy is based on communicating, 

explaining, reaching a compromise through face-to-face meeting. In the 

situations where her strategy does not work, she takes disciplinary 

measures. 

Significant shortcomings that C. Nalines identified are stereotypes, racism, 

misperceptions, misinterpretations, nuances, conflicts, etc. In order to 

handle them, she makes a root-cause analysis to find the source of the 

problem by taking a step back and by taking into account team members’ 

competences. It is fundamental to maintain motivation and a proper 

functioning of the team.  

Christine Nalines developed general leadership skills required to succeed in 

managing teams. She puts an emphasis on the fact leaders must ensure that 

followers are working together to reach the objectives by considering the 

strengths and weaknesses of each member. The goals, set by leaders, must 

not only be ambitious but also attainable. Another requirement is to be fair 

towards subordinates; which means that no favoritism should exist. A leader 

has to reckon with human aspects in terms of individuals’ specific 

characteristics and (cultural) differences. aiming at knowing the team and 

becoming closer. According to her, a good leader has no problem in working 

within multicultural environment.  

We think that the best way to end this point is to highlight why she believes 

that multicultural teams are enriching. With the quotation mentioned above 

– “The richness of a company is the variety of individuals that composes it” –, 

we realized that individuals bring with them their specific features that can 

be a competitive advantage. Therefore, companies must surround themself 

with people from different cultures in order to gain this advantage. Indeed, 
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she asserts that working with monocultural team is “sad” due to similar 

approaches.   

4.3 Alain Daloze 

“Dialogue is essential to avoid being in one’s own tunnel and, at the exit, being in 

different locations” 

 - Alain Daloze, 2013  

Alain Daloze started to work in 1980 as Tax Controller at the Ministry of 

Finances in Belgium. After one year, he left the Ministry to work for BNP 

Paribas – a leader in banking and financial services – where he has been 

working throughout his whole carrier and where he is still working now. He 

started to work as a Credit Analyst and subsequently as the Head of the 

Credit Department for three years. Afterwards, he moved to the internal 

audit department for three years. During the next nine years, he took the 

position of Deputy Head of Finance Department. His international career 

really started in 1997 when he was sent to the African Subsidiary as an 

expatriate General Auditor for three years. Since this period, Alain Daloze 

always worked as an expatriate on different projects. In 2000, he was 

working as Project Manager in France. Four years later, he was sent in India 

where he was in charge of Asia Pacific market of BNP. In 2005, he took the 

position of CEO at BNP Paribas India Solution Private Ltd in Mumbai for less 

than one year. He moved then to Singapore as a Member of the Board of 

Directors at BNP Paribas India Solution Private Ltd. Since 2008, Alain 

Daloze is back in Europe, first working in France as Senior Sourcing Advisor. 

Two years later, he worked as Program Manager in Belgium. Since 2011 and 

until now, he is working in France as a Program Manager.  

Alain Daloze is a special interviewee in the sense that he has been sent as an 

expatriate on several 3 to 4-year projects in India, Burkina Faso, Singapore, 

Mumbai, and France during the past fifteen years. Although he shared with 

us common aspects of leading cultural diversity, his case is particular. 

Indeed, he is submerged in the different cultures he worked with. Working 

as an expatriate is enriching but he experienced a loss of identity. 

Nevertheless, he always tried to keep his roots in himself.  
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His role in the projects was to implement a change. In order to be successful 

in the implementation, many key considerations have to be taken into 

account. First of all, showing respect to the other cultures is crucial. Second, 

cultural knowledge and curiosity are required in order to gain information 

about differences to avoid denying them and committing mistakes. Third, it 

is important not to show superiority – everyone at the same level – and 

explain that the only thing that differs is the role. Fourth, leaders must not 

try to transpose their way of working and thinking but adapt themselves to 

the situation and recognize cultural differences. Finally, leaders must be 

enhanced in listening to their followers and adapt communication in order to 

ensure effective functioning.  

Other ways were used by A. Daloze to ensure this effectiveness. Leaders 

must be aware of their own limitations and not hesitate to rely on someone 

else – an interpreter – who can help to understand things that they cannot 

understand by themselves. This person must know both the leaders’ and the 

counterparts’ culture. Moreover, if the habits differ, it is necessary to quickly 

find parallel ways to implement the project. 

It is without any doubt that A. Daloze faced some issues in his career. On 

the one hand, he committed some mistakes that he had to correct by being 

aware of them and finding solutions quickly in order to avoid damaging the 

teamwork. On the other hand, he had to manage conflicts even though he 

always tried to prevent them. In order to handle them, he put an emphasis 

on communication and dialogue which is illustrated by the above-mentioned 

metaphor – “Dialogue is essential to avoid being in one’s own tunnel and, at 

the exit, being in different locations”. A way to prevent conflicts is also made 

by regular and individual assessments.  

Alain Daloze subtly provokes cultural differences in order to take advantage 

of the natural rivalry existing between individuals. Subtly playing with this 

rivalry, allows him to put his team members in competition with the 

intention to encourage them to get the best out of themselves. He repeatedly 

said that the most important thing is to keep in mind the reason for being 

there – the mission of implementing a change.  
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4.4 Michela Tomei 

“Be aware that differences come from the culture and not from the person in 

himself/herself” 

- Michela Tomei, 2013 

Michela Tomei studied law. She has been working for fourteen years in 

multicultural environments. After having participated in a traineeship in 

London for one year, she started to work for an international law-firm in 

Milano. Then, she moved to a Finnish company producing paper where she 

changed direction and worked in the HR department in Italy. She had to 

manage the relationship between the Finnish headquarter and the Italian 

subsidiary. Within the same company, she went to Paris for four years where 

she was responsible for the development of HR. Three years ago, she joined 

DiaSorin Group which is an international company where the headquarter is 

situated in Italy, operating in the field of biotechnologies and specialized in 

in vitro diagnostics. She is currently accountable for HR commercial 

subsidiaries located in Europe.  

Michela Tomei argued that working in multicultural environments is not a 

big challenge if leaders have experiences in foreign countries. Such 

experiences allow them to explore other cultures in order to find common 

traits and also to understand why they act in different ways. Indeed, they 

develop awareness, flexibility and adaptability through these experiences 

abroad. M. Tomei asserts that “individuals who are exposed to multicultural 

situations are instinctively able to adapt”. 

Another interesting point discussed by M. Tomei is that cultural differences 

have an impact on the decision making process. Leaders have to be aware of 

it and have to take time to communicate appropriately decisions that are 

made because the process of decision making differs from one country to 

another. Communication skills are fundamental for leaders to create 

understanding among their team members. 

Michela Tomei mentioned that it is more challenging to put individuals who 

have never experienced multicultural environment with others who already 

have. It may be wise to provide training sessions to these novices to help 
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them to acquire the awareness that “differences come from the culture and 

not from the person in himself/herself” as cited before.  

Strategies to deal with cultural issues have been presented during the 

conversation. First, it is imperative to put oneself in the other’s place to 

understand what and why is happening. A second way to gain 

understanding is to make face-to-face meetings in order to discuss the issue. 

According to M. Tomei, issues or conflicts are good if understanding is 

developed by both sides about the source of the issues.  

According to Michela Tomei, multicultural environments are more “fun” and 

interesting due to cultural traits/differences. Moreover, individuals can 

generate more creativity and be more productive which leads in turn to 

effectiveness on the condition that teams are well managed.  

4.5 Eva Orbay 
“You need to ‘multiculturalize’ yourself” 

- Eva Orbay, 2013 

Eva Orbay studied tourism and Economic in Czech Republic. First, she 

started to work for foreign tourism agencies in her country as a mid-

manager. Then, she was sent abroad (Turkey) where she lived and worked 

for five years. In 2002, she joined the Riverside Company which is a global 

equity firm in America and also present in Europe and Asia. For four years, 

Eva Orbay is Director of European Administration in Belgium where she 

moved. Within the Belgian subsidiary, there are 25 people coming from 18 

different countries. In her position, she is responsible for HR, talent 

management, staff training and administration. 

Eva Orbay, a Czech person, is currently living and working in Belgium. Our 

interview with her was truly interesting and relevant for our research. She 

first started the conversation by claiming that she puts herself in a minority 

position by working in Belgium and she accepted cultural differences that 

include understandings of cultures, backgrounds and communication. This 

acceptance is the important preliminary step before being able to adapt to 

the multicultural environment. She stated that it is not possible to change 
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others but you need to change yourself - formulated by the previous 

metaphor: “you need to ‘multiculturalize’ yourself”.  

The key challenge in working with cultural diversity identified by E. Orbay is 

communication. In the company where she is working (Riverside), the 

common language is English although it is not the mother tongue of every 

member. For this reason and because of different cultural backgrounds, 

each member understands meanings in different ways. Another challenge in 

communication is the nonverbal aspect that can mislead individuals in a 

certain way. It is difficult to adapt and control this nonverbal side because it 

is unconscious.  

Eva Orbay discussed several strategies to manage effectively cultural 

diversity – its challenges and opportunities - within teams. According to her, 

guidelines through common practices have to be provided as well as 

coaching to prepare followers to multicultural settings. In order to handle 

conflicts, she acts as facilitator, teacher and coach about how to 

communicate. First, she lets them talk; she then explains and makes sure 

that both sides understand their differences. It is imperative to open the 

mind of others in order to help them to understand why things are made 

differently without denying one’s own culture. Indeed, individuals have to 

say who they are and “break the glass or ice wall and let people know they 

are open and adaptive” in order to eliminate prejudices. Another strategy 

used by E. Orbay is to put people who are complementary together by trying 

to find common cultural aspects. As HR Manager, she takes several aspects 

into account when an individual is hired such as openness, ability to work 

with foreign people and flexibility.  

Eva Orbay is successful in her job and made a non-exhaustive list of her 

competences within multicultural environments: soft skills, good listener 

and communicator, open-minded, flexibility and adaptability. It is also 

important for leaders to gain knowledge about other cultures by reading, 

observing and listening. There is a necessity to have the right mind because, 

according to E. Orbay, a natural selection takes place in multicultural 

settings: people who do not feel comfortable do not stay. Leaders are aware 
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that errors occur easily and quickly in multicultural environment and 

develop a greater tolerance for accepting them.  

We would like to conclude this analysis with another metaphor cited by this 

interviewee: “multicultural team is not like McDonald where the hamburgers 

are coming from a chain and are the same”. Therefore, leaders have to keep 

in mind and take into account that in multicultural settings nothing is the 

same.  

4.6 Peter Rutanga 

“It is necessary to understand what you do not understand” 

- Peter Rutanga, 2013 

Peter Rutanga has been working for ten years in the IT industry. He started 

in the support department as a service desk manager; first locally and then 

at an international stage. His job was to bring InBev together with IBM. It 

was his first experience in multicultural settings working with people from 

different locations and teams. Afterwards, he became a line/people manager 

for a BeNeLux team. Peter Rutanga is actually working for Microsoft Belgium 

in the IT sector as Global Account Manager. In this position, he does not 

manage people directly but he is working with virtual teams.  

This interview was interesting and unique in the sense that Peter Rutanga, 

unlike the other interviewees, shared with us what individuals should not do 

in multicultural environments and what can be done to overcome it. We 

think that this conversation is relevant because it is more enriching to learn 

from one’s mistakes.  

Peter Rutanga’s big mistake was that he did not take cultural differences 

into account when he had to manage a multicultural team; i.e. he tried to do 

it as it is done in Belgium and indirectly, created more conflicts. Through his 

mistakes, P. Rutanga learned that it is essential to understand, to diagnose 

and materialize cultural differences before starting a project by gaining 

knowledge and awareness. Leaders will not only be able to adapt the 

planning of the project but also other aspects of the work such as the 
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communication and the way meetings are held in order to find the most 

appropriate working strategy.  

Coming back to the required skills in multicultural settings, we would like to 

return to the aforementioned quotation: “understand what you do not 

understand”. As previously discussed, it is imperative for leaders to first 

understand cultural differences in order to go beyond them and work 

effectively with other cultures. Other skills, also shared by other 

interviewees, have been cited by Peter Rutanga: patience, tolerance, good 

communicator, flexibility, empathy, emotional intelligence/resistance, 

curiosity and openness to new ideas.  

According to Peter Rutanga, diversity can be more productive depending on 

what one uses it for. He affirms that it is beneficial for innovative companies 

because strategies and processes are more innovative. However, in his job at 

Microsoft, he thinks that it is more an obstacle in working with multicultural 

and virtual teams. He calls in these kinds of team in order to achieve cost 

benefit.   

4.7 Michel Vander Linden 

“Managing a team is like driving on the highway: you need to look 500 meters farther 

and not the bumper in front of you” 

- Michel Vander Linden, 2013 

Michel Vander Linden started to work in 1968 and has spent his career 

working as a manager for Caterpillar. At the beginning he was an instructor 

and then had the opportunities to become a manager in different fields: 

section, service, division and department.  Afterwards, he was responsible 

for a wide group of people within the factory. Then, he was in charge of the 

technic and logistic department. During his last five years within Caterpillar 

– the world's leading manufacturer of construction machinery – he was 

accountable for four factories in Eastern Europe and for one factory in South 

Africa. Currently, he is working as a consultant.  

During the whole conversation, Michel V. Linden put an emphasis on one 

thing to keep in mind when managing cultural diversity: the definition and 
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clear communication of the context in terms of objectives, mission and vision 

of the organization. He bases his work on this definition in order to 

communicate, avoid conflicts and create a common ground. The 

organizational objectives are transmitted from the top to the bottom of the 

organization with the aim that everyone contributes and clings to these 

objectives. Michel V. Linden applies the management by objectives through 

which he gets everybody looking in the same direction.  

Looking back to the metaphor cited above – “Managing a team is like driving 

on the highway: you need to look 500 meters farther and not the bumper in 

front of you”, leaders must be proactive and communicate as much as 

possible and even more than necessary. This is critical in order to create the 

context and to avoid cultural issues and conflicts which are considered by 

M. V. Linden as counterproductive and affecting the organization. Through a 

well-defined framework, team members are aware of what they are expected 

to do. This clarity allowed M. V. Linden to be proactive and to prevent 

conflicts. Another way to avoid them is to create harmony in the team by 

explaining the legal aspects of the work and sending followers to training 

sessions in order to help them to understand the context. The last strategy 

to hinder conflicts is to create a climate that promotes positive mental 

attitudes (thoughts and behaviour).  

Despite all the strategies put in place, conflicts sometimes cannot be avoided 

and other strategies were used in order to solve them. First of all, it is 

necessary to step back and not to try to solve them when they happen. Then, 

private meetings are held in which leaders listen to each version of the facts 

and understand what the problem is. Afterwards, objectives and rules are 

reminded as warning of the consequences if it happens again. Therefore, 

leaders have to act as negotiator to smooth the tension and find a 

compromise.  
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4.8 Daniel Beumier 

“Building trust is like a test tube: when you start in a multicultural team, the trust is 

in the middle. It is growing slowly but decreasing faster if something wrong happens” 

- Daniel Beumier, 2013 

Daniel Beumier has an educational background in chemist and bio-chemist 

engineering. After having worked in this field for one year, he took a different 

direction and accomplished a Master in Economics. He has been working at 

GlaxoSmithKline Belgium (GSK) – a global healthcare company – in the 

logistics and client-relations departments. During the last thirteen years, he 

changed his position in this company and is now working in finance. 

Currently, he is financial manager of an international division that includes 

factories in different countries: France, Singapore, China, India and 

Hungary. He is also in charge of European, American and Moroccan 

subcontractors.  

The conversation with Daniel Beumier was very relevant and interesting for 

our thesis. Indeed, he is working with virtual teams located all around the 

world and he is constantly attending trainings, gaining knowledge (go 

abroad, read for example) to develop skills in multicultural settings. He 

started the face-to-face meeting by claiming that he always tries to take 

cultural differences into account in order to avoid problems. Then, he shared 

with us, his strategies and skills that he must use to prevent them. 

From his point of view, individuals tend to “be exclusive” that means they 

reject others who are different. It is thus crucial to be aware of this 

behaviour, try to change and adopt inclusive behaviour instead, mainly in 

international environment. One can think that in multinational companies 

there are no cultural differences because all people are working in the same 

firm providing organizational goals and values. However, one can notice that 

it is not the case due to individuals’ cultural background. For instance, 

during meetings, D. Beumier realized that some cultures are more reserved 

and do not share their opinions or points of view. As a manager, he goes 

around the table and asks questions in order to collect them. 
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In his virtual team, he is facing two other issues: language and jet lag. As 

members are located on different continents, meetings are adapted to the jet 

lag, i.e.: when D. Beumier has to communicate with the whole team, he has 

to do a meeting in the morning with Asian continent and in the afternoon 

with American continent. The second issue concerns the common language 

which is English. Misunderstandings can arise as it is not the mother 

tongue. Therefore, to handle this issue, D. Beumier adapts his oral and 

written communication in a “catch-all” way. He uses the “write-right” 

concept: he is always trying before communicating to ask himself whether 

the counterpart will grasp the right meaning, in other words, he tries to put 

himself in the shoes of others.  

According to Daniel Beumier, avoiding problems and regularly 

communicating are ways to build trust with team members. To illustrate his 

statement, he provided us with the metaphor cited above – “Building trust is 

like a test tube: when you start in a multicultural team, the trust is in the 

middle. It is growing slowly but decreasing faster if something wrong 

happens”. If problems in communication, relationships with members occur, 

the trust will be damaged and will end up in the bottom of the test tube.  

 

Daniel Beumier identifies two reasons to appeal to multiculturalism. First, it 

is a way to be close to customers through hiring people coming from different 

countries. Second, when it is difficult to find competent individuals, it is 

necessary to go abroad in order to get these competencies.   

4.9 Benoit Traineau 

“Do not look at the situations according to your mental map but rather, change your 

glasses in order to be more virgin – blank – in the listening” 

- Benoit Traineau, 2013 

Benoit Traineau has a Business educational background focusing on 

marketing in a French University. After ten years working for a company, he 

attended a MBA Program in executive management at Dauphine University 

in Paris. His first professional experience was in a Danish company 

specialized in Health Care. Within this company, he was exclusively working 
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within the marketing department of the French market for eleven years. 

Afterwards, he worked in an American industrial conglomerate labeled 3M. 

There, he was, as a department and division manager, in charge of sales and 

marketing. Within this company, he had international responsibilities for 

one year and intervened in Europe and worldwide. Then, he joined Johnson 

& Johnson Company specialized in the medical diagnostic field where he was 

in charge of half of Europe. More than one year ago, Benoit Traineau has 

been hired by DiaSorin Group – in vitro diagnostics specialized company – as 

Vice-President Europe and Israel.  

First of all, Benoit Traineau has educational and professional backgrounds 

that were relevant for our research. Indeed, he has been working for many 

years in multicultural environments. During his interview, he highlighted 

several interesting points. He started by saying that each country has 

specific characteristics that affect organizational functioning. It is thus 

crucial for leaders as B. Traineau to understand and gain knowledge about 

the various cultural models. Indeed, leaders must be able to integrate not 

only the culture but also the own personality of each collaborator to adapt 

the way of working and communicating.  

Benoit Traineau has faced a great barrier between individuals during his 

career: the language. In the course of the conversation about 

communication, we figured out that he does not communicate in the same 

way when he is facing country managers individually or collectively. Indeed, 

during individual meetings, B. Traineau tries to adapt his way of 

communicating according to the culture of the country manager whereas 

during collective meetings, he communicates in his own way.  

Even though B. Traineau was not sure whether it is culturally determined, 

the problem of different concepts of time in terms of urgency was pointed 

out. In his business activity, he is wondering whether challenges arise due to 

teamwork rather than cultural diversity.  

Some opportunities within multicultural settings have been also discussed. 

Multicultural teams are useful to integrate business complexity in order to 
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be able to face in global market places and to understand the cultural 

preferences of individuals. According to B. Traineau, a good management of 

multicultural teams, as described beforehand, leads to higher performances 

in comparison with monocultural teams.  

In order to achieve positive outcomes with multicultural teams, two 

strategies are used by B. Traineau. First, he allows his collaborators to 

undertake cultural diversity awareness training sessions if they are willing to 

work in multicultural environments. Indeed, the willingness is a major factor 

because these environments require going beyond the comfort zone. The 

second strategy is to coach individuals to help them to become aware of the 

importance of cultural diversity. Therefore, B. Traineau related this strategy 

to a necessary competence: manager-coach. 

Another interesting point that was mentioned during the interview is the 

metaphor aforementioned about the listening skills: “Do not look at the 

situations according to your mental map but rather, change your glasses in 

order to be more virgin in the listening”. These skills are required to gain 

maximum knowledge about the different cultures present in a leader’s team.  

According to B. Traineau, it is also essential for a leader in multicultural 

settings to be flexible and task/people-oriented. It is an absolute 

requirement for him to split the time in a balanced manner between 

business and relationships with collaborators otherwise, he risks bypassing 

some basic cultural dimensions.  

4.10 Thorsten Hilbich 

“Try to avoid things that are taken personally” 

- Thorsten Hilbich, 2013 

Thorsten Hilbich studied chemistry and has a PhD in philosophy. For ten 

years, Thorsten Hilbich is working for DiaSorin Group, operating in the field 

of biotechnologies with a specialization in in vitro diagnostics, as Country 

Manager for the commercial part of the business in Germany. He is also the 

General Manager of the Austrian subsidiary and he is building the Swiss 
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subsidiary. From 2008 to 2010, he was also in charge of the Czech 

subsidiary.  

Although the conversation with Thorsten Hilbich was the shortest due to his 

schedule, we believe that it is nevertheless meaningful and useful for our 

thesis. Due to the limited amount of time, he just shared with us the 

required skills in multicultural environment and examples of cultural 

differences that he had to manage.  

Thorsten Hilbich has mentioned stories in order to exemplify cultural 

differences that can occur even in close countries (Germany, Austria and 

Switzerland). Swiss people are For instance looking for consensus, not fast 

moving, more emotional and take consequently more the things personally. 

Austrian people are on the other hand more focused on relationships. At the 

beginning of the collaboration, they slowed down the decision making 

process as they did not trust T. Hilbich as he comes from Germany. He thus 

had to adapt himself and to focus on relationships in order to build this 

missing trust and to make them more open. He also had to adapt his written 

communication (i.e. e-mails) because of misunderstandings and 

misinterpretations. 

Thorsten Hilbich stated that the required skills in multicultural 

environments are tolerance, acceptance of cultural differences and avoidance 

of things that are taken personally.  

4.11 Godefroid Libambu Wolaka 

“Leading a team is like steering a boat: you have a destination that needs to be 

reached in a certain period of time and you have to try to move everybody there” 

- Godefroid Libambu Wolaka, 2013 

Godefroid Libambu Wolaka has a Master of engineering in computer science 

and management. He started as Research Assistant in Artificial Intelligence 

during the 80s. Then, he worked at Châtelet hospital where he had to 

implement a new informatic system. Afterwards, he joined RCI – Renault 

Credit International – in Brussels as a project leader for two year. He left this 

company after the closure of Renault Vilvoorde to join SABCA for six months 
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and become IT Specialist. Later, he was hired by Banksys as IT Project 

Managar where he was in charge of credit card (Visa and Mastercard) 

application. After four years within this company, he became an IT Business 

Analyst at Clear2Pay in Antwerp for one year. He then joined GFI Benelux for 

four years where he had a position of a Senior Business Analyst. Currently, 

he is a Project Manager in the IT department at the Federal Agency for 

Medicinal and Health Products in Brussels within he leads three 

multicultural teams. 

Godefroid Libambu started the conversation by sharing with us the boat 

metaphor quoted above: “Leading a team is like steering a boat: you have a 

destination that needs to be reached in a certain period of time and you have 

to try to move everybody there”. Indeed, he sets up his team according to the 

members’ cultures and profiles and brings out the direction to follow in order 

to reach the objectives. To be successful in his strategy, he works on the 

assumption that in general, there is no boss in the sense that everyone has 

to participate, collaborate and share ideas. However, as a leader, Godefroid 

Libambu has to reorient his collaborators by identifying their weaknesses 

orstrengths if they are shifting away from the objectives.  In order to prevent 

this, he regularly controls, reports and coaches his team members.  

Proper communication is thus indispensable to build trust, stability, and 

motivation and to avoid conflicts. A leader has to explain the organizational 

culture and the objectives through the adaptation of the communication 

according to the individuals. It is also necessary to use simple and clear 

ways to communicate in order to avoid misunderstandings due to language 

differences.  

Godefroid Libambu truly believes that conflicts are counterproductive and 

that it is important to prevent them. Several strategies are used: he tries not 

to speak about cultural differences and not to give preferential treatment to 

any member.   

http://www.linkedin.com/search?search=&company=Smals+-+Federal+Agency+for+Medicinal+and+Health+Products&sortCriteria=R&keepFacets=true&goback=%2Efps_PBCK_godefroid+libambu+wolaka_*1_*1_*1_*1_*1_*1_*2_*1_Y_*1_*1_*1_false_1_R_*1_*51_*1_*51_true_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2&trk=prof-exp-company-name
http://www.linkedin.com/search?search=&company=Smals+-+Federal+Agency+for+Medicinal+and+Health+Products&sortCriteria=R&keepFacets=true&goback=%2Efps_PBCK_godefroid+libambu+wolaka_*1_*1_*1_*1_*1_*1_*2_*1_Y_*1_*1_*1_false_1_R_*1_*51_*1_*51_true_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2_*2&trk=prof-exp-company-name
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The last topic that we talked about was change. According to him, a leader 

has to be open to changes and able to adapt to them by questioning 

himself/herself. This requires flexibility and energy.  

As other interviewees have already discussed, Godefroid Libambu puts the 

role of cultural diversity in creativity into question. Indeed, he believes that it 

is instead the personality and education that influences creativity.  
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5 Findings  

The aim of our research is to find out which strategies and skills are 

necessary to lead cultural diversity – its challenges and opportunities – 

effectively. We thus conducted conversations with leaders in multicultural 

environments – multinationals – in order to achieve our goal. Nevertheless, it 

is imperative to remind that our findings are not part of one unique and 

veritable truth. Indeed, all strategies and skills are not omnipresent in every 

interviewee, but rather, only some of these are embodied.  

In order to present these strategies and skills, we created categories that are 

explained hereunder and backed up by bits of interviews and conversations 

with our interviewees.  

5.1 Strategies to deal with cultural diversity 

We figured out throughout the analysis of our interviews and conversations 

with leaders that all of them try to avoid shortcomings instead of provoking 

or just letting them happen. It is surely obvious that they had to face some 

inevitable issues. Therefore, we decided to split their strategies into two 

categories. We will thereby describe the strategies used to handle issues as 

well as the strategies used to prevent and avoid them.  

 5.1.1 Cultural issues management 

In this section we would like to present the first model that we constructed 

which is labeled “Issues Management Model”. This model concerns the ways 

to manage cultural issues and implies three stages as one can notice in 

figure 15. Each stage is then described in more detail in the following 

sections.  

Figure 14: Issues management model 

 

Source: Made by authors 

1.  Step Back & 
Root-Cause Analysis 

2. Mediation & 
Solution 

3. External Help 
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  5.1.1.1 Step back & root-cause analysis 

In organizations, when an issue occurs among a multicultural team, 

tension(s) between two or more individuals is (are) created. As soon as the 

leader is informed about the problem, taking a step back is essential to let 

the passion down and think about the situation. Indeed, Michel Vander 

Linden (2013) and Christine Nalines (2013) claim it is more difficult to solve 

issues as they arise because each individual thinks he/she is profoundly 

right and as the saying goes, “everyone stands one’s ground”. Once the step 

back has been taken, the leader has acquired a more objective view and is 

now able to make a root-cause analysis. With the information gathered from 

both parts – opinions and cultural specificities – the leader is able to identify 

the source of the problem, prepare the ground for the mediation and if 

necessary, adapt the communication. Indeed, leaders cannot communicate 

about issues in the same way with any cultures. For instance, Alain Daloze 

(2013) provided us with an example; leaders cannot straightforward make 

Japanese notice that they made mistakes otherwise they experience a loss of 

face because they feel offended. 

  5.1.1.2 Mediation & solutions 

After having listened to both sides, leaders organize face-to-face meeting in 

which they take the role of mediator and engage dialogue/discussion. It is 

always a good thing to let individuals express themselves. Leaders help both 

sides to face up to the reality by explaining root-cause(s) findings. Through 

mediation, individuals have the opportunity to share their opinions about 

possible solutions and leaders have to figure out which one is most 

appropriate for a compromise. Compromising can be easier to reach in the 

case of “minor” issues (i.e.: daily shortcomings) than in the case of “major” 

issues. Indeed, the latter requires leaders to be “harder and straighter” 

(Ruben, 2013) and to impose a solution. However, if this solution does not fit 

and does not resolve the problem, disciplinary sanctions can be taken.  

If problems arise due to cultural differences, leaders must take these into 

consideration while explaining the issue in order to enable parties to become 

aware that it comes from culturally diverse backgrounds. We think that the 
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statement that Michela Tomei (2013) provided us is relevant in this section: 

“Be aware that differences come from the culture and not from the person 

herself”. We would like to highlight the fact that cultural diversity is not the 

only source of the problem(s); other factors such as differences in 

personality, education or point of views can also cause obstacles.  

  5.1.1.3 External help 

Leaders who are not able to solve the issue through the use of the strategies 

aforementioned can seek external help – interpreter, consultant or expert. 

This has to be done as soon as leaders recognize their weaknesses in terms 

of cultural knowledge in problem solving to avoid negative impacts on the 

team. An interpreter, consultant or expert is hired to assist leaders in 

problem solving by providing solutions that are new and objective due to his 

external point of view. Surrounding oneself with an external person is 

helpful when dealing with cultural issues. As a matter of fact, he/she 

provides knowledge about the respective culture of individuals involved in 

the problem in order to help leaders understand and materialize cultural 

differences that they cannot understand by themselves (Daloze, 2013; 

Rutanga, 2013).  
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 5.1.2 Cultural issues prevention 

The second model we discovered in the interviews is the “Issues Prevention 

Model” represented in figure 16. This model is useful to present several 

strategies used by leaders at different levels of the organization in order to 

prevent issues in multicultural environments. Each strategy is described in 

more detail in the following sections. 

Figure 15: Issues prevention model 

 

Source: Made by authors 

  5.1.2.1 Hiring strategy 

This strategy is helpful when individuals are needed in multicultural 

environments. Indeed, during the hiring process, several traits and 

competences are sought within the individuals. It has been confirmed by Eva 

Orbay and Michela Tomei who are working in the HR department of their 

respective organizations. They both look for people with a certain ability to 

work in international environment, who are prepared to work in this 

environment and with flexibility. Michela Tomei (2013) tries to hire people 

who have some experiences in multicultural settings because according to 

her, they are “instinctively able to adapt”. This ability is not the only thing 
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that has to be looked for, the willingness to work with individuals from 

different cultures is also crucial (Bas Ruben, 2013). Indeed, ability and 

willingness must go hand in hand within each team member to achieve 

goals. Although it is truly essential to be able to work in multinational 

companies, this kind of environment requires also the willingness to go over 

the comfort level (Benoit Traineau, 2013). 

  5.1.2.2 Common ground 

Establish a common ground in multicultural team is necessary to build the 

ground on which this team can work. This is done through the definition of 

the organizational strategy (vision and mission) and the organizational 

values (Vander Linden, 2013; Libambu Wolaka, 2013). It takes also place at 

the team level by defining objectives to support the organizational strategy. 

The strategy, values and objectives are spread throughout the whole 

organization in order to create a common ground that individuals can refer 

to at any time. In multicultural environment, finding a common ground is 

even more imperative than in monocultural one because it creates a common 

language that allows individuals to go further their cultural differences.  

  5.1.2.3 Intercultural communication 

Communication has been cited by all of our interviewees as a strategy to 

avoid issues. Quite often, a common language – English – is chosen to 

consistently communicate in multicultural environment. It is obvious that 

this common language is not the mother tongue of each member and can 

lead to several issues, i.e. misunderstandings. To prevent these, leaders 

must put an emphasis on communication. First of all, they must 

communicate the organizational context in which the vision, mission and 

objectives are defined in order to explain to members what is expected of 

them and lead them to adhere to this context (Vander Linden, 2013). 

Dialogue must be established to involve members in the definition of 

objectives by asking them whether they think these are achievable and adapt 

these objectives. This is necessary to create harmony in the team (Vander 

Linden, 2013; Libambu Wolaka, 2013). Communication is also used to share 

information within a team so that everyone can understand and be aware of 
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what is happening on a daily basis. Communication, especially in 

multicultural environment, must be adapted to every individual coming from 

a different country in order to send out the right message and meaning. 

Therefore, as Daloze (2013) argued: “dialogue is essential to avoid being in 

one’s own tunnel and, at the exit, being in different locations”. It concerns 

not only the oral aspect of the communication but also the written aspect. 

Leaders must be able to put themselves in other people’s shoes in order to 

figure out whether the meaning is clear or not for the counterpart (Ruben, 

2013; Traineau, 2013; Orbay, 2013).  

For all these reasons, communication has to be done in a clear, simple and 

direct way in order to create harmony, maintain good relationships and 

motivate team members.  

  5.1.2.4 Synergies versus rivalry 

Another way we draw from the interviewees to prevent issues in 

multicultural teams is to identify synergies in terms of competences and 

cultural backgrounds. It is crucial for leaders to take into consideration 

these competences and backgrounds in order to ensure the proper 

functioning of the teamwork and to keep the members motivated. Pay 

attention to members’ cultural background allows leaders to discover 

common traits and differences. This helps them to focus and work on 

complementarities and synergies in order to ensure teamwork effectiveness. 

Whereas some interviewed leaders work on synergies, others try to take 

advantage of natural rivalry between cultures or ethnics. It is thus 

imperative for leaders to gain knowledge about this rivalry to avoid creating 

tension. A good example has been provided by Alain Daloze (2013) while he 

was working with Indian and Chinese people: he tried to make them working 

together in a team but he quickly figured out that it did not work effectively 

due to natural rivalry. He thus changed his approach and divided them in 

two teams – one Chinese and one Indian team – and realized that subtly 

playing on this rivalry led members to compete and increase effectiveness.  

 



“Leading Cultural Diversity: Strategies & Skills” 

Charlotte Boulanger & Laura Pazzaglia 

 
86 

  5.1.2.5 No favoritism & no superiority 

Some interviewees (Daloze, 2013; Nalines, 2013; Libambu Wolaka, 2013) 

advocated that it is crucial for leaders not to show favoritism and 

particularly in environments where multiculturalism exists. Since there are a 

lot of cultural differences that can lead to problems, there is no need to add 

one by showing favoritism. Leaders must put their members on an equal 

footing in the way they manage people. Nevertheless, leaders have to reward 

their team members according to their contribution and good work.  

Other interviewees (Daloze, 2013; Traineau, 2013) argued that it is also 

imperative not to show superiority by putting everyone on the same level. 

Leaders must explain that they are not superior but that they only have a 

different role in the team.  

  5.1.2.6 Coaching & training   

According to some of our interviewees (Traineau, 2013; Libambu Wolaka, 

2013; Ruben, 2013; Orbay, 2013), leaders must undertake the role of coach 

in order to provide team members with guidelines to follow and help them to 

improve in their work taking as basis their strengths and weaknesses. It is 

also a way to prepare people to be effective in multicultural environments.  

Whenever coaching is not in the leaders’ abilities, leaders can send team 

members in training sessions in order to help them to become aware of 

cultural differences and how to deal with them (Ruben, 2013). Leaders can 

also willingly attend training sessions if they notice they are not able to 

handle cultural diversity (Beumier, 2013; Libambu Wolaka, 2013). These 

sessions enable them to become aware of their own strengths, weaknesses 

and behaviour in multicultural environments and develop their leadership 

skills. Trainings are also provided by the organizations in order to share, 

diffuse and remind at each level the common ground – vision, mission, 

values and objectives – described above.  
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5.2 L.E.A.D.E.R.S.H.I.P model 

Through the analysis of the conversations with our interviewees, we are able 

to present the necessary skills to implement the strategies aforementioned 

and to be efficient in leading cultural diversity. We decided to create 

categories with each letter of the word “leadership” in which we put the skills 

(the properties). Before presenting each category, we would like to highlight 

the fact that we mainly focused on the most relevant skills necessary in 

multicultural environments. One has to be aware that these skills must be 

combined with the common and general leadership skills – such as 

empowerment, decision-making, risk-taking – that are not specific to the 

kind of environment we are studying in this thesis. 

Figure 16: L.E.A.D.E.R.S.H.I.P model 

 

Source: Made by authors 
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 5.2.1 ‘L’ – Listening 

The listening skill has already been mentioned in transformational and 

servant leadership sections in which we explained that leaders value 

individuals by listening to them. In these sections, we did not discuss what 

listening means and for which reasons it is used within multicultural teams. 

With the analysis of the interviews, we are now able to develop this 

discussion in more details.  

In this first category, we thus put an emphasis on the listening skill leaders 

must have in multicultural settings. Indeed, listening skills help leaders to 

gain knowledge about cultural differences which is the basis for the 

development of awareness. This awareness is presented in the third category 

of our model. Listening skill is also important for leaders during negotiations 

with their followers. Indeed, leaders must listen to their opinions and ideas 

(Vander Linden, 2013; Traineau, 2013; Libambu Wolaka, 2013). When it 

comes to the definition of objectives and goals, leaders must involve their 

team members by listening to their opinions whether they think these 

objectives are understandable and achievable (Vander Linden, 2013). 

Another reason why leaders must be able to listen is that they are able to 

discover the similarities and differences in different cultures on which 

leaders can work – synergies and rivalry as mentioned in the strategies 

(Daloze, 2013). A way to become a good listener within multicultural teams 

has been provided by Benoit Traineau (2013) during his interview: leaders 

must make an effort to step out their own mental map in order to be more 

virgin – blank – in the listening.  

 5.2.2 ‘E’ – Emotional intelligence & Efficient       

           intercultural communication 

The first skill in this category is the emotional intelligence; the key skill to 

lead cultural diversity efficiently. This kind of intelligence is composed by 

two aspects presented hereafter: emotional resistance and empathy. It also 

concerns engagement and motivation which are two major factors for leaders 

who wish to work in intercultural environments. Thus, leaders must be 

engaged – willing – to lead cultural diversity (Ruben, 2013). Moreover, they 



“Leading Cultural Diversity: Strategies & Skills” 

Charlotte Boulanger & Laura Pazzaglia 

 
89 

must have the motivation to go beyond their comfort zone and cultural 

differences (Ruben, 2013; Traineau, 2013). Engagement and motivation are 

blend together and are truly required in intercultural environments but also 

in other leadership positions. As Moon (2012) and Plum (2008) assert, 

motivation is necessary for leaders in order to achieve the goals with their 

teams. On the one hand, Moon (2012, p. 3) affirms generally that one of the 

most important activity of leadership is the “motivation to bring people 

together to focus on a common goal”. On the other hand, Plum (2008) 

applies this general activity of leadership to the multicultural environments 

claiming that motivation is needed to go beyond cultural differences. 

The first aspect refers to the emotional resistance (Rutanga, 2013; Daloze, 

2013). Working in multicultural settings is sometimes emotionally 

challenging and leaders must have the ability to be “resistant” and to hide 

their sensitivity in order to avoid getting off the objectives. A relevant 

example was provided by Alain Daloze when he was working in Africa and 

India: he experienced some situations in which he wanted to cry because he 

worked with individuals who were starving and expected from them to 

surpass themselves. Even though it is hard sometimes, leaders must be able 

to handle these situations without losing face. This skill has been described 

in the literature review as the “self-regulation” component of emotional 

intelligence (Goleman 2004, p. 318). However, we think that the term 

“emotional resistance” used by the interviewees is more meaningful 

according to us. The second aspect of emotional intelligence concerns 

empathy. This skill has been cited in “emotional intelligence” and “servant 

leadership” sections in which it is claimed that empathy is required to 

understand others’ emotions in order to create a “family” environment 

(Goleman, 2004; Mittal & Dorfman, 2012). Most leaders with whom we had 

face-to-face meeting mentioned this empathy aspect. They explained it is 

crucial for them to have the ability to put themselves in their followers’ shoes 

and read their emotions in order to ensure that they fully and correctly 

understand the objectives and the meaning. Thus, empathy relates to the 

way leaders communicate.  
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It is now obvious that to be efficient in communicating is a required skill for 

leaders who want to be successful in team management. This is especially 

true in multicultural one in which issues – misunderstandings, 

misinterpretations – are reinforced due to cultural differences. In order to be 

effective, leaders must adapt their ways of communicating according to the 

culture present in their teams. This is imperative to convey the right 

message and meaning and to create harmony by developing the same 

understanding. According to the interviewed leaders, they must adapt not 

only the oral communication but also the written communication. They 

provided us with several advices to handle them. Daniel Beumier (2013) tries 

for instance to behave, write and express himself with a “catch-all” method 

to ensure that messages will be well understood without confusion and 

different interpretations. Godefroid Libambu (2013), for his part, adapts his 

communication in order to be clear and direct. The multicultural world is 

already complex enough to add more ambiguity. Therefore, leaders will be 

able to keep team members motivated and to ensure stability within their 

teams through an effective communication. 

Communication is also important in the decision making process and 

resolution of problems (Tomei, 2013; Vander Linden, 2013). The latter has 

been developed in the previous section. Coming back to the decision making 

process, communication must also be adapted by the leaders. Indeed, 

individuals coming from different cultural backgrounds behave in different 

ways during meetings. Leaders must try to include everybody in the process 

by using different types of questions: direct and/or indirect in order to 

collect each opinion and idea (Vander Linden, 2013; Traineau, 2013; 

Libambu Wolaka, 2013). Daniel Beumier (2013) for instance figured out that 

they were very reserved and did not share their opinions during a meeting 

with Asians. He thus tried to ask them indirect questions in order to collect 

their opinions.  

As we can see, communication is omnipresent with everybody in any 

situations and so, it is not possible to avoid it. Throughout the whole thesis 

and especially in the literature review, an emphasis was put on intercultural 
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communication. Therefore, we can affirm that communication is a key 

success for organizations; if all members of an organization (leaders and 

followers) are able to communicate in an effective way, time will be saved and 

spent on the improvement of other organizational aspects. 

 5.2.3 ‘A’ – Awareness & Adaptability & Authenticity 

The first skill discussed in this section is the awareness. This plays an 

important role in the success of working in and leading multicultural teams. 

Awareness is essential for leaders to avoid denying cultural differences and 

offending their team members. This has been confirmed by Adler (2002, p. 

153) in her guideline to manage cultural diversity under the label 

“recognizing differences”. It is also useful for leaders to understand the 

cultural maps of their followers. As Christine Nalines (2013) summed it up: 

“awareness allows leaders to take in consideration sensitivity, values and 

histories of each individual”. This awareness is created through acquiring 

knowledge about the different cultures. Indeed, according to Plum (2008, p. 

26) this knowledge is the basis of “cultural understanding”. This can be done 

by exploring the other culture through reading, listening and observing. 

Other ways to gain knowledge are done through work and travel experiences 

(Tomei, 2013; Daloze, 2013; Rutanga, 2013; Beumier, 2013). Therefore, we 

claim that leaders must be even more curious in multicultural environments 

than in monocultural ones. 

Awareness is the basis for the second skill which is adaptability. Plum (2008) 

asserts that one aspect of the cultural intelligence refers to the ability to 

adapt oneself in multicultural environments in order to “act appropriately in 

situations where cultural differences are important” (ibid, p. 19). 

Understanding the other cultures allows leaders to develop their adaptive 

and flexible capacity which is the necessary basis for adaptability. Thus, 

adaptability and flexibility cannot exist without the other. Leaders must be 

able to adapt themselves but they have to be careful not to change 

completely (Ruben, 2013; Daloze, 2013). An appropriate metaphor is 

provided by Bas Ruben (2013) to illustrate the adaptive capacity: “be a kind 

of Chameleon: do not try to be somebody else, try to be the Chameleon 
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because it is always adapting to the environment”. Leaders must also adapt 

the way of working in multicultural teams without forgetting the objective(s). 

As Alain Daloze said, leaders cannot transpose the way to proceed and to 

think as it is done in their home country.  

The third skill in this category is authenticity. Leaders must adapt 

themselves to the multicultural environment and yet must act consistently 

with their values in order to avoid losing their identity (Shamir & Eilam, 

2005). As Bas Ruben (2013) said, leaders must stay close to themselves and 

must not try to copy others. Leaders must avoid playing a role and instead 

must behave naturally. Alain Daloze (2013) also mentioned that in 

multicultural situations, it is imperative for leaders to keep in themselves 

their roots and origins. Another way for leaders to develop their authenticity 

is to enter in a learning process based on their experiences and life stories 

(Shamir & Eilam, 2005). This development concerns not only negative 

experiences – mistakes, failures – but also positive experiences. This point 

has been supported by all the leaders we interviewed who have learned and 

are still learning from their experiences.  

 5.2.4 ‘D’ – Development 

The skill discussed in this category concerns development. Leaders, who 

want to be successful in multicultural teams, must not only develop 

themselves but also their followers (Traineau, 2013; Ruben, 2013; Beumier, 

2013; Libambu Wolaka, 2013). This has been confirmed by Mittal and 

Dorfman (2012, p. 556) in their article about servant leadership in which 

they identify six aspects whose “empowering and developing others”. Leaders 

must encourage an ongoing process of learning and improvement of 

capabilities.  In order to develop their team members, leaders must take the 

role of coach. Coaching has several positive advantages. Indeed, it helps 

team members to understand, work and communicate more effectively in 

multicultural settings by creating cultural awareness. As Benoit Traineau 

(2013) mentioned, it is difficult to work in this kind of setting because it is 

not in the comfort zone of individuals and so, coaching is a good solution to 
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prepare them. Leaders must also develop themselves by continuously 

learning thanks to training sessions for example.  

 5.2.5 ‘E’ – Establishment of trust  

In this category, the establishment of trust by leaders with their followers 

demands sincerity and respect. Leaders must be sincere towards them and 

sincerely interested in their cultural differences (Ruben, 2013; Daloze, 2013). 

They also have to respect them by not showing superiority and not making 

favoritism. Indeed, according to Mittal and Dorfman (2005, p. 556), building 

trust depends on the notion of “egalitarianism” that leaders have and on not 

showing superiority. Trust is fragile and leaders must be aware that if 

something wrong happens, trust will be lost. As Daniel Beumier (2013) 

confirms through his metaphor: “building trust is like a test tube: when you 

start in a multicultural team, the trust is in the middle. It is growing slowly 

but decreasing faster if something wrong happens”. We have the feeling that 

individuals working in multicultural teams face greater challenges in 

trusting others than in monocultural teams. Therefore, leaders must take 

time and put an emphasis on establishing trust. This trust is the foundation 

of good relationships between leaders and their team members and the basis 

to build an effective multicultural team.  

 5.2.6 ‘R’ – Right mindset 

In this category, we would like to put an emphasis on the fact that leaders 

must have the right mindset. According to our interviewees (Ruben, 2013; 

Orbay, 2013; Daloze, 2013), the right mindset refers to the ability to have an 

open mind towards one’s own culture but also towards cultural diversity. 

This openness is imperative in working within multicultural environments in 

order to understand cultural differences (Plum, 2008). Indeed, as Eva Orbay 

(2013) argued a “natural selection” takes place: individuals, who do not have 

an open mindset, will not feel comfortable in multicultural settings and will 

voluntarily leave. We would like to add an aspect of the right mindset which 

refers to a ‘positive mental attitude’ that leaders must have towards their 

team members coming from different cultures (Vander Linden, 2013). This 

positive mindset will, in turn, help leaders to create good relationships with 
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them. Leaders must also expect from their team members the same positive 

mental attitudes.  

 5.2.7 ‘S’ – Self-reflection 

Leaders must create self-awareness and be able to reflect upon their actions 

and decisions (Ruben, 2013; Daloze, 2013). Making self-reflection allows 

leaders to be critical on themselves in order to know whether they are going 

in the right direction or not. This self-reflection is also necessary to discover 

where the boundaries of leaders’ limits are standing (Ruben, 2013; Daloze, 

2013). Often, individuals are not conscious about what they already know 

and their abilities. Self-reflection and self-awareness can help leaders to 

become conscious about their experiences, feelings and thus help them to 

develop self-confidence in decision making (Goleman, 2004).  

 5.2.8 ‘H’ – Humbleness 

The skill we would like to discuss in this category is humbleness. According 

to the interviewees (Ruben, 2013; Daloze, 2013; Orbay, 2013; Hilbich, 2013), 

leaders must be humble within multicultural environments. What they mean 

by this word is that they must recognize that no one is totally right. They put 

en emphasis on the fact that their role is not to teach others a lesson. On the 

contrary, leaders must be aware that they do not know everything and that 

cultural diversity has advantages. As Alain Daloze (2013) mentioned, there 

are lot of things to learn from another culture but also to give to another 

culture. Therefore, being humble fosters these exchanges.  

 5.2.9 ‘I’ – Inclusion rather than exclusion 

Generally, individuals have a tendency to “exclude” those who are different 

from them. This tendency is natural, unintentional and unconscious. It is 

even more important in multicultural contexts in which cultural differences 

are omnipresent. This exclusion can be related to “social categorization” that 

has been discussed in the “challenges” section of this thesis. Leaders must 

thus be aware of their own behaviour and try to “include” their culturally 

diverse followers. This skill was only mentioned by Daniel Beumier (2013), 

however, we truly think that this skill is significant and relevant for leaders 
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in multicultural environments. Moreover, this skill can be considered as a 

response to counter the negative effects of categorization.  

 5.2.10 ‘P’ – Proactivity 

The last but not least skill is the proactivity which is the ability to anticipate 

and prevent issues by defining the framework in terms of mission, vision and 

objectives. Michel Vander Linden (2013) supports this skill by asserting that 

it is necessary for leaders to be proactive in order to avoid spending time in 

finding solutions to problems. He illustrated his idea through a relevant 

metaphor: “managing a team is like driving on the highway: you need to look 

500 meters farther and not the bumper in front of you” in order to anticipate 

cultural issues. Proactivity is effectively applied through a good 

communication. This has been developed in the “Efficient Communication” 

skill. Being proactive also concerns regular controls and feedbacks in order 

to quickly figure out if something threatens the good functioning of the team 

and take the necessary action to achieve the objectives. This skill is even 

more imperative for leaders in multicultural environments where issues arise 

easily and quickly due to cultural diversity.  

To wrap up this section, we presented three models that were developed in 

order to answer the two research questions. The two first developed models 

provide strategies that leaders can use to lead cultural diversity in an 

effective way. It must be said that these strategies have to be adapted 

according to each situation and context. The last model has been developed 

in order to highlight the specific skills necessary in multicultural 

environments. One can say that those skills are seen as general; however, we 

really tried to focus on the specific ones and on those which have more 

impact in dealing with different cultures. To conclude, it is crucial to 

mention that this thesis provides guidelines that leaders can use and not a 

magic response to cultural diversity.  
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6 Conclusion & future research 

We wanted to come up with a topic that was not only linked to the 

leadership program that we attended but also linked to our experience as 

exchange students. Indeed, we were living in a multicultural environment 

and, sometimes, it was quite challenging to work with other cultures and 

nationalities. We thus asked ourselves: “how does it work in the 

organizational life?”. To find an answer to this question, we decided to 

interview leaders working in multicultural environments in order to highlight 

the necessary strategies and skills to lead cultural diversity.  

The analysis of interviews and conversations allowed us to come up with 

three main models: “Issues Management Model”, “Issues Prevention Model” 

and “L.E.A.D.E.R.S.H.I.P Model”. These three models have been developed in 

order to answer the two research questions that were presented in the 

introduction – “What are the strategies available for a leader to deal with 

cultural diversity – opportunities and challenges?” And “What leadership 

skills are required in multicultural teams?”. The two first models present the 

strategies to effectively lead cultural diversity – its challenges and 

opportunities. The third model brings out the specific skills required in 

multicultural environments. It is obvious that leaders cannot embody all of 

these mentioned skills because they are not “superheroes”. We think that it 

is not the quantity of skills that matters but rather the quality of the 

embodied skills.  

We think that our research questions have been, to some extent, 

successfully answered. However, through the analysis of data, we also 

figured out that cultural diversity is not the only challenge that leaders face 

in multicultural teams. Indeed, the interviewed leaders also identified other 

factors that come into play such as education, educational background and 

personality of individuals. The productivity and effectiveness of multicultural 

teams depends not solely on cultural diversity but also on these factors and 

on the management. A future research on factors of productivity in 

multicultural teams can be interesting to be done. 
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In our research, we decided to focus on the leader’s perspective. However, an 

interesting future research might be to study the perspective of followers 

towards the leaders in multicultural environments. Indeed, followers may 

think about different skills a leader must have in these environments and 

may have other opinions and points of view about cultural diversity – its 

challenges and opportunities. Moreover, it is also relevant to study 

multicultural teams from the inside by also interviewing followers involved in 

the teams and combine it with interviews of leaders.  

Future study might be to focus on the whole system of a particular 

multinational company by studying the organization, the leaders and the 

followers. Some organizations aim to reach a certain percentage of cultural 

diversity. It might be relevant to discover how organizations promote and 

value this diversity and provide a context to achieve this goal.  
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Thesis project management 

In this section we would like to present the Gantt diagram that shows our 

thesis project management. Indeed, we think that it is a good way to retrace 

the important stages we had to go through in order to achieve our thesis 

project. As one can notice, the length of each stage readily depends on the 

workload it demands.  

 

  



“Leading Cultural Diversity: Strategies & Skills” 

Charlotte Boulanger & Laura Pazzaglia 

 
99 

References 

Adler, N 2002, International Dimensions of Organizational Behavior, 4th edn., 

South-Western College Publishing.  

Arbnor, I & Bjerke, B 2009, Methodology for Creating Business Knowledge, 

3rd edition, Sage Publication. 

Ayman, R & Korabik, K 2010, ‘Leadership: Why Gender and Culture Matter’, 

Amercian Psychologist, vol. 65, no. 3, pp. 157-170. 

Boros, S, Meslec, N, Curseu, PL & Emons, W 2010, ‘Struggles for 

cooperation: conflict resolution strategies in multicultural teams’, Journal of 

Managerial Psychology, vol. 25, no. 5, pp. 539-554.  

Brett, J, Behfar, K & Kern, MC 2006, ‘Managing Multicultural Teams’, 

Harvard Business Review, pp. 84-91.  

Butler, C & Zander, L 2008, ‘The Business of Teaching and Learning through 

Multicultural Teams’, Journal of Teaching In International Business, vol. 19, 

pp. 192-218. 

Chakravorty, JN 2012, ‘Why do Mergers and Acquisitions quite often Fail?’, 

Advances in Management, vol. 5, no. 5, pp. 21-28.  

Cohen, D & Crabtree, B 2006, ‘Qualitative Research Guidelines Project’, 

Robert Wood Johnson Foundation, viewed 13 May 2013, 

http://www.qualres.org/HomeSemi-3629.html 

Corbin, J & Strauss, A 2008, Basic of Qualitative research: Grounded Theory 

Procedures and Techniques, Sage Publication, Newbury Park. 

Cox, TH & Blake, S 1991, ‘Managing cultural diversity: implications for 

organizational competitiveness’, Academy of Management Executive, vol. 5, 

no. 3, pp. 45-56. 

Crowne, KA 2008, ‘What leads to cultural intelligence?’, Business Horizons, 

vol. 51, pp. 391-399. 

http://www.qualres.org/HomeSemi-3629.html


“Leading Cultural Diversity: Strategies & Skills” 

Charlotte Boulanger & Laura Pazzaglia 

 
100 

Daudi, P 1986, ‘Generating Knowledge and the Theory of Discourse’, Ch. 3 in 

The Discourse of Power in Managerial Praxis, Basil Blackwell, Oxford. 

Daudi, P 1990, ‘Con-versing in Management’s Public Place’, Scandinavian 

Journal of Management, vol. 6, no. 4, pp. 285-307. 

De Wit, B & Meyer, R 2010, Strategy: Process, Content, Context, 4th Edition, 

South Western Cengange Learning, Saint Paul. 

DiStefano, JJ & Maznevski, ML 2000, ‘Creating Value with Diverse Teams in 

Global Management’, Organizational Dynamics, vol. 29, no. 1, pp. 45-63.  

Dorfman, P, Javidan, M, Hanges, P, Dastmalchian, A & House, R 2012, 

‘GLOBE: A twenty year journey into the intriguing world of culture and 

leadership’, Journal of World Business, vol. 47, pp. 504-518.  

Elron, E 1997, ‘Top management teams within multinational corporations: 

effects of cultural heterogeneity’, Leadership Quarterly, vol. 8, no. 4, pp. 393-

412.  

Gelfand, MJ, Leslie, LM, Keller, K & De Dreu, C 2012, ‘Conflict Cultures in 

Organizations : How Leaders Shape Conflict Cultures and Their 

Organizational-Level Consequences’, Journal of Applied Psychology, vol. 97, 

no. 6, pp. 1131-1147. 

Glaser, BG & Strauss, AL 1967, The discovery of grounded theory: strategies 

for qualitative research, Aldine de Gruyter, United States of America. 

Goleman, D 2004, Working with emotional intelligence, Bloomsbury 

Publishing, London. 

Groves, KS & Feyerherm, AE 2011, ‘Leader Cultural Intelligence in Context: 

Testing the Moderating Effects of Team Cultural Diversity on Leader and 

Team Performance’, Group & Organization Management, vol. 36, pp. 535-566. 

Halverson, CB & Tirmizi, SA 2008, Effective Multicultural Teams: Theory and 

Practice, Springer, USA. 



“Leading Cultural Diversity: Strategies & Skills” 

Charlotte Boulanger & Laura Pazzaglia 

 
101 

Hamilton, L & Webster, P 2009, The International Business Environment, 

Oxford University Press, New York.  

Harwood, N 2005, ‘Nowhere has anyone attempted… In this article I aim to 

do just that’: A corpus-based study of self-promotional I and we in academic 

writing across four disciplines’, Journal of Pragmatics, vol. 37, issue 8, 

pp.1207-1231.  

Helde, M.L 2012, ‘Basic concepts and leadership challenges in intercultural 

teams and organizations’, 4MK401 - Introduction to Intercultural 

Communication, Lecture materials, Semester 1, 2012, Linnaeus University.  

Helde, ML & Nygaard, B 2012, 'Conflict Management in an Intercultural 

Perspective: How to Understand and Manage Intercultural Conflicts?’, 

4MK401 - Introduction to Intercultural Communication, Lecture materials, 

Semester 1, 2012, Linnaeus University. 

Hofstede, G 1984, Culture’s consequences: International Differences in Work-

Related Values, Sage Publications, United States of America.  

Holden, R 2001, ‘Managing people’s values and perceptions in multi-cultural 

organisations: The experience of an HR director’, Employee Relations, vol. 23, 

no. 6, pp. 614-626.  

Inceoglu, I & Bartram, D 2012, ‘Global Leadership: The Myth of 

Multicultural Competency’, Industrial and Organizational Psychology, vol. 5, 

pp. 216-218.  

Jacob, SA & Furgerson, SP 2012, ‘Writing Interview Protocols and 

Conducting Interviews: Tips for Students New to the Fiels of Qualitative 

Research’, The Qualitative Report, vol. 17, pp. 1-10.  

Klyukanov, IE 2005, Principles of intercultural communication, Pearson 

education, United States of America. 

Liden, RC, Wayne, SJ, Zhao, H & Henderson, D 2008, ‘Servant leadership: 

Development of a multidimensional measure and multi-level assessment’, 

Leadership Quarterly, vol. 19, pp. 161-177. 



“Leading Cultural Diversity: Strategies & Skills” 

Charlotte Boulanger & Laura Pazzaglia 

 
102 

Lustig, MW & Koester, J 2006, Intercultural competence: interpersonal 

communication across cultures, Pearson Education.  

Magala, S 2005, Cross-cultural Competence, Routledge, New York. 

Maloney, MM & Zellmer-Bruhn, M 2006, ‘Building Bridges, Windows and 

Cultures: Mediating Mechanisms between Team Heterogeneity and 

Performance in Global Teams’, Management International Review, vol. 46, pp. 

697-720.  

Marturano, A & Gosling, J 2008, Leadership: the key concept, Routledge, 

London. 

Matveev, AV & Mitler, RG 2004, ‘The Value of Intercultural Competence for 

Performance of Multicultural Teams’, Team Performance Management, vol. 

10, no. 5/6, pp. 104-111.  

Mittal, R & Dorfman, PW 2012, ‘Servant leadership across cultures’, Journal 

of World Business, vol. 47, pp. 555-570. 

Moon, D 2012, ‘Multicultural Teams: Where Culture, Leadership, Decision 

Making, and Communication Connect’, William Carey International 

Development Journal, vol. 1, Issue 3, pp. 1-9. 

Moran, RT, Harris, PR & Moran, S 2011, Managing cultural differences, 8th 

edn, Butterworth-Heinemann, Elsevier Inc., China. 

Park, H & Antonioni, D 2007, ‘Personality, reciprocity, and strength of 

conflict resolution strategy’, Journal of Research in Personality, vol. 41, pp. 

110-125. 

Plum, E 2008, Cultural Intelligence: the art of leading cultural complexity, 

Middlesex University Press, London.  

Pudelko, M, Carr, C & Henley, J 2007, ‘Globalization and Its Effects on 

International Strategy and Cross-Cultural Management’, International 

Studies of Management and Organizations, vol. 36, no. 4, pp. 3-8.  



“Leading Cultural Diversity: Strategies & Skills” 

Charlotte Boulanger & Laura Pazzaglia 

 
103 

Rahim, MA 2002, ‘Toward a theory of managing organizational conflict’, The 

International Journal of Conflict Management, vol. 13, no. 3, pp. 206-235. 

Ramthun, AJ & Matkin, GS 2012, ‘Multicultural Shared Leadership: A 

Conceptual Model of Shared Leadership in Culturally Diverse Teams’, 

Journal of Leadership & Organizational Studies, vol. 19, pp. 303-314.  

Sackmann, SA & Phillips, ME 2004, ‘Contextual Influences on Culture 

Research: Shifting Assumptions for New Workplace Realities’, International 

Journal of Cross Cultural Management, vol. 4, no. 3, pp. 370-390.  

Salami, SO 2010, ‘Conflict resolution strategies and organizational citizen 

behavior: The moderating role of trait emotional intelligence’, Social Behavior 

and Personality, vol. 38, no. 1, pp. 75-86. 

Schneider, SC & Barsoux, JL 2003, Managing Across Cultures, Pearson 

Education Limited, England.  

Sendjaya, S, Sarros, JC & Santora, JC 2008, ‘Defining and measuring 

servant leadership behaviour in organizations’, Journal of Management 

Studies, vol. 45, pp. 402-424. 

Shamir, B & Eilam, G 2005, ‘What's your story? A life-stories approach to 

authentic leadership development’, The Leadership Quarterly, pp. 395-416. 

Stahl, GK, Mäkelä, K, Zander, L & Maznevski, ML 2010a, ‘A look at the 

bright side of multicultural team diversity’, Scandinavian Journal of 

Management, vol. 26, pp. 439-447. 

Stahl, GK, Maznevski, ML, Voigt, A & Jonsen, K 2010b, ‘Unraveling the 

effects of cultural diversity in teams: A meta-analysis of research on 

multicultural work groups’, Journal of International Business Studies, vol. 41, 

pp. 690-709.  

Strauss, A & Corbin, J 1997, Grounded Theory in Practice, Sage Publication, 

Thousand Oaks, CA. 



“Leading Cultural Diversity: Strategies & Skills” 

Charlotte Boulanger & Laura Pazzaglia 

 
104 

Tadmor, CT, Satterstrom, P, Jang, S & Polzer, JT 2012, ‘Beyond Individual 

Creativity: The Superadditive Benefits of Multicultural Experience for 

Collective Creativity in Culturally Diverse Teams’, Journal of Cross-Cultural 

Psychology, vol. 43, no. 3, pp. 384-392.  

The University of Tennessee Libraries Diversity Committee Spring 2001; 

Revised January 2003, viewed 3th April, 2013, 

http://www.lib.utk.edu/diversity/diversity_definition.html 

Walker, D & Myrick, F 2006, ‘Grounded Theory: An Exploration of Process 

and Procedure’, Qualitative Health Research, vol. 16, no. 4, pp. 547-559. 

Zander, L, Butler, CL 2010, ‘Leadership Modes: Success Strategies for 

Multicultural Teams’, Scandinavian Journal of Management, vol. 26, pp. 258-

267.  

Zander, L, Mockaitis, AI & Butler, CL 2012, ‘Leading global team’, Journal of 

World Business, vol. 47, pp. 592-603. 

http://www.lib.utk.edu/diversity/diversity_definition.html


 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Linnaeus University – a firm focus on quality and competence 
 
On 1 January 2010 Växjö 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 characterised by high quality and  

a competitive portfolio of skills. 

 

Linnaeus University is a modern, international university with the emphasis on the desire for 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. 

 

 

 

Linnæus University 

SE-391 82 Kalmar/SE-351 95 Växjö 

Telephone +46 772-28 80 00 


