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Abstract  

Hiring the wrong leader can have disastrous effects on the productivity, moral, time and 

budget of an organization. In fact, a gap of leaders will arise in the next years, which makes it 

necessary to know and use the right strategies for attracting and selecting the appropriate 

future leaders who have the ability to successfully lead a company. 

Therefore, recruiting and selecting the right leaders is an important challenge for all 

organizations worldwide. How can they find, attract and choose people to become leaders? 

To answer this question, this Thesis looks at the whole process of hiring future leaders for 

organizations. First, we want to determine what is necessary to be successful in a leadership 

position in an organization. Second, we figured out what kind of recruitment strategies can be 

used in order to attract and find leaders, and third, we aim at showing which methods 

companies can employ to select the best fitting candidate for their vacant leadership position. 

In order to find answers to these questions, we have conducted interviews with seven leaders 

from different industry sectors, who shared their experience about leadership and the way of 

finding, attracting and selecting talented people who can become future leaders. Moreover, 

we conducted a questionnaire that has been handed out to students who might be potential 

leaders of the future. To ensure the meaningfulness of the study, we asked students from 

different faculties in 21 countries. The reason of the mixture of different sources is to acquire 

a broader insight into how the recruitment and selection of leaders takes place, with the aim 

of creating a representative picture.  

 

 

Key Words: Leadership, leadership theory, talent management, future leaders, leader 

identification, leader recruitment, selecting leaders, attracting candidates, requirements of 

successful leadership, social media recruitment.  
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1 Introduction  

Hiring the wrong leader may have negative effects on the productivity, moral, time and 

budget of an organization (McDonald 2013; Barling et al. 2005). Indeed, wrong leaders can 

cause an increased stress level of the subordinates (Offermann & Hellmann 1996; Barling et 

al. 2005), which often results in sanctions (Townsend et al. 2000). Choosing the wrong 

leaders can also elicit dissatisfaction in the professional and private life, as well as lower 

levels of active commitment among the subordinates (Tepper 2000). Another result is that 

subordinates are helpless and feel alienated from their work (Ashforth 1997). The employees 

might be demotivated and thus, the results of the department or group decrease. In the worst 

case, even psychosomatic symptoms, anxiety, and depression can be the results of a poor 

leadership style (Hoel et al. 1999). An overall consequence of this is high employee turnover 

as employees who are no longer motivated might experience burn-out or will search for a 

new job. Thereby, companies might even lose top performers to competitive organizations, 

which can result in a decreasing company reputation (McDonald 2013). The financial 

burdens associated with this disaster need to be considered as well: hiring the wrong 

employee is already a costly decision, but hiring the wrong leader is even more costly. Thus, 

the loss of business costs and the added support costs need to be considered too. At the end of 

the day, the company is facing wasted salary costs as well as expenditures of the terminations 

and re-recruitment. These are added to costs for the introduction and training of the new 

leader, which, in total, leads to additional costs that may be 1.5-2 times higher than the yearly 

salary of the hired leader (Bruzaeus 2014). 

It is precisely because of these tremendous consequences, that hiring the right leader should 

be a top priority in every company. Still, many senior executives and chiefs of HR 

departments make the mistake of hiring the wrong person for key leadership positions in their 

companies. All too often, they do not invest enough time and effort in the recruitment and 

selection process. This can lead to attracting the wrong candidates, and the assessment during 

the selection process is based on “hearsay, gossip, casual observation, and insufficient 

information” (Sorcher & Brant 2002, p.1). A typical failure is that firms have an unclear 

expectation of what the leader should possess (Satterfield 1991; Schulaka 2015; McDonald 

2013). Thus, the values, beliefs and leadership style of the hired person may not fit the 

organizational culture at all and can also conflict with the subordinates’ values (McDonald, 
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2013). Other typical failures are that owners become “enamored with someone who is exactly 

like them” (Schulaka 2015, p.11), employ just one selection method (Satterfield 1991), or 

concentrate merely on external candidates (McDonald 2013). 

Thus, the question remains: What should they do if there seems to be no right or suitable 

candidate available? 

According to the IBM Global Human Capital Study (2007), four out of five companies 

express worries that they will not have enough talented people to fill their vacancies in the 

coming years. Furthermore, 75% of 400 interviewed human resources executives from 40 

countries are concerned about their ability to attract, develop and retain future leaders. In 

Germany, this has been a problem for a couple of years. About one third of all executive 

positions in companies cannot be filled because there is no talented leader for it. If these 

positions are not filled, this can lead to financial consequences that can decrease these 

companies’ competitive capabilities (Achtenhagen et al. 2012). 

1.1 Research Focus and Research Questions 

As shown in the previous discussion, there is a large research field with many highly 

interesting questions. Both concerned and impressed by this upcoming gap of leaders, we 

decided to set the focus of our Master Thesis on the recruitment and selection of potential 

talented candidates who can get their first leading position right now or in the near future. 

Another reason for choosing this topic is that even though a lot of research concerning the 

recruitment and selection of employees has already been done, we think that research 

concerning the recruitment and selection of future leaders needs to be extended. 

With our Thesis, we want to create awareness of how important the recruitment and selection 

of the right future leaders is. Moreover, we want to present what kind of recruiting strategies 

and selection methods can be used in order to find and select the best fitting candidates for a 

leadership position.  

We address our Master Thesis mainly to three groups. First, to organizations that can create 

or improve their recruitment and selection strategies for future leaders. Second, to 

organizations which deal with the development of leadership, which we want to provide with 

insights into how they can advance their way of preparing talented people for leadership 

positions. Thereby, these companies can reach a further understanding of how they can 

prepare potential candidates who, according to theory and praxis, fit the requirements of 
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successful leaders. Third, our aim is also that ambitious people interested in leading positions 

benefit from our research. Therefore we provide them with knowledge about becoming a 

successful leader, as well as with recommendations for how they can prepare themselves. 

Through all of this, we defined the following research questions which we are going to 

answer in our Thesis by discussing, comparing, examining and assessing: 

1.) How is it possible to recruit and select talented people to become future leaders? 

In order to identify how it is possible to find and select these people, it is crucial to answer 

what kind of leaders are searched and what kind of qualities they need to have.  

Therefore, it is necessary to answer the next question: 

1.a) What are the needed qualities of leaders as expressed in the theoretical body of the 

literature as well as presented in practice, and what might be the consequences? 

After having identified what kind of leaders the companies are searching for, it is vital to 

understand what recruitment and selection methods are used, or should be used, in order to 

attract, find and select potential candidates who have the talent to become future leaders. 

Thereby, we are going to answer the following research question: 

1.b) What kind of recruitment and selection methods should be used in order to be able to 

hire talented people who have the potential to become future leaders? 

After having identified what kind of recruitment and selection methods should be used, we 

want to determine what expectations a certain group of these potential future leaders has 

regarding the recruitment and selection process. Thus, we are going to answer the following 

research question:  

1.c) What are the students’ expectations, who can be seen as potential future leaders 

regarding the recruitment and selection process? 

Moreover, we want to find out whether it is necessary to prepare oneself in order to be 

attractive for companies. For us as potential leaders, this issue is of particular interest. 

Therefore, we are going to answer a final research question:  

1.d) Can people prepare themselves to become future leaders?  
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1.2  Our Course of Action 

As reflected in our research questions, our aim is to find out how it is possible to recruit and 

select talented people with the prospect of becoming future leaders. In order to be able to 

answer this, we are going to start our Thesis with a presentation of our methodological view 

and structure about how we conducted our research in Chapter 2. Our research questions also 

guided us towards whether insights into leadership theories are reflected in current 

recruitment and selection practices. Therefore, we are going to give an overview of the 

different leadership approaches in Chapter 3, in order to know what is important for future 

talented leaders or what a future talented leader should possess. Thereby, we also explain the 

meaning of talent as well as its impact on the future talented leaders. In order to get to know 

how candidates can be attracted and found, Chapter 4 explains the different approaches 

which are promoted in the literature. In Chapter 5, we are subsequently going to concentrate 

on the selection of the candidates. Hereby, we will give a literature review of the different 

selection methods that can be applied to find future talented leaders. By discussing the 

different approaches we also take into consideration their acceptability as well as cultural and 

national differences. Chapters 3, 4 and 5 represent the basis on which we have been able to 

build our empirical research. In Chapter 6, we will then give an overview of the conducted 

interviews in the form of summaries including the key aspects of the interviewee’s answers. 

This is followed by the analysis of the interviewees’ answers in Chapter 7. There, we are 

going to show what the necessary qualities for becoming a successful leader are and how the 

recruitment and selection process takes place. Afterwards, in Chapter 8, we are going to 

present our analysis of the questionnaire. The latter was filled out by students and thus 

represents their opinion about the recruitment and selection process, also showing how they 

prepare themselves in order to reach a leadership position in the future. Finally, we are going 

to present our outcome in Chapter 9, followed by recommendations for companies, 

organizations for leadership development and future leaders/students, which we gained 

through our research.  
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2 Methodology 

The glasses through which we see the world  

x Methodology is a mode of personal thinking and acting (Arbnor & Bjerke 2008, 
p.17).  

x Methodology is the way of studying social reality (Strauss & Corbin 1998, p.3). 
x Methodology is the way to look at the world, and therefore enables to create 

knowledge (Arbnor & Bjerke 2008). 
x Methodology is the way to describe the process of creating and searching for new 

knowledge (Arbnor & Bjerke 2008, p.17). 

In our point of view, methodology is the way of how to look at the world. As will be 

demonstrated, people see and interpret reality differently. Thus, we understand methodology 

as the glasses through which we look at the world and especially at the area we have 

investigated into.  

Generally said, the different methodological views (glasses) reveal presumptions about the 

facts of the human reality, which the methodological approaches try to explain, understand or 

even provide theories for. The presumptions influence what subjects will be researched and 

how, when and where this will happen (Arbnor & Bjerke 2008, p.19). In fact, every 

individual has different assumptions to look at one’s environment, and putting them together 

leads to a paradigm (Arbnor & Bjerke 2008, pp.23–24). Our contemporary society’s 

paradigm consists of a conception of reality, a conception of science, a scientific ideal, as 

well as ethical and aesthetical aspects (Arbnor & Bjerke 2008, p.29). It explains the gap 

between the ultimate presumptions of the individuals and the methodological view. For 

studying this social reality, the researcher uses methods, i.e. “a set of procedures and 

techniques for gathering and analyzing data” (Strauss & Corbin 1998, p.3). Furthermore, the 

ways of formulating a problem, collecting the necessary data and using the right methods are 

largely influenced by the chosen methodological view (Arbnor & Bjerke 2008, p.28). 

We, Benjamin and Christian, the authors of the Master Thesis, see ourselves as creators of 

knowledge – as our Professor Philippe Daudi (2014) said in his lecture: “We are 

methodology”. Methodology is thus about sensemaking, which is an essential factor for us as 

leaders of our lives. 
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In the scope of the Master Thesis process, we have put on various well-established glasses 

(methodological approaches) and through them investigated our field of research. This 

offered us many indeed valuable discussions in which we compared our different 

impressions. 

Especially the fact that we wanted to acquire data successively in order to develop a theory 

guided us to the concept of Grounded Theory which, in our opinion, is most suitable for our 

Master Thesis. 

In the following Chapter, we therefore want to give an overview of the concept of Grounded 

Theory, followed by a description of how we applied this theory to our research. 

2.1 Grounded Theory 

Grounded Theory is a qualitative research method that was developed in 1967 by two 

sociologists, Glaser and Strauss, to close the gap between theory and empirical research 

(Lamnek & Krell 2010). It is a certain research design which is intended to help scientists to 

think about and conduct research on social reality (Corbin & Strauss 2007). The principle aim 

of a researcher working with Grounded Theory is not only to explain or understand reality, 

but rather to generate a theory close to reality and “to ground that theory in data” (Strauss & 

Corbin 1998, p.8; Strauss & Corbin 1997, p.vii). The founders of Grounded Theory, Anselm 

Strauss and Juliet Corbin (1990, p.24), say that “the Grounded Theory approach is a 

qualitative research method that uses a systematic set of procedures to develop an inductively 

derived Grounded Theory about a phenomenon.” 

Generally, it can be said that Grounded Theory is part of the social study of hermeneutics, i.e. 

the concept of understanding and interpreting texts and other sources (Breuer & Dieris 2009). 

The aim is to develop new theories based on empiricism. 

One main characteristic of Grounded Theory is that data collection, analysis, precognition of 

the researcher as well as the existing and newly created theory have a close relationship to 

each other. Researchers do not start their study by having a preconceived theory in mind. 

Rather, they first look for an area in which they intend to do the research study, and the 

theory then emerges from the collected data (Strauss & Corbin 1998, pp.12–13). In other 

words, the research process itself is not static, which means that there is no prescribed order 

of steps, but there are different, sometimes overlapping analysis stages.  
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Therefore, a clear definition of the research question and the research design already in the 

beginning of the research are not necessary because this is in fact the task of the whole 

research process. This is due to the fact that through gaining knowledge and experience 

during the research process, the field of interest might change. The step-by-step concentration 

and elaboration on the research question is thus a typical characteristic of Grounded Theory 

(Breuer & Dieris 2009). 

While working with Grounded Theory, context knowledge of the researcher also plays an 

essential role. This includes expert knowledge as well as research and personal experience. 

All of them should be included because this increases sensitivity and the amount of 

opportunities, which in turn helps the researcher to develop a compact theory (Corbin & 

Strauss 2007). 

Regarding context knowledge, the theoretical sensitivity is essential as it is the competence of 

the researcher. It can occur in various forms, depending on the extent and the engagement 

with the literature and the acquired experience. Theoretical sensitivity “refers to the attribute 

of having insight, the ability to give meaning to data, the capacity to understand, and 

capability to separate the pertinent from that which is not” (Strauss & Corbin 1990, p.42). It 

is essential for the empirical work as the researchers do not determine their views in the 

beginning of their research as this would prevent new findings. Through theoretical 

sensitivity, researchers are able to see the knowledge as a starting point, on which they can 

build upon later (Strübing 2008). 

There are two essential steps of Grounded Theory, which we are going to explain in more 

detail in the following Chapters: the Coding Procedure and the Theoretical Sampling. 

2.1.1 Coding 
Coding is a key method in the Grounded Theory approach. Generally, it is a process in which 

a classificatory scheme is used for data, in order to improve the identification of special 

characteristics and to be able to explain and understand a phenomenon of reality (Strauss & 

Corbin 1998, p.129). However, this can lead to an unexpected and initially apparently 

unimportant characteristic which might be unidentified and misunderstood (Strauss & Corbin 

1990). That is why Grounded Theory advises a different procedure consisting of three parts: 

Open Coding, Axial Coding and Selective Coding. There does not exist a prescript order 

which the researchers have to adhere to, and thus a combination of the single parts is possible 
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and mostly necessary. Behind this process stands the method of continuous comparing. All 

data of the research acquired so far are continually compared with newly acquired data, and 

are newly coded with the aim to develop a theory. The results of the single analysis also 

influence the selection of the further ways of data acquisition, which we will go into detail 

later. Now, however, we will continue explaining Open Coding, Axial Coding and Selective 

Coding in greater detail. 

2.1.1.1 Open Coding 

In Open Coding, special characteristics and findings of the text are bundled into terms. At 

this stage, there do not yet exist strict rules because the purpose is to break up the text in 

order to obtain a first insight into the special characteristics. Therefore, the data is analyzed 

broadly and comprehensively, i.e. line by line, word by word (Corbin & Strauss 2007). These 

parts are examined and compared to find differences and similarities in order to assign 

different categories of objects, actions and happenings (Strauss & Corbin 1998, p.102). The 

overall aim is to find new interpretations of the text, resulting from the different types of 

reading methods. Moreover, the data is analyzed in its complexity. Afterwards, the 

knowledge or data gained are assigned to specific concepts which are the smallest units of 

meaning among the examined material (Strauss & Corbin 1990). A concept may for example 

represent an object or an action that has been found within the collected data and that seems 

to be significant in the subject area. The aim of these concepts is to group the different 

findings into categories. If the researcher breaks down the data into different incidents, acts, 

ideas or actions, they name the category with words representing the meanings of these 

typical actions or acts. If the interviewed or observed participations of the study name their 

typical action, behavior etc. themselves, this is called “in vivo codes”. When the researcher 

goes further into analyzing the data and finds objects which can be classified into the same 

category, it will be given the same code and put into the relevant category. By placing the 

findings from the data, i.e. concepts, into different categories and naming them with common 

attributes, the researcher is able to find out the objects’ most relevant characteristics and 

properties. He or she may for example find out typical phenomena of the researched subject 

by developing these categories. By putting the objects, the concepts, into different categories, 

the researcher can look at them from a different angle in order to develop new possible 

theories on how to look at things in our reality (Strauss & Corbin 1998, pp.103–105). To 

deepen the first interpretations, the Open Coding process has to be done several times, which 

is called microanalysis. During the following interviews, the researcher asks questions which 
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will lead to a deeper understanding. Especially taking memos during these interviews will 

help to find an own interpretation of the subject (Strauss & Corbin 1990, pp.109–110). The 

next step is then to explain these categories, i.e. to explain the specific properties and 

dimensions (Strauss & Corbin 1998, p.116). 

2.1.1.2 Axial Coding 

The next step of the coding procedure in order to build the theory is the Axial Coding. It is 

the “process of relating categories to their subcategories” (Strauss & Corbin 1998, p.123) to 

reach a more exact explanation of the studied phenomena. Hereby, all cases in the data are 

grouped around a theoretical axis. During the Axial Coding, the fractured data will be 

reassembled in new ways and the researcher tries to find out how the open codes relate to 

each other. Thereby, they create subcategories which give more detailed explanations about 

why, how, when, where and with what sort of results this kind of phenomena that have been 

described through the category take place. The researcher relates the identified categories to 

different dimensional levels. In this step, a central category can be found around which are 

grouped around other major categories and subcategories (Strauss & Corbin 1998, pp.123–

127). 

In order to structure and organize the emerging connections, the researcher can use the 

organizational scheme called paradigm. The latter assigns answers to questions such as why, 

when, where, how come, and with what kind of results. Furthermore, Axial Coding is a 

movement between inductive and deductive thinking. Strauss and Corbin (1998, p.136) see 

the researcher’s interpretation as a type of deduction. For instance when they are labeling the 

categories or putting phenomena, actions or happenings into them, the researchers’ 

interpretations are based on data, on the literature which they have been reading before and/or 

further personal precognitions. However, new interpretations sometimes arise from the 

collected data. Therefore, the analysts have to constantly compare their interpretations with 

the collected data. 

2.1.1.3 Selective Coding 

Selective Coding means that the founded categories in the Axial Coding get classified on a 

more abstract level until a main category emerges. Next, the relationships are described 

briefly and concisely, which is called ‘story’. Then, the theory is formulated and continually 

tested with means of the underlying data (Flick 2007). 
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The Selective Coding is the last step to reach a theory. It is therefore the “process of 

integrating and refining the theory” (Strauss & Corbin 1998, p.143). Its aim is to select the 

main category and its relationship to the other categories. Strauss and Corbin claim that 

Selective Coding is very similar to Axial Coding but “done at a higher, more abstract level of 

analysis” (Strauss & Corbin 1990, p.117). In this step, the researcher has to decide on one 

central core category that represents the main subject of the research study. All other 

categories must have a relation to this core category and it can pull together all categories 

which have been found in the Open Coding in order to create the overall research problem. 

The core category must be abstractly formulated so that it can lead and be used for further 

research (Strauss & Corbin 1998, pp.146–148). 

2.1.2 Theoretical Sampling 
As already mentioned, Grounded Theory recommends generating the hypothesis and research 

question only after the exploration of the empirical material. Thus, the question arises of how 

the selection of the empirical material is done. At this point, the Theoretical Sampling 

becomes important, which describes the selection procedure of the data. It is crucial to 

mention that the selection and analysis of empirical material is done synchronously, and is 

therefore different from the Statistical Sampling  

In the original form of Grounded Theory, Glaser and Strauss (1967, p.45) explain that 

“Theoretical Sampling is the process of data collection for generating theory whereby the 

analyst jointly collects, codes, and analyses his data and decides what data to collect next and 

where to find them, in order to develop his theory as it emerges”. 

Furthermore, they describe that the selection of data is based on “theoretical purpose and 

relevance and not on structural circumstances” (Glaser & Strauss 2009, p.48). A critical 

question is, which group should be used for data acquisition and with which theoretical 

purpose in mind. There is also an abort criterion for Theoretical Sampling, which is called 

Theoretical Saturation. It means that the researcher reaches a point where new data can no 

longer provide new information (Glaser & Strauss 2009). In contrast to statistical methods 

which mostly provide an exact sample size or tests, the Theoretical Sampling does not 

provide such information to reach saturation. Instead, Bryant and Charmaz (2010, p.281) 

claim that: “One stops when one no longer needs to continue. The challenge is in how to 

recognize that the need no longer exists”. 



  

 Feichtinger & Hörold  11 

2.2 Our application of Grounded Theory 

While discussing this topic, we remembered the lecture from 19 September 2014 held by 

Professor Philippe Daudi about “Smart answers to stupid interview questions”. During this 

lecture, we discussed on what traits and characteristics of the candidates the recruiter should 

focus in order to find the right person for a leading position. Especially the question whether 

the recruiter should focus more on the experience of potential leaders or on the potential they 

have, is a widely discussed topic in the literature as well as it was in our class. In fact, this 

discussion gave us a first impression of the direction our Master Thesis might take. 

Another lecture that stimulated us to think about leadership recruitment was the lecture from 

the 8 and 9 October 2014 about “Professional Potential & Personality” held by Mats 

Bruzaeus. There, we gained a first idea about the different ways of recruiting and selecting 

the right potential leaders. Furthermore, very interesting discussions with our colleagues as 

well as with our relatives offered us highly valuable ideas, with the result that we became 

even more aware of our general topic. Especially the inputs of our mentor Prof. Daudi helped 

us to find the focus of our research, and kept us on track.  

2.2.1 Data Collection 
In order to acquire a broad insight into how recruitment and selection of future talented 

leaders take place, our research is based on a three-dimensional data collection method 

consisting of literature, interviews with companies and a survey among students supported by 

online questionnaires. 

 

Figure 1: Three-dimensional Data Collection (own graph) 

Literature 
review 

Interviews Survey 
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In the scope of the master’s program, we dealt with numerous standard works as well as with 

a huge amount of academic journals. This literature provided us with a thorough background 

upon which we were able to build our extended literary research. 

First, we started with a literature review on leadership theories as well as on recruitment and 

selection approaches. We generally started with standard works that offered a basic 

introduction to the subject. Based on these, we thereafter concentrated on academic journals. 

Thereby, we always considered their topicality as well as their ranking. Especially when it 

came to selecting the literature, quality was of top priority for us. Thus, a balanced ratio 

between well-established and late-breaking literature was particularly important to us. 

The literature review offered a basis on which we could then built up our empirical research. 

Thus, in the next step we focused on the collection of primary data, starting with the design 

of the interviews and questionnaires. For us, it was important to design them simultaneously 

due to the fact that our aim was to compare them. Thus, it is highly important that both 

methods cover the same topics to guarantee a meaningful outcome. For the style of the 

interviews, we decided to use semi-structured interviews in order to compare the 

respondents’ opinions to findings in the literature. Therefore, we created questions that left 

space for follow-up questions. To use the interviewees’ potential, we also asked them 

questions that were specifically tailored to them as our aim was to dig deeper into a field 

where we had the feeling that the respondents might have bigger knowledge. For the 

selection of our interview partners, our aim was to primarily ask business leaders, human 

resource managers of different sectors and recruitment firms. Therefore, we searched our 

circle of acquaintances, and were also supported by Prof. Daudi, with the result that we found 

seven interview partners from different business sectors such as insurance, chemistry, 

pharmaceutical and mechanical engineering as well as iron producing and processing 

industry. Furthermore, two recruitment and consulting companies from Sweden have 

confirmed to give an interview. These two companies offered us new insights into a different 

perspective.  
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Name Company Position Industry 

Martin Pendl Gruber & Kaja High 
Tech Metals GmbH 
(Austria) 

CEO 
 

Development and production of 
lightweight aluminum components. 
(http://www.gruber-kaja.at) 

Håkan Cöster Högström & Co 
Management AB 
(Sweden) 

Consultant and 
partner 

Executive Recruitment. 
(http://www.hogstrom-co.se) 

Dietmar Warnke Martin Lohse GmbH, 
Maschinenbau Lohse 
GmbH (Germany) 

CEO 
 

Development and production in the 
field of mechanical engineering, e.g. 
car industry fans, waste technology 
and paper industry as well as in the 
field of valves. 
(www.lohse-gmbh.de) 

Robert Brüstl Clariant SE 
(Swiss, Germany) 

HR senior 
consultant of south 
Germany 

Specialty chemicals. 
(www.clariant.com) 

Thomas Stummer Dialog 
Lebensversicherungs-AG 
(Germany, Austria) 

Human resources 
manager and 
compliance officer 

Life insurance company with 
specialization in biometric risks 
such as occupational inability, 
inability to work, life assurance and 
insurance for care pension. 
(www.dialog-leben.de) 

Mats Bruzaeus Matsusan 
(Sweden) 

CEO Consulting and recruiting. 
(www.matsu-san.com) 

Anonym (Franz Meier)  Pharmaceutical 
Enterprise 
(Germany) 

CEO  

Table 1: Interviewees (own graph) 

 

Regarding the questionnaire, we asked students who might be potential leaders in the future 

about their expectations. In order to ensure the meaningfulness of the study, we conducted the 

survey amongst students of different faculties from the Linnaeus University, University of 

Augsburg and University of Graz. 

In this questionnaire, we mainly concentrated on: 

x How do students present themselves to be attractive for leading positions? 
x How long do they think they will need to get a leading position? 
x Which methods do they think are used in order to select future leaders and how often 

are they used? 
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In the beginning of the questionnaire, we inquired whether the participants were students or 

not. If not, they were automatically forwarded to the last page of the questionnaire, which 

consisted of contact information. Afterwards, we asked the participants to indicate their 

personal details (sex, age, nationality, home university and faculty). Thereafter, they had to 

answer six detailed questions about the previously described topics. These six asked 

questions were closed-ended questions consisting of two multiple choice questions, two 

yes/no questions and one cross-tabulation with questions in form of a Likert scale as well as 

one question where the participants had to use a slider in order to answer it. For further 

information, the complete questionnaire in English and German can be found in the 

Appendix. 

During designing the questionnaires, we also focused on the feasibility of the analyses. After 

designing and translating the questionnaire into German, we did a pre-survey with ten 

participants to determine its possible weaknesses. Simultaneously, we tested several online 

survey tools and came to the result that we would create the survey with a software called 

Qualtrics. We then revised the questionnaire and created the online survey in English and 

German before distributing it via the three universities’ mail servers. Due to this, we are 

satisfied that 170 students filled out our questionnaire. 

2.2.2 Analyzing our Data 
As Corbin and Strauss (1987) promote, the constant comparing and acquisition of data is the 

focus of Grounded Theory. In our opinion, this is indeed a big advantage and we therefore 

constantly pursued this approach.  

As described and shown in Figure 2, we started with a literature review (1), whereby a great 

variety of controversial topics emerged. Due to the fact that we produced this Master Thesis 

together, we considerably benefited from the discussions we had on the different approaches. 

We understand these discussions as constant comparing. Moreover, by reading we found 

more and more related literature which we added, bearing in mind the constant acquisition of 

data. With the help of the discussions, we summed up our findings and were able to divide 

them into smaller categories, e.g. different approaches to leadership or different selection 

methods. 
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Generally, we see the literature as the fundament of our research upon which we built our 

empirical research (2). Based on the categories, we created the semi-structured interviews as 

well as the questionnaires.  

 

Figure 2: Research Process (own graph) 

After conducting the interviews as well as providing the questionnaire, we used the technique 

of Open Coding (3). We broke down the interview transcripts by reading them word-by-word 

and line-by-line. As each of us had a slightly different understanding of the interviews and 

the individual parts of the transcripts, we had highly exciting discussions. Their focus was 

enlarged because we were able to compare all three sources, i.e. literature, interviews and the 

questionnaire. The result was the development of 14 subcategories as can be seen in 

Chapter 7.1. 
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Like previously for Axial Coding (4), we bundled these 14 subcategories to three main 

categories, which can be seen in Chapter 7.2. After assembling the subcategories, we were 

able to find the axis ‘Recruitment and Selection of future talented Leaders’ which is 

connected to all three main categories Figure 3. 

 

Figure 3: Axis with Main Categories (own graph) 

We have combined all our categories to one central core category (5), which is our theory (6). 

This is examined in more detail in Chapter 9. We believe that this final category has always 

existed during our research process, but we were not able to recognize it at an earlier stage. 

However, the more data we collected and analyzed, the clearer the theory became. Especially 

our discussions helped us to keep on the right track throughout the whole process. However, 

we are sure that in the end, it was the Master committee and in particular our mentor Prof. 

Daudi, that opened our eyes to the final category.  
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3 Leadership 

In this Chapter, we are going to give an overview of the different leadership approaches, in 

order to understand what is crucial for future talented leaders and what they should possess. 

For this, it is necessary to understand what kind of leaders companies are searching for and to 

what kind of characteristics they attach importance. Therefore, this section provides a 

supporting pillar of the foundation for the analysis of our interview findings. We end the 

chapter by explaining the meaning of talent as well as the impacts for the people who want to 

become future leaders. 

To begin with, it has to be stated that it is impossible to find one common definition of 

leadership. Rost (1991), for example, analyzed leadership materials from 1900 until 1990 and 

found over 200 different definitions. There is no overall accepted prescription of how to 

become or how to identify a perfect leader. Even though anyone might intuitively know what 

is meant by the words leadership and leader, we attempt to create a common understanding 

of them. 

According to Northouse (2013, p.5), there are four components which have been identified as 

central to leadership: (1) leadership is a process, (2) it includes influence, (3) it occurs in 

groups, and (4) it involves common goals. Therefore, one possible definition could be that 

“Leadership is a process whereby an individual influences a group of individuals to achieve a 

common goal” (Northouse 2013, p.5). 

Nowadays, leadership is seen as an interaction between the leader and his or her followers. 

Not only does the leader affect the followers, but he or she is also influenced by them. Thus, 

leadership includes influence because it represents the way a leader affects the followers. If 

the leader is unable to exert influence, he or she cannot lead. Also, the persons who follow 

have to “believe that following is the best thing to do at the time” (Bennis 2009, p.150). 

Therefore, a leader influences a group of others who have a common purpose, i.e. a common 

goal that needs to be reached. The leader creates a feeling among his or her followers, called 

momentum, of their lives and work being intertwined and all of them moving towards a 

recognizable and desired goal. This momentum is created by a strong vision of the leader, a 

strategy to achieve that vision and the right way of communicating one’s plans. The result 

should be that everyone is able to participate and be responsible for achieving the common 
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plans (De Pree 2004, pp.17–18). As Max De Pree (2004) points out, the art of leadership is to 

liberate “people to do what is required of them in the most effective and humane way 

possible” (De Pree 2004, p.xxii). Thus, the leader is the servant of his followers and lets them 

flourish in order to make them realize their full potential (De Pree 2004, p.xxii; Northouse 

2013, p.6). 

In all of this, one has to be aware that leadership is not to be confused with management 

(Nanus & Dobbs 1999). Therefore, it is important for a company to know beforehand 

whether they are searching for a person who has leadership or managerial abilities, or 

someone who combines both. Leadership focuses on people, visions and development, 

whereas management focuses on things, processes and procedures. Very often, people in 

leading positions in a company need both skill sets but that does not mean that every good 

leader is a good manager, and vice versa (Eikenberry & Harris 2011, pp.12–13).  

People who have a leading position in a firm often think that their title is enough to get other 

people to follow them. However, one is only a leader if people follow, if they do not, one is 

not a leader. The leadership power of influence is based on the leader’s behaviors and values 

and not on his or her position (Eikenberry & Harris 2011, pp.12–13).  

Due to the fact that there is not one generally accepted definition of leadership, we are going 

to give an overview of the most well-known approaches in the following paragraphs in order 

to create a common understanding of the different ways of looking at leadership. 

3.1 Trait approach 

In the trait approach leaders are often described as “born or natural leaders” (Northouse 2013, 

p.7). Supporters of the trait approach are of the opinion that there exist special inborn 

characteristics or qualities, which mark certain people as leaders or distinguish them from 

non-leaders. These qualities can be physical factors (size, weight or eye color), personality 

features (confidence, reliability or rudeness) and other qualities as for example intelligence 

(Northouse 2013, p.7). This means that supporters of this approach do not see leadership as a 

process but rather think that a person either owns these characteristics or not (Bennis & 

Nanus 2007, p.5).  

During the 20th century, many studies were conducted on the different traits of leaders. One 

milestone was the study of Stogdill (1948). In it he analyzed 124 studies about the traits of 
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leaders, which had been published in the first half of the 20th century (Bryman 1996, p.277). 

Thereby, he identified eight traits that distinguish leaders from other individuals: intelligence, 

alertness, insight, responsibility, initiative, persistence, self-confidence and sociability. 

However, he states that if a person possesses these traits they do not automatically become a 

leader. Rather, a leader has to possess the traits in situations where they are of importance. He 

also points out that leadership is a result of the interaction between followers and leaders as 

well as that it is hard to isolate the leader’s traits without taking situational effects into 

account (Northouse 2013, p.20). 

Mann (1959) conducted a similar study where he analyzed more than 1400 traits of leaders 

and non-leaders, showing that they indeed have different personality traits. He came to the 

conclusion that leaders possess six traits: intelligence, masculinity, adjustment, dominance, 

extroversion and conservatism (Zehndorfer 2013, p.x).  

In a second survey, Stogdill (1974) analyzed 163 new studies and compared them with his 

first research. There, he came to the result that leadership is in fact dependent on situational 

factors rather than personal ones. In his second study, he also published a list of 

characteristics which positively correlate with leadership (Northouse 2013, p.20). Stogdill 

(1974, p.87) argues that a leader is characterized by “a strong drive for responsibility and 

completion of tasks, vigor persistence in the pursuit of goals, venturesomeness and originality 

in problem solving, a drive to exercise initiative in social situations, self-confidence and a 

sense of personal identity, willingness to accept the consequences of his or her decisions and 

actions, ready to absorb interpersonal stress, willingness to tolerate frustration and delay, 

ability to influence other people’s behavior, and the capacity to structure social interaction 

systems to the purpose at hand.” 

Lord, DeVader and Alliger (1986) used a technique called meta-analysis whereby they 

scrutinized Mann’s study from 1959. They came to the result that three of Mann’s six 

identified traits are much more important than Mann had pointed out. In fact, the traits of 

intelligence, masculinity, and dominance distinguish leaders from non-leaders, and are 

moreover independent from situations (Bryman 1996, p.277). 

Locke and Kirkpatrick (1991) also did research on what aspects distinguish a leader from a 

non-leader and found out that the first possess six traits: drive, motivation, integrity, 

confidence, cognitive ability and task knowledge. They also argue that people can either be 
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born with these traits or they can learn them. Moreover, leaders distinguish themselves from 

non-leaders by what they call the right stuff.  

In the 1990s, a new orientation of the trait approach came up, with many authors (Goleman 

1996; Megerian & Sosik 1997; Zaccaro 2002) placing the focus on the concept of social 

intelligence. Marlowe (1986, p.52) describes the latter as “the ability to understand the 

feelings, thoughts, and behaviors of persons, including oneself, in interpersonal situations and 

to act appropriately upon that understanding”. Zaccaro et al. (2004) published an extended 

list of ten traits a leader should possess. They found out that cognitive abilities, extraversion, 

conscientiousness, emotional stability, openness, agreeableness, motivation, social 

intelligence, self-monitoring, emotional intelligence, and problem solving are highly 

important characteristics a leader should have. 

By reflecting on the milestone studies which have been done about the traits a leader should 

possess, five common characteristics stand out in particular, which seem to play a central role 

in all the research.  

First, intelligence is very closely related to leadership. It includes a strong verbal and 

perceptual ability as well as good reasoning. Nevertheless, the leader’s intellectual ability 

should not differ too much from that of the followers as a large gap between them might have 

counterproductive consequences. Second, self-confidence, i.e. the knowing about one’s skills 

and abilities, is also highly important. It includes self-esteem, self-trust and the belief in being 

able to make a difference. These traits are essential for a leader to influence others. Third, 

determination which can be described as the will to get a job done, also plays an important 

role. It includes initiative, persistence, dominance as well as drive. Fourth, integrity is a major 

factor, and can be explained as how honest, trustworthy, loyal, and responsible a person is for 

his or her actions. Fifth, sociability is the leader’s tendency to evolve in positive social 

relationships. Leaders with sociability are generally outgoing, friendly, diplomatic and have 

great empathy. Further, they can easily put themselves into someone else’s shoes by being 

interested in peoples’ well-being and by showing understanding (Northouse 2013, pp.23–26). 

Summing up, the trait approach exclusively concentrates on the leader’s traits and does not 

consider possible followers or situations. This means that it does not take into account that 

different situations require different types of leaders. This approach only focuses on the 

personality because it argues that personality assessment measures are a good way to 
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discover leaders. They show whether people possess the traits required or not and personality 

tests thus reveal whether people have leadership potential or not. Furthermore, trait 

assessments can help leaders and managers to show where their strengths and weaknesses are 

and what direction might be favorable in the future. 

3.2 Skills Approach 

Just like the trait approach, the skills approach focuses on the leader itself. It suggests that he 

or she needs certain knowledge and abilities in order to be successful. While most of the 

researchers in the field of leadership were trying to identify a definite set of leadership traits, 

Robert Katz (1955) published his article “Skills of an Effective Administrator” as a starting 

point for the research of leadership skills. In contrast to the trait approach, he saw leadership 

as a set of skills that can be developed by the leader. Starting from the 1990s, Mumford and 

his colleagues additionally created a skill-based model of leadership. These two flows of 

research are being described in the following (Northouse 2013, p.43).  

3.2.1 Three-Skill Approach by R. Katz 
Katz (1955, p.34) suggests that an effective leader needs to have at least three skills in order 

to be successful: technical, human and conceptual skills. According to him, “skills are what 

leaders can accomplish, whereas traits are who leaders are” (Northouse 2013, p.44). 

Leadership skills are the ability to use one’s own knowledge and competences in order to 

achieve certain goals or objectives. These skills can be learned by the leader and are all 

equally important for him. Which of the three skills is most important depends on the 

management level (Northouse 2013, p.44,46). 

3.2.1.1 Technical Skills  

Technical skills are the knowledge of a certain work or ability. They include competences in 

a special area, analytical skills and the ability to use certain techniques and tools necessary to 

lead the company, a department or a group of employees in a successful way. These skills are 

crucial to understand the products and processes within the leader’s organization. The 

technical skills are most important at lower and middle management levels, whose executive 

employees have to solve upcoming problems (Northouse 2013, p.44).  
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3.2.1.2 Human Skills 

Human skills are “the knowledge and ability to work with people” (Northouse 2013, p.44). 

They are necessary for a leader in order to work effectively with his or her employees, peers 

and bosses and to accomplish the organization’s goals. They also allow leaders to support 

their employees in working cooperatively. For Katz (1955), leaders who have human skills 

adapt their own ideas and visions to those of their workers. Thereby, leaders are able to create 

an atmosphere of trust and their followers feel comfortable and secure, and are given the 

feeling of being engaged and encouraged in the decision making process. Leaders who have 

human skills are more sensitive towards the needs of others and care about them while 

making decisions. Thus, human skills are important in all management levels of a company 

because, as Bennis (2009, p.150) mentions, a leader cannot lead unless someone is willing to 

follow (Katz 1955; Northouse 2013, pp.44–45). 

3.2.1.3 Conceptual Skills 

Conceptual skills are the “ability to work with ideas and concepts” (Northouse 2013, p.46). 

This is highly important when it comes to creating a vision and a strategic plan for an 

organization. Leaders who have conceptual skills feel comfortable putting the goal of an 

organization into words and thereby create meaning as well as an understanding of what the 

company stands for and where it might go in the future. These abilities are most important at 

the top management level because these leaders are the ones who create the company’s vision 

and strategies (Northouse 2013, p.46).  

Katz’s (1955) three-skills approach set the stage for the research of leadership skills. 

However, it was not until Mumford and his colleagues revived research in that field in the 

1990s and created the skill-based model of leadership that his research received recognition. 

3.2.2 Skills Model of Leadership  
The skill-based model of leadership examines the relationship between the leader’s 

capabilities such as knowledge and skills as well as the leader’s performance (Mumford et al. 

2000, p.12). 

In contrast to the trait approach, the skill approach does not emphasize what leaders do but 

describes the capabilities which are needed in order to make leadership effective.  
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Figure 4: Skills Model (as introduced by Mumford et al. 2000) 

The above model consists of five components: the leader’s competences, his or her 

individual attributes, the leadership outcomes, possible career experiences and 

environmental influences (Mumford et al. 2000, p.23; Northouse 2013, p.48).  

The leader’s competences represent the core of the model and can be divided into problem-

solving skills, social judgment skills and knowledge. These three competences are affected by 

individual attributes of the leader, such as the general cognitive ability, crystallized cognitive 

ability, motivation and personality (Northouse 2013, p.71). 

3.2.2.1 The leader’s competences 

The first competence of a successful leader is the problem-solving skills. According to 

Mumford et al. (2000, p.17), this is the leader’s ability to solve emerging and ill-defined 

problems. He or she has to define significant problems to gather information about them and 

to be able to formulate new understanding among the subordinates by using appropriate 

analogies and metaphors (Mumford et al. 2000, p.18). Leaders have to be aware that change 

is a choice and that subordinates usually do not resist change but being changed (Eikenberry 

& Harris 2011, p.71). Beside the understanding of the problem and the searching for creative 

solutions, the way of communicating the solution and the change that often goes hand in hand 

with it, is highly important. Leaders must be able to implement their plan, communicate their 

vision, guide their subordinates and motivate them (Mumford et al. 2000, p.19). 

Therefore, the second competence is social judgments skills. According to Zaccaro et al. 

(2000, p.46), this is the ability to understand people and social systems. Social judgments 

skills are similar to Katz’s (1955) human skills but Mumford et al. (2000, pp.19–20) 
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subdivided them into the following abilities: perspective taking, social perceptiveness, 

behavioral flexibility and social performance. 

Perspective taking is a part of social intelligence and means to understand the position others 

have towards certain problems and solutions. These leaders are able to understand the other’s 

point of view and they are sensitive to individual perspectives and goals (Northouse 2013, 

p.50). 

Zaccaro et al. (1991) see social perceptiveness as a skill which enables leaders to gain insight 

into the needs, goals, demands and problems of different social constituencies. It allows 

leaders to identify emerging problems, to understand the influence of others on problem 

solutions and to identify the requirements for organizational groups (Mumford et al. 2000, 

p.19). A leader who has social perceptiveness has a feeling of how his or her subordinates 

will respond to a proposed change in the organization (Northouse 2013, p.50). 

Additionally, social judgment skills contain behavioral flexibility, i.e. the ability to react to 

others and their opinion, e.g. on solving a certain organizational problem in a flexible way. 

These leaders do not stick to their way but instead show openness and willingness to change. 

They are able to change and adopt others’ perspectives in the organization (Northouse 2013, 

p.50).  

The last social judgment skill is the leader’s social performance. Very often, especially in 

situations in which the company has to change, the leader has to function as a mediator. 

Therefore, skills in persuasion and communicating change are essential and one needs the 

right communication styles to both convince a subordinate that change is something positive 

and to create a desirable vision of the future (Eikenberry & Harris 2011, p.79; Northouse 

2013, p.50).  

The third competence a leader needs to have is knowledge. “Knowledge is the accumulation 

of information and the mental structures used to organize that information” (Northouse 2013, 

p.52). How people use that information in order to make sense and create meaning in a 

situation depends on their frame of reference (Weick 1995). The effective use of the above 

stated skills depends on knowledge and it influences the leader in defining the organizational 

problems as well as finding appropriate solutions to them. “It is knowledge that allows people 

to use the past to constructively confront the future” (Northouse 2013, p.52). 
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3.2.2.2 Individual Attributes 

According to Mumford et al. (2000) there are four individual attributes which have an impact 

on leadership skills: the general cognitive ability of the leader, the crystallized cognitive 

ability and his or her motivation as well as personality.  

The general cognitive ability can be seen as the leader’s personal intelligence. It is described 

as the intelligence that grows from early childhood on and declines with age. It includes, for 

instance, reasoning skills, creative and divergent thinking, information processing and 

memory skills (Northouse 2013, p.52). 

The crystallized cognitive ability is learned and acquired through our own experiences. It 

includes the ability to understand complex information, learn new skills and information and 

be able to communicate with others verbally and in writing. This ability is acquired over 

lifetime and does not decline with age (Northouse 2013, pp.52–53). 

According to Mumford et al. (2000, p.22) three characteristics of motivation are necessary for 

effective leadership. The first one is that the leader needs to have the willingness to tackle 

challenging problems of the organization. Second, he or she needs to have the willingness to 

exercise influence and third, a leader needs to have a social commitment to the organization. 

Mumford et al.’s (2000) skill model represents the leader’s willingness to advance the human 

right and value of the organization.  

The fourth attribute is personality. The leader’s personality has a great influence on the 

development of the own leadership skills. For example, openness, tolerance for ambiguity 

and curiosity may affect the leader’s motivation to deal with and solve occurring problems. 

Furthermore, characteristics like confidence, risk-taking, adaptability or independence can 

influence his or her behavior in conflict situations (Fiedler & Garcia 1987; Mumford et al. 

2000, p.22). 

3.2.2.3 Leadership Outcomes 

The third component of the skill model consists of the leadership outcomes and is influenced 

by the leader’s competences. This means that the problem-solving skills of the leader may 

lead to effective problem solving as a leadership outcome. According to Zaccaro et al. (2000), 

effective problem solving includes creating solutions that are logic, effective and unique and 

go beyond given information.  
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Therefore, the performance outcome reflects on how successful the leader has done his or her 

job.  

These three core competences are influenced by the career experience of the leader as well as 

the environment. The career experience influences the leader’s knowledge and skills to solve 

complex organizational problems (Northouse 2013, p.54). Furthermore, Mumford et al. 

(2000) think that they can have a positive effect on the individual characteristics of the leader, 

meaning that leaders are made and not born.  

The environmental influences can be external and internal and are factors that lie outside the 

leader’s competences, characteristics and experiences. 

Internal factors can be expertise of the leader’s subordinates, facilities of the organization, 

technology and communication. External factors represent economic, social or political issues 

and natural disasters, which lead to unique challenges for the leader (Northouse 2013, p.56).  

3.3 Style Approach 

In the 1940s, a change occurred in the research of leadership and its focus turned from 

personal characteristics of a leader towards the behavior as leaders. Instead of giving advice 

on what should be looked at when selecting individuals for future executive positions, the 

style approach had an emphasis on “training rather than selecting leaders” (Bryman 1996, 

p.278). It focuses on what leaders do and how they act, suggests two types of behavior, i.e. 

task behavior and relationship behavior, and explains how successful leaders combine them 

in order to influence their subordinates to achieve a given goal (Northouse 2013, p.95).  

The three main forms of research that deal with the style approach are described in the 

following subchapters.  

3.3.1 The Ohio State Studies 
In the 1940s, researchers from the Ohio State University formulated a questionnaire which 

was handed out to the subordinates of different companies in order to find out how leaders in 

these companies behave. The answers were clustered around two types of leader behaviors: 

initiating structure and consideration (Stogdill 1974). Initiating structure behaviors are task 

behaviors which enable the achievement of goals. They contain for instance the act of 

organizing work, defining role responsibilities and structuring and scheduling work activities 

of subordinates (Northouse 2013, pp.75–76). Consideration behaviors are relationship 
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behaviors and include the building of “camaraderie, respect, trust, and liking between leaders 

and followers” (Northouse 2013, p.76). 

3.3.2 The University of Michigan Studies 
At the same time, researchers at the University of Michigan started to pay attention to the 

impact of leaders’ behavior on the performance of small groups (Cartwright & Zander 1968; 

Katz et al. 1951; Likert 1961; Likert 1967).  

They identified two types of leadership behaviors: employee oriented and production 

oriented. Employee oriented leaders are mainly interested in their workers as human beings, 

they appreciate the subordinates’ individuality and pay attention to their special needs. This 

behavior is quite similar to the consideration behaviors which emerged in the course of the 

Ohio State studies. The production orientation, however, is similar to the initiating behaviors 

of the Ohio State studies, and consists of leadership behaviors that underline production and 

technical facets of the leader’s job. From this point of view, the subordinates are merely seen 

as a means to get the work done (Northouse 2013, p.77). 

In contrast to the consideration and initiating structure behaviors, the employee and 

production oriented behaviors are not seen as independent. Rather, this approach suggests 

that a leader who is oriented towards employees is less oriented towards production. 

Nevertheless, Kahn (1956) reconsiders the two constructs as two independent leadership 

orientations. 

3.3.3 Blake and Mouton’s managerial (leadership) Grid® 
One of the best known models to capture managerial behavior is the Managerial Grid®. The 

Managerial Grid® or Leadership Grid® was designed to account for how leaders help their 

organizations to reach certain goals by using two factors: “concern for production and 

concern for people” (Northouse 2013, p.78). According to Blake and Mouton (1964), the 

concern for production includes the ways a leader achieves organizational tasks. This is not 

limited to a certain product which is manufactured by the organization but the concern for 

production refers to whatever the company wants to accomplish. 

In contrast to that, the concern for people deals with the aspect of how the leader attends to 

his or her subordinates. Amongst others, it contains building commitment and trust of the 

followers towards the organization, providing good working conditions and providing and 



  

 Feichtinger & Hörold  28 

maintaining a fair salary structure among the subordinates as well as supporting the 

individual quality of every employee (Blake & Mouton 1964).  

The Leadership Grid® links both concerns in a model consisting of two axes. The horizontal 

axis represents the leader’s concern for production and results, whereas the vertical represents 

his or her interest for people. By plotting scores of each concern to the axes, five different 

leadership styles emerge: the Authority-Compliance Management, Country-Club 

Management, Impoverished Management, Middle-of-the-Road Management and Team-

Management.  

 

Figure 5: Leadership Grid® (as introduced by Blake & McCanse 1991) 

Using the Authority-Compliance style of leadership, the leader cares more about the task and 

job requirements than about the subordinates. The latter are seen as means to achieve the goal 

and, thus, communication between the leader and the followers is merely focusing on giving 

instructions for the task. These leaders are result-driven and are therefore often seen as 

“controlling, demanding, hard driving, and overpowering” (Northouse 2013, p.79). 
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The Country-Club Management style of leading represents a low concern about the task but a 

very high one for people.  

The Impoverished Management style represents a leader who is unconcerned about both the 

task and the people. These leaders can be seen as “indifferent, noncommittal, resigned and 

apathetic” (Northouse 2013, p.80). 

The Middle-of-the-Road leaders are compromisers, who have an intermediate concern for the 

task and the subordinates.  

On top of that, there exists the Team Management leading style which represents a strong 

emphasis on both concerns. These leaders care about their task and support a high degree of 

teamwork and participation among their subordinates (Northouse 2013, p.81). 

In comparison to many of the other leadership approaches, the style approach is not a theory 

that provides a set of advice for effective leadership behavior. This means that it does not tell 

a leader how to behave, but it describes the major components of the leader’s behavior. It 

reminds that the latter’s impact on their subordinates occurs through the task they have to 

perform and the relationship they develop with their subordinates. Therefore, they have to 

think about how to lead. Moreover, it provides the leader with a way to look at his or her 

behaviors by partitioning it into two levels: the task and the relationship level (Northouse 

2013, p.83).  

However, besides these strengths, the style approach has several weaknesses. In fact, 

researches have not shown how the leader’s style affects the performance outcome. 

Furthermore, one has not yet been able to create a link between task and relationship 

behaviors and outcomes like morale, job satisfaction of the subordinates and the productivity 

of the subordinate groups (Northouse 2013, pp.85–86).  

Another criticism of the approach is that it has not come up with a universal style of 

leadership that could be useful and efficient in almost every situation. The main goal for the 

researchers who studied the style approach, which has failed until now, was to find “a 

universal set of leadership behaviors that would consistently result in effective outcome” 

(Northouse 2013, p.85). 

The main criticism is that the style approach implies that leaders are most effective when they 

are highly task oriented as well as highly relationship oriented. However, different situations 
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need different leading styles: very complex situations may require a high-task behavior, 

whereas others require a supportive behavior towards the subordinates.  

All in all, there are many different instruments to assess the style of a leader. The two that are 

most commonly used are the LBDQ (Leader Behavior Description Questionnaire) (Stogdill 

1963) and the Leadership Grid® (Blake & McCanse 1991). Both methods provide 

information about the leader, i.e. whether he or she is task oriented or rather oriented towards 

subordinates. The LBDQ was originally designed by the Ohio State University for research 

and has been in use since the 1960s. The Leadership Grid® was originally used for leadership 

training and development and is still used to train leaders and managers (Northouse 2013, 

p.92).  

3.4 Fiedler’s Contingency Approach to Leadership 

There are several approaches that can be summarized as contingency theories, one of the 

most recognized ones being Fred Fiedler’s (1964; 1967; 1987) leader-match theory that has 

been developed in the mid-1960s by observing and evaluating different leadership styles in 

different contexts, especially in military organizations. After having analyzed hundreds of 

leadership styles, Fiedler and his team were able to make generalizations about which 

leadership style best (or worst) fits a certain organizational context.  

This theory provides a framework for successfully adjusting the leader and the situation, 

implying that there is no best style of leadership, but leaders’ success is based on the 

situation. In fact, Fiedler assumes that a leader’s effectiveness always depends on how the 

leadership style matches the context. In short, the theory is focusing on styles and situations.  

Fiedler’s leadership styles can be divided into task oriented and relationship motivated. 

While the task oriented leader is working towards reaching a goal, the relationship motivated 

leader is rather interested in developing close, intimate relationships. In order to measure the 

leadership style, Fiedler designed a Least Preferred Coworker (LPC) scale, on which leaders 

ranked high are considered to be relationship motivated and the ones ranked low as task 

oriented. Task oriented leaders are considered to be better at organizing a group to get 

projects done, but place less value on relationship building. Relationship motivated leaders, 

however, focus more on personal connections, which makes them not only good at managing 

conflicts, but also prone for making complex decisions (Northouse 2013, pp.123–124). 
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Furthermore, the situational variables can be categorized into three factors: leader-member 

relations, task structure and position power. (1) Leader-member relations are referred to as 

the degree of harmony within the group as well as the degree of alliance, trust and loyalty 

followers feel for their leaders. A leader-member relation is defined as good when the leader 

and the members get along well and when there is an overall positive atmosphere. In contrast, 

when mistrust and negativity rule the relationship, it is defined as poor. (2) Task structure is 

defined as the extent to which the task is clear. A completely structured task tends to give a 

leader more control, whereas unclear or vague instructions weaken it. A task is considered 

structured when: (a) the obligation of the task is clearly spelled out and understood by the 

people who carry it out, (b) the way to finish the task has more than one possible option, (c) 

fulfillment of the task can be clearly shown off, (d) only a certain number of solutions exists 

(Bryman 2013, pp.128–129). An example for a high structured task is the cleaning of a milk 

shake machine at McDonald’s. It has more than one way to accomplish it and the result can 

clearly be seen as the machine should be clean afterwards. In addition, the task is easy to 

understand for the employee and there are only few ways to execute it. In contrast, an 

unstructured example would be to organize a fundraiser. This task is unstructured and there 

are too many alternative ways to carry it out (Northouse 2013, p.125). (3) Position power is 

explained as the degree of power the leader has over the followers and hence the authority to 

punish or reward them. Therefore, a position power is categorized as strong when the leader 

not only owns the authority to hire and lay off people, but when he or she also can decide 

about wages, e.g. raise or lower them (Bryman 2013, pp.128–129). 

These three situational factors define the suitability of situations in organizations. The ideal 

situations are considered the ones that have a good leader-member relation, well-defined 

tasks and a strong position power. Undesirable situations, however, are the ones with poor 

leader-follower relations, unstructured tasks, and a weak position power. Everything in 

between describes modified situations. Combining these situational factors with the 

leadership styles, research findings illustrate that task motivated leaders (low LPC score) 

perform more efficiently in both favorable and unfavorable situations, whereas relationship 

oriented leaders perform better in moderate favorable situations. In other words, relationship 

motivated leaders need some degree of certainty, but the situation should neither be 

completely under their control or out of it (Northouse 2013, p.125).  
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As the reasoning for this phenomenon is not completely clear, Fiedler adds an explanation for 

why leaders who are working in the “wrong” situations are ineffective:  

a) When a leader’s LPC does not match a situation, he will experience stress and 
anxiety.  

b) Under stress, a leader is less mature and unable to cope with events. 
c) The leader’s limited ability to cope results in poorer decision-making competences, 

which negatively influences the working outcomes. 

As illustrated in Figure 6, the relationship between a leader’s style and various types of 

situations is obvious. The situations can best be categorized by looking at them top-down. For 

example, a leader having a good leader-member relation but a low task structure and a weak 

power would fall in category 4 of the preferred leadership styles, which is a moderate result. 

By assessing the three situational factors, any organizational context can be placed in one of 

the eight categories (as shown in Figure 6). 

 

Figure 6: Contingency Model (as introduced by Fiedler 1967) 

Certainly, there exist strengths and criticism of the theory. Firstly, one of its strengths is that 

it is verified and widely accepted among scientists and thus is grounded in research. 

Secondly, it marks the first time a theory shifted a focus by including the situation (i.e. the 

relationship between situation and style) and not only focusing on the leaderships style itself. 

Thirdly, the theory serves as a predictive tool for which type of leadership is most likely to be 

effective in a certain situation. Fourthly, the theory does not require a leader to be good in all 

situations, which refutes the previous belief that leaders need to be all-rounders.  
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However, this is where the theory is also sometimes criticized. It is said that it lacks a 

thorough explanation of why some leadership styles are more effective in certain situations 

than others. Furthermore, reviewers criticize the LPC scale as being too complicated to be 

filled out. Moreover, the theory misses an explanation about what an organization should do 

when there appears a mismatch of leader and situation (Northouse 2013, pp.127–130; 

Bryman 2013, pp.133–137). 

Summarizing, it needs to be noted that Fiedler thinks the style has to fit the situation. Only 

when this is the case, will he or she be likely to be successful; however, when the style does 

not fit the situation, the leader will be very likely to fail. 

3.5 New Leadership Approach 

The term “New Leadership” is a paradigm which includes a number of approaches to 

leadership, which emerged in the 1980s. They are mainly based on the need to find a new 

way of conceptualizing and researching leadership, and in doing so, writers introduced the 

following different kinds of leadership: transformational leadership, charismatic leadership, 

visionary leadership and simple leadership (Bryman 1996, p.280) 

Further, the New Leadership Approach sees leaders rather as managers of meaning than in 

terms of an influencing process. Hereby, a lot of input came from Burns’ study of political 

leadership in 1978, according to which political leaders can be distinguished between 

transactional and transforming leadership (Northouse 2013, pp.186–187). 

Transactional leadership is considered as an exchange between leader and follower, whereby 

the leader offers rewards. Burns believes that instead of ineffectiveness it is indeed 

effectiveness that is narrowed down to the implicit contract between leader and follower. The 

opposite of transactional leadership is transforming leadership in which the leader owns the 

vision to get the best results possible by believing in people’s potential. In this approach, the 

leader should stimulate motivation and increase ambition. He or she rather puts values on 

intrinsic motivation and follower development, which often involves charismatic and 

visionary leadership. Peters and Waterman’s (1982) book In Search of Excellence confirms 

that successful companies have been influenced by a transformational leader at some point. 

The name transformational leadership derives from Burns who sees leadership as a sort of 

process that changes and transforms people, and he identified a link between leader- and 
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followership. In addition, he clearly states that leadership cannot be compared to power, but 

helps followers to reach their full potential. A transformational leader’s goal should be to 

raise the level of morality in others. However, there can also be a negative transforming 

leader, called pseudo-transformational. Those are usually self-oriented and disguised with 

moral values, which is also referred to as personalized leadership. These leaders are 

interested in realizing their own interests instead of the followers’. Examples may be Adolf 

Hitler or Saddam Hussein (Northouse 2013, p.201). 

Authentic transformational leadership, in contrast, is socialized leadership and thus 

concerned with the common good. Therefore, authentic transformational leaders’ interests are 

of secondary importance only (Northouse 2013, p.201). 

At the same time, House introduced the term charismatic leadership, which was first used to 

describe an ability to act in a certain way. Charisma is a trait which is known to give people 

exceptional power, i.e. they act in a way that earns them people’s respect. This is highly 

important for the leader. House describes five specific types of behavior charismatic leaders 

have: (1) they are strong role models with strong beliefs and values and want their followers 

to adopt them, (2) charismatic leaders appear competent to followers, (3) they articulate 

ideological visions such as Martin Luther King Jr’s expression “I have a dream”, (4) the 

ability to communicate high expectations to followers and make them confident to being able 

to fulfill them, (5) empower followers by giving them power and esteem (Northouse 2013, 

p.188). 

Bass’s Model on Transactional and Transformational Leadership 

Based on the prior work of Burns (1978) and House (1976), Bass (2008) sees transactional 

and transformational leadership as two separate concepts. In his point of view, the ideal 

leadership approach is a combination of both types of leadership (Bryman 1996, p.281), and 

he focuses on the emotional elements, explaining that charisma is essential but not enough for 

transformational leadership. 

He also points out that transformational leadership helps followers “to do more than 

expected by (a) raising followers’ levels of consciousness about the importance and value of 

specified and idealized goals, (b) getting followers to transcend their own self-interest for the 

sake of the team or organization, and (c) moving followers to address higher-level needs.” 

(Northouse 2013, p.180) 
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In contrast to transformational leadership, transactional leadership does not focus on the 

personal needs and development of followers. Therefore, the exchange of values, e.g. money, 

appreciation or career plays an important role in ensuring that followers pursue the same 

goal. The model of transactional and transformational leadership consists of seven different 

factors that are illustrated in Table 2. They are categorized into three groups: (a) 

Transformational Leadership, (b) Transactional Leadership and (c) Laissez-Faire Leadership. 

Transformational 
Leadership (a) 

Transactional 
Leadership (b) 

Laissez-Faire 
Leadership (c) 

Factor 1 
Idealized Influence 

Charisma 
Factor 2 

Inspirational motivation 
Factor 3 

Intellectual stimulation 
Factor 4 

Individualized consideration 

Factor 5 
Contingent reward 

Constructive transactions 

Factor 6 
Management-by-exception 

Active and passive 
Corrective transactions 

Factor 7 
Laissez-fair 

Nontransactional 

Table 2: Leadership Factors (as introduced by Northouse 2013) 

Transformational leadership (a) deals with improving the followers’ performance and 

consists of (1) charisma, (2) inspiration, (3) individualized consideration and (4) intellectual 

stimulation. Charisma (1) means that the leader is a strong role model and acts ethically and 

morally. The leader also develops and provides a vision as well as a mission. The second 

factor inspiration (2) stands for the motivating by high expectations, which often goes hand in 

hand with the usage of symbols. Individualized consideration (3) is the providing of a 

supportive climate which can be reached by respect as well as by giving personal attention to 

followers. Intellectual stimulation (4) means that followers are encouraged to come up with 

new ideas, views and approaches (Bryman 1996, pp.281–282). 

Transactional leadership (b) is primarily dominated by the two elements (5) contingent 

rewards and (6) management by exception. The first one (5) is about the rewarding of 

followers for confirming with the performance targets, and the second element (6) is about 

actions, targets and tasks, which are not performed as planned or expected (Bryman 1996, 

pp.281–282). 
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Bass describes the laissez-faire leadership (c, 7) as a non-leadership factor because the leader 

does not take responsibility, delays decisions and avoids giving feedback to the followers 

(Northouse 2013, p.196).  

3.6 Talented Leaders 

Before we are going to describe which recruiting and selection methods can be used to find, 

attract and select future talented leaders, we are going to define what characterizes a talented 

person who might become a future leader.  

In 1997, a group of consultants from McKinsey established the phrase War for Talent 

(Axelrod et al. 2002; Chambers et al. 1998; Michaels et al. 2001). From then on, the concept 

of talent and talent management gained a remarkable degree of interest in academic research 

as well as in praxis in the human resource department of the companies (Collings & Mellahi 

2009, p.2). According to McKinsey’s researches, 75 percent of their client officers are 

concerned about a shortage of talents and Deloitte found out that 87 percent of their survey 

conducted among HR directors see retaining talents as the main goal to achieve (Ashton & 

Morton 2005, p.28). Before one can talk about the talent management and how companies are 

able to attract and find talented people – especially those who are talented enough to get a 

leading position in the firm – it is necessary to define what talent is.  

Talent is something rare, hard to imitate and thus very valuable (Govaerts et al. 2011). 

According to Simonton (1999, p.436), talent is “any innate capacity that enables an individual 

to display exceptionally high performance in a domain that requires special skills and 

training”.  

Like with leadership, there is no global definition of the concept of talent but there are some 

characteristics to describe it. 

(a) Talent is considered to be innate (Echols 2007) but at the same time influenced by the 

environment, especially by education and training (Barab & Plucker 2002).  

(b) Talent depends on the context it is seen in: the latter can be the social as well as the 

economic environment or the organizational needs (Glen 2007). 

(c) Talent is seen as a strategic tool to be successful. Nowadays, most companies have 

understood that the use of talented employees, especially talented leaders, has become the 
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most important tool in order to reach organizational success (Govaerts et al. 2011, p.36). 

There are two perspectives on how to find out whether an employee or applicant is talented. 

The first perspective divides the employees into high potentials and non-high potentials. The 

top management considers high potential employees as being able to fulfill an executive 

position in the company (Cope 1998; Dries & Pepermans 2007; Dries & Pepermans 2008). 

According to Cope (1998, p.15), high potential candidates are those who are recognized as 

future leaders of the organization. They have several characteristics such as intelligence, 

social skills, flexibility, stress resistance, team spirit, negotiation skills, one’s own initiative, 

creativity, leadership skills, autonomy and learning potential (Conner 2000; Dries & 

Pepermans 2008; Lombardo & Eichinger 2000; Vloeberghs et al. 2005; Snipes 2005). 

The second perspective proposes that everyone has talent. Talent penetrates the whole 

company and can therefore not be linked to a single position. Rather, companies have to be 

aware that every employee, not only those in executive positions, adds value to the company 

(Govaerts et al. 2011, p.37). They have to recognize that not everybody is a high potential 

candidate, but he or she may be a high professional who is a strong performer of their 

discipline. According to Baruch and Peiperl (1997, p.354), there are also quite many high 

potentials but only very few jobs with executive workforce. Therefore, it is important for 

firms to provide these employees with career paths that correspond with their motivation, 

ambition and capabilities (Cope 1998, p.16). 

In our Master Thesis we just focus on the first perspective. We set our point of convergence 

on the recruitment and selection of high-potentials who can fill leadership positions in 

companies.  

Collings and Mellahi (2009, p.2) define strategic talent management as the activities or 

processes that involve the systematic identification of key positions and the development of a 

talent pool of high potential and high performing candidates who are able to fulfill key roles. 

Therefore, the first step of the talent management should be the identification of the key 

positions which lead to a competitive advantage of the company (Collings & Mellahi 2009, 

p.9). The next step is to develop a talent pool which contains talented people who can fulfill 

central positions within the company in the future. This is the key part of the talent 

management (Collings & Mellahi 2009).  
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As one can see, especially in the second step, there is no talent management without the 

application of successful recruiting strategies and selection methods. If companies want to 

establish a prosperous talent management, the first step is to understand how talented people 

can be attracted to the company, found internally and externally and how these talented 

people can afterwards be selected for a leadership position. Therefore, in the following 

Chapter 4 we are going to give insights into the recruitment process and deliver recruitment 

strategies in order to attract and find talented people who can fill a leadership position in the 

future or right now. 

To briefly sum up this chapter, we discussed and examined the most established theories 

about leadership, i.e. the Trait, Skills, Style, Contingency and New Leadership Approaches. 

Furthermore, we illustrated the importance of talent for being a successful leader. This is 

necessary in order to understand what kind of leaders companies are searching for and to 

what kind of characteristics they attach importance. Moreover, this chapter provides a basic 

foundation for the analysis of our interview findings, as presented in Chapter 7.  
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4 Recruitment 

“Recruitment is best described as the way in which an organization tries to source or attract 

the people from whom it will ultimately make selections. Recruitment strategies include 

efforts to reach better pools of candidates and to sell the organization as an employer of 

choice” (Elearn Limited 2009, p.1). 

As has been outlined in the previous Chapter 3, there exist many theories of what 

characteristics and capabilities a leader should have. As mentioned, these could be for 

example traits, leading styles, skills or situational factors. In order to attract the most suitable 

candidates for leadership positions, the companies have to be aware of what kind of leaders 

they are searching for, and especially what he or she should possess. The aim of this Chapter 

is to show how those potential candidates in particular can be attracted and found. 

The recruitment process shows the way of individuals who become applicants for a job. This 

is an important and largely under-researched area which companies have to be aware of. The 

recruitment process represents the “two-way power relationship” (Searle 2003, p.5) of the 

recruitment and selection process. Most researches have focused on the influence of the 

company in the selection decision of the future employer, i.e. in this context the future leader. 

Companies have to be aware that the applicant chooses the company as well as the company 

chooses the applicant. Moreover, new technologies are continuously changing the recruitment 

process. All of this influences people who are actively searching for a job, or potential 

applicants who are passive because they already have work, as they can become attentive and 

attracted to a company. This leads to organizations sometimes spending more than £ 1 billion 

on recruitment advertising (Searle 2003).  

“Recruiting the right leaders is an important challenge for organizations” (Den Hartog et al. 

2007, p.58), which is why the following subchapters will describe how organizations are able 

to find and attract these future talented leaders.   
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4.1 The Recruitment Steps 

There are at least four steps in the recruitment process, which are necessary in order to find 

the most talented leaders for a company. 

First step: Identifying the Target Group 
When a company is searching for a person for a leadership position, it has to be aware where 

such an individual can be found, and may list the following target groups:  

x Employees who are currently working in a non-leading position in the company. 

x Employees who are currently subordinate to the newly created position or the position 

which is currently not staffed. 

x Employees from different departments, whose next step is to get a leading position.  

x External leaders who currently have no job. 

x Leaders who are currently working for another company and already have experience 

in that field. 

The challenge the company is facing is that it has to try to attract all these different target 

groups in order to create the widest possible pool of applicants to increase the likelihood of 

finding a future leader with the best abilities, who best fits the corporate culture as well as the 

position’s requirements. The following three steps will be helpful to create a successful 

recruiting process (Achtenhagen et al. 2012). 

Second step: Job Analysis and Defining Requirements  

The next step is the job analysis of the leading position. This means the company has to 

define the requirements which are necessary in order to fill the leading position. Therefore, 

they have to identify its relevant attributes. In order to manage this step successfully, the 

company – or more precisely the HR department that is in charge of recruiting and selecting 

future leaders – has to be aware of the most influential streams of leadership research, as have 

been described in Chapters 3.1 until 3.5 (Den Hartog et al. 2007).  

However, it is not only of great importance to decide what one is actually looking for. “If you 

don’t know where you’re going to, you’ll end up somewhere else” (Cook 2004, p.21). This 

means that first of all, if a job has to be analyzed, it needs to have a clear title and it needs to 

be explained how this job fits into the organization’s hierarchy. When the company has to 

specify the leader they are looking for, they have to be aware of the “mirroring problem” 

(Roberts 2005) of selection. This means that while the future candidates’ specifications are 
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discussed, the selectors tend to describe the needed specifications in a way that mirrors the 

selector’s own values, beliefs and abilities. Therefore, the selectors have to take a step back 

and search for the specifications of the candidates which are best suited for the job. These 

specifications may contain skills, background, experience as well as individual qualities and 

working/leading style. By agreeing on a clear specification for the leadership position, the 

selectors can considerably increase the chances of finding the best possible leader. To a 

similar extent, the likelihood of later disagreement between the selectors and the candidate 

will be minimized and the selection process can be shortened. A helpful approach is 

Roberts’s (2005) PERSON specification, which covers the personal qualities and attributes 

that are components of a person’s character, e.g. important characteristics such as creativity, 

resilience, authenticity, social skills, etc. It also includes the experience of the applicant as 

well as the record of achievement, which proves that the applicant has the potential for a 

leading position and has already applied it successfully. Furthermore, the skills which are 

needed to perform this position are included. This represents certain qualifications of the 

applicants. An example might be when a future leader has to lead people in a certain 

department, he or she needs to have specific qualifications in order to create an understanding 

of the work done by the subordinates. The next specification is the organization-match which 

shows whether the candidates fit the style and culture of the organization. The last point is the 

need and expectation of the candidate: is he looking for routines or seeking new challenges? 

How long does the candidate want to stay in that company and position? What are his or her 

future career plans?  

When companies are searching for new leaders, they are frequently combining different 

leadership approaches instead of sticking to one of them. They look at, for instance, innate 

qualities, acquired skills and adapting behaviors. However, the innate qualities of the 

candidate deal with the trait approach of leadership, as has been explained in Chapter 3.1. 

The main focus is hereby on the five dimensions of personality, extroversion/introversion, 

emotional stability, agreeableness, conscientiousness and openness to experiences. The 

acquired skills also contain the knowledge which can be achieved through education or work 

and people are not simply born with. The adapting behaviors, on the other hand, represent the 

style approach of leadership (see Chapter 3.3), as the behaviors enable the applicant to 

succeed in his or her new leadership position. Too often, former successful employers fail in 

another department or after having been promoted to a leading position because they have not 

been given the chance to adapt their talents to the new circumstances and acquire necessary 
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knowledge. These three categories represent the competency framework for performance 

management and can help to create the ideal candidate profile for the selection (Roberts 

2005). 

When the job analysis is finished and the requirements of the ideal applicant have been 

determined, the selectors have to compose the advertisement containing the essential findings 

from the job analysis as well as the candidate’s requirements.  

Third step: Developing the Job Advertisement  

Job advertisements are crucial in order to attract the right applicants. Therefore, the way they 

are written as well as how they are published are of great importance. In this step, the 

company has to understand what an advertisement consists of and how it has to be composed 

in order to attract the target group. Therefore, researchers have been analyzing job 

descriptions of leadership positions.  

Peregrin (2014) analyzed and compared traditional and competency-based job descriptions. 

Traditional ones are used to show the responsibilities of a position compared with a list of 

duties that have to be performed by the employee. In contrast, the competency-based job 

description highlights the experience and skills the new leader needs to have to fill this 

position successfully. According to the guidelines formulated by the Northwestern University 

in Chicago, IL, there are three types of competences that may be included in such a job 

description: skills, knowledge and behavior are necessary to perform the job. Skills are 

defined as the abilities needed in order to execute the job duties, e.g. interpersonal skills, 

software and computer skills or skills which are necessary to be able to lead a certain group 

of people or a department. In some positions, expert knowledge may also be necessary to 

perform well. The behavior is the characteristics of an employee, which have to match the 

subordinates and the organization. These competences can further be categorized into 

position-specific and organizational competences. Usually, traditional job descriptions are 

more task oriented and may therefore not be so useful for hiring future leaders.  

In contrast, competency-based job descriptions outline the desired behavioral competences of 

the future leader. According to the Northwestern University, they include job information 

such as the title, department name, hierarchical position, the scope, e.g. the job’s financial 

and supervisory responsibilities, a job summary stating its main purpose, the principal 

accountability which contains the primary tasks and responsibilities of the position, the 
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minimum qualifications the applicants need to have, minimum competences which consist of 

a list of skills, knowledge, behavior and preferred qualifications as well as preferred 

competences (Peregrin 2014).  

Furthermore, not only the content, but also the language style used is of great influence. Den 

Hartog et al. (2007) studied the terminology used in leadership advertisements, and compared 

it with the most influential leadership approaches in order to find out whether the attributes of 

leaders, that the organizations are searching for, reflect the attributes which have been 

proposed by the selected leadership theories. They focused especially on the trait approach of 

Locke and Kirkpatrick (1991), the style approach of the Ohio State University and the new 

leadership approach of Bass (2008), which have been explained in Chapters 3.1, 3.3 and 3.5.  

Den Hartog et al. (2007) reviewed 4.217 advertisements in 15 months. Out of 180 different 

leadership terms, they found the ten most frequently used. They are leadership skills, 

followed by communication, interpersonal, and influencing skills, proven/track record, 

inspirational and motivational skills, strategic thinker, visionary and management skills. 

Afterwards, they analyzed how these leadership terms correlate with the three different 

leadership approaches. The study shows that 39.4 percent of all leadership words used can be 

linked to the trait approach. For instance, words like achievement, desire to win, desire for 

excellence have been categorized as achievement oriented. Inquisitive, numerate or intelligent 

have been categorized as cognitive abilities. Ambition, drive, energetic, tenancy and passion 

have been labeled as drive of the leader. Words such as authority, command, respect and 

influencing skills have been categorized as leadership motivation, and a further category 

contains expressions for honesty and integrity. The last one represents terms for self-

confidence.   

37.2 percent of all leadership words used in applications represent the style approach of 

leadership. Words such as interpersonal skills, open style, fairness, sensitive, social skills, 

empathy and people management have been termed as consideration related. Concepts like 

delivery of results, financial skills, administrative skills, technical knowledge and strategic 

thinker have been labeled as initiating structure words.  

The most neglected approach was the new leadership approach of Bass (2008), which 

contains the transactional and transformational leadership approach. Only four percent of all 

leadership words used represented the transactional leadership approach, whereas 36 percent 

represented the transformational approach. Transformational words are inspirational, 
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charisma, motivating, ability to convince, engaging, ability to encourage others, whereas 

words like analytical, result driven, goal oriented and meet targets represent the transactional 

leadership approach. 

As their study has shown, many attributes which have been sought in leadership recruitment 

advertisements reflect certain leadership theories. Nevertheless, one has to consider that one 

fifth of the studied leadership advertisements did not use any leadership terminology at all. 

Leadership words representing the people orientation of the leader have been found far more 

often than those relating to task oriented qualities. Even words which capture the spiritual, 

ethical, authentic and servant leadership style have occurred less frequent in their analysis 

(Den Hartog et al. 2007). 

As one can see, the content as well as the words the company uses for advertising for a 

leadership position are of great influence. Depending on the words used, one will receive a 

certain type of leader who will have a certain leadership style.  

Fourth step: Publishing the Leadership Advertisement in order to Attract Candidates 

The next step is to publish the leadership advertisement in order to attract the right applicants. 

There are several possibilities to publish the job advertisement. 

It can be published internally in the company, which represents the cheapest way of attracting 

candidates next to the word of mouth strategy. Especially in larger organizations, most 

vacancies will first be advertised internally before promoting them externally in order to 

attract high professional employees. There exist only two reasons why a company might 

refrain from posting the job advertisement internally: first, they believe that there is no one 

who has the experience and ability to fill the leading position at the moment and second – this 

is more frequent – they believe that someone external might bring fresh and new perspectives 

into the company. The main advantage of internal advertising besides the recruitment costs is 

that the company can minimize the risk of hiring someone who does not fit the company and 

position because they have knowledge of the internal candidates’ capabilities  

(Cooper et al. 2003). 

In addition, word of mouth is still a frequently used method to recruit new employees. The 

employees tell friends, family members and former colleagues about the vacant leading 

position in their company. Especially in smaller companies, the recruiting of new leaders 
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works by word of mouth in half of the cases (Achtenhagen et al. 2012). Besides low costs, the 

main advantages are that turnover of the employees who have been recommended by other 

staff members of the company are, according to the study of De Witte (1989), just 30 percent 

compared to 51 percent of those employees who have been hired by advertisement. 

Furthermore, this method also includes a preselection because the staff members do not want 

to recommend future leaders to the company who do not have the abilities to lead or do not fit 

to the company’s culture. Rather, they will only recommend people whom they themselves 

would like to work with as subordinates. Moreover, the informal way of recruiting leads to 

the aspect that the potential candidates get a clear picture of the company and its culture and 

can thus decide whether they can identify with it or not. However, exclusively focusing on 

word of mouth can be risky because only a limited amount of potential candidates can be 

accessed and it would not be seen as fair would it be the only possibility to get a job in the 

company (Cooper et al. 2003; Achtenhagen et al. 2012). 

Another way of recruiting is by the help and use of headhunters and recruitment agencies, 

which search for suitable candidates instead of the companies themselves. Therefore, they 

receive the job specifications from the company and are able to search candidates who seem 

to fit best. This method is widely used for the search of candidates for a leadership position. 

The recruiting agencies and headhunters keep large databases of job applicants and offer 

additional services to them as well as to the organizations. Naturally, the company has to be 

aware that the recruiting agencies will try to persuade them of the applicant’s merit e.g. by 

hiding the weaknesses of the person. Nevertheless, the help of these companies has several 

advantages. One may be that the recruiting company has done a preselecting, and they 

present only appropriate candidates to the company. This preselecting is often based on 

psychological tests, which will be described in Chapters 5.2 and 5.3. By using them, the 

companies get information as well as characteristics of the potential applicants. Furthermore, 

this is a method to get into contact with leaders of other companies. Thereby, the job raises 

attention to potential future leaders who are currently not on search for a new job. Another 

advantage of headhunters is that they can search discretely, i.e. not public. This is especially 

of interest in case the company does not want to make public that they (have to) search a new 

leader (Cooper et al. 2003; Achtenhagen et al. 2012). 

Probably the most frequently used recruiting method in order to attract candidates is 

traditional media advertising. This may represent advertising in national newspapers or in 
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specialist and professional publications. As the study of Mathews and Redman (1998) shows, 

83 percent of all asked executives look at job adverts once a month, but only 20 percent are 

actively searching. Therefore, this kind of method is particularly interesting for attracting 

future leaders who do not have a leading position right now. This method is widely used for 

attracting and hiring talented graduates and in Germany, about one fourth of positions for 

graduates have been filled this way (Cooper et al. 2003; Achtenhagen et al. 2012) 

The newest method of attracting potential candidates, which has increased in usage over the 

last two decades, is internet recruitment. In fact, it is getting more popular every day and has 

become an important supplement method to recruit leaders. In comparison to the traditional 

print media, online advertisements are accessible for a longer period and reach a broader 

audience. Usually, they are less costly, more flexible and faster to design. As early as in 

2000, the Association of Graduate Recruiters found out that 90 percent of graduated students 

use the internet to look for jobs. In order to publish advertisements, the companies use 

different distribution channels. The easiest one is the own company homepage where one can 

create a category for advertising vacancies. Furthermore, online job markets can be used in 

order to attract a greater amount of applicants, and even state-run institutions offer platforms 

to search for jobs online (Cooper et al. 2003; Achtenhagen et al. 2012). 

According to Jampol’s (2001) survey, there are cultural differences when it comes to 

searching for a job. Greeks, Spanish and French are most likely to use the internet, whereas 

Italians are least likely to do so. Instead, they prefer to send an application including a 

Curriculum Vitae (CV). Belgians, on the other hand, mostly use headhunters. Responding to 

advertisements is most likely done in Spain and not so frequently in Italy, Germany and 

France. 

Thus, it is often useful to employ several channels in order to attract more potential 

candidates. A very new channel that emerged during the last years is social media which are 

going to be described in the following. 

4.2 The Importance and Influence of Social Media in the Recruitment 
Process 

The globalization created new problems for the human resource management. Talent pools 

are shrinking, the rate of turnover is increasing due to mergers and acquisitions, the brand or 

name of a company is becoming more important to employees, and the recruitment costs are 

growing. Therefore, online social networking can be a very powerful solution. Some 



  

 Feichtinger & Hörold  47 

companies have already figured out that one can recruit passively and “boomerang talent 

through the use of social network” (Leader-Chivée & Cowan 2008, p.41). Companies can use 

social networking in order to create talent pools that represent networks of talented and 

interested candidates. According to Leader-Chivée & Cowan (2008), 25 percent of the 

employees quit a job because of a lack of social connectivity within the organization. 

Furthermore, 77 percent of the 20-29 year-old employees see social aspects of their work as 

essential to workplace satisfaction, what makes them stay in an organization. As can be seen, 

social media does not only help to improve the recruitment process, but it will also help the 

company to bind their future talented leaders to the organization.   

One of the most popular social networks which focuses on professionals is LinkedIn. Indeed, 

it has become a useful tool for recruiters in order to benefit from millions of professional 

profiles. Already, some companies find up to 25 percent of their new employees through 

LinkedIn. At the end of 2014, LinkedIn had over 347 million members, which is twice as 

much as in the middle of 2012, and even ten times more than in 2009 (Statista GmbH 2015). 

Even Facebook has become useful for companies for marketing initiatives, employer brand 

leverage and recruitment (Leader-Chivée & Cowan 2008).    

The use of the social media is of particular importance for attracting today’s Generation Y, 

i.e. people who have been born between the early 1980s and the early 2000s. Social media 

and networking sites like LinkedIn, Facebook, MySpace or Twitter give companies the 

opportunity to interact with people in a more informal way. Therefore, it is important that 

organizations understand the potential benefits as well as the pitfalls of the use of social 

media when it comes to the recruitment process. The candidates’ detailed social profiles give 

an employer greater insights into the skills and personality of said candidates than any 

Curriculum Vitae (CV) could. Moreover, social networks also changed the way potential 

candidates are searching for a job. Even passive candidates who are performing a job in a 

competitive company can be attracted. They are able to easily submit their CV to the 

company with minimal effort by using their LinkedIn profile, which can encourage them to 

establish contact in the first place. Nevertheless, there are several risks regarding the use of 

social networking sites as recruiting strategy. Due to the fact that not every potential 

candidate uses social networks, they should be just used as sole means for recruiting. Another 

problem is that the companies may not attract the right kinds of candidates. Companies have 

to be aware of what kind of position can be found via a social network – if it can be found 

there at all (Doherty 2010).  
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Nevertheless, social media and social networking sites can be used as recruitment tool and 

also as selection method.  

The members of these sites have to be aware that about 50 percent of the employers use these 

profiles (Shea & Wesley 2006) as they represent an inexpensive and quick way of getting 

background information of job candidates and potential employees. Therefore, they are used 

as preselecting tools, and based on the information that has been posted on the sites, the 

employers make the decision of whom they are not going to hire (Clark & Roberts 2010; 

Leader-Chivée & Cowan 2008). The studies of Clark and Roberts (2010), Brandenburg 

(2008) and Zeidner (2007) have shown that employers conduct background checks even 

without the applicants’ knowledge – a fact that has been accepted by future employees. In 

fact, many employers think that this is an acceptable practice. The study of Kluemper and 

Rosen (2009, p.575) shows that trained raters are “able to accurately distinguish between 

individuals who scored high and individuals who scored low on four of the big-five 

personality traits [A/N: description can be found in Chapter 5.3], intelligence and 

performance, providing initial evidence that raters can accurately determine these 

organizationally relevant traits by viewing social networking web information”. Beside all 

advantages, the companies have to make sure that the data acquired online does not lead to 

discrimination of the candidates. The wide range of data such as gender, race, age, religion, 

disability status and others can be illegal to use when the company makes employment 

decisions (Kluemper & Rosen 2009).  

When the recruitment process has successfully been ended by attracting and finding 

applicants who have the needed capabilities and best fit the job requirements, the 

organizational culture and the position, the company has to select one of the found 

candidates.   
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5 Selection 

“Selection is about choosing between job candidates. It is about how to make a fair and 

accurate assessment of the strengths and weaknesses of applicants and how to identify the 

candidate who is most likely to perform well in the job” (Elearn Limited 2009, p.1). 

As has been outlined in the Chapter 3 Leadership, there exist many theories of what 

characteristics and capabilities a leader should have. As mentioned, these could be for 

example traits, leading styles, skills or situational factors. 

The purpose of the present Chapter is to deal with the abundance of methods that exist to find 

out the previously described characteristics. Before giving an overview of the most frequently 

used methods for selecting future leaders, we want to deliver a short insight into the 

evaluating standards for selection methods.  

No matter what kind of selection method will be used, they all have to meet certain standards 

concerning their reliability, validity, interpretability and practicality. Reliability refers to the 

concept of the consistency of measurement, which means that each time a specific selection 

method is used, the assessors will come to the same result. Therefore, the reliability of a 

selection method can be established by always measuring the same object under the same 

conditions. That is the reason why structured interviews have a higher reliability than 

unstructured ones and lead to a higher agreement between the assessors, which will be further 

described in Chapter 5.1 (Cooper et al. 2003, pp.49–50).   

The method’s validity is equally important, and refers to the accuracy of the measurement. A 

selection method can have a high reliability but if its results are not accurate, it is of poor 

quality. Validity deals with the interpretation of scores which have been acquired from 

certain selection methods. Furthermore, it can only be defined in relation to the purpose for 

which the selection test or exercise is used. Before a selection method can be used, the 

assessors must be satisfied that “it is valid for its intended purpose by providing accurate 

measurements of the attribute(s) under investigation” (Cooper et al. 2003, p.53). This is of 

great importance because predictions about the applicants’ performance in this specific 

leadership role are based on the results of the selection tests or exercises (Cooper et al. 2003, 

pp.52–53).   
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The mere developing of a reliable and valid selection method does not lead to the possibility 

to interpret distinguish between the candidates and their qualification for the company and 

leadership position. Therefore, the applicants and their performance have to be graded, which 

is done by means of the scores of the used selection tests or exercises, which reflect the 

candidates’ abilities and thus enable distinguishing between them. It is therefore necessary 

that the company establishes a scoring system, i.e. a system which compares the applicant’s 

scores against a standard created by the company, or one which compares the test-scores with 

those of the other applicants (Cooper et al. 2003, p.57).   

The last standard the selection method has to meet is practicality which can be assessed from 

two perspectives: “its perceived usefulness and fairness, and the extent to which it devours 

organizational resources” (Cooper et al. 2003, p.60). If the chosen method is only useful to a 

limited extent, e.g. because it seems to be unfair or it discriminates against certain applicants 

because of gender, ethnicity or educational levels, or the costs of the selection method 

outweigh the potential benefit, another selection method has to be chosen (Cooper et al. 2003, 

p.60).  

5.1 Interviews 

Interviews are the method used most frequently in selection decisions as they have the 

highest reliability. However, this method can also be misused and result in less effective 

results (Roberts 2005). 

In the United Kingdom for instance, 90 percent of the selection assignments use interviews. 

The same is valid for other countries all over the world: 99 percent of all selection cases in 

Denmark and Finland, 97 % in Portugal, in 92 % in France and 86 % in Germany are 

performed by means of interviews (Cook 2004). A selection decision which has been taken 

without a prior interview will be doubted by many candidates. Furthermore, it is one of the 

few parts of the selection methods that is a two-way process in which both parties take part 

(Roberts 2005).  

Interviews are used as information exchange, for screening purpose and as selection tool. 

They enable the candidate to find out more about the job, the role and the organization itself. 

This information helps to make a decision to accept or reject the offer. Therefore, it can also 

be seen as a recruiting strategy to attract high-talented candidates.  

Interviews are most frequently used in combination with another method to serve as selection 

tools (Schmidt & Hunter 1998). A selection interview may be more effective when it is 
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properly prepared, conducted and executed by skilled people and has a clear focus. Usually, 

the critics about this selection process do not deal with the interview technique as such, but 

they deal with the way it is carried out and implemented (Roberts 2005). 

Selection interviews assess different attributes of the candidates. According to Huffcutt et al. 

(2001), the personality of the candidate is most frequently assessed (35%), followed by the 

candidates’ social skills (28%) and their mental ability (16%). In contrast, interviews are used 

to a lesser extent to find out interests and preferences of the candidate (4%), physical 

attributes (4%), or the suitability for the organization (3%) (Huffcutt et al. 2001). 

Selection interviews differ in how they are conducted. In fact, there are two different kinds of 

interviews: the traditional or unstructured interview and the structured interview.  

5.1.1 Unstructured/Traditional Interviews 
The unstructured interview which follows the natural process of a dialog, relies on the 

intuitive impression of the interviewer about the suitability of the interviewee. This kind of 

interview is unstructured in the way that the candidate is asked to lead the interview and to 

answer freely to the question asked, e.g. an open question the candidate has to respond to. 

This kind of interview is used to identify characteristics of the candidate, which might be 

important in the job. Unstructured interviews enable the interviewer to concentrate on 

listening, recording and assessing the responses. Furthermore, it creates a comfortable 

atmosphere and the candidates are able to cover the aspects they want to. Hence, the 

answerers and results of unstructured interviews are inconsistent and hard to use for 

comparison with each other. Thus, unstructured interviews are seen critically because their 

average validity coefficient is considerably lower than that of structured interviews (Conway 

et al. 1995; Cook 2004). The relatively poor validity as well as reliability originate in the fact 

that this kind of interview is not standardized. Therefore, different interviews might not be 

able to agree on the same candidate (Cooper et al. 2003; Roberts 2005). 

5.1.2 Structured Interviews 
The second type of interviews are structured interviews. Although they are more effective 

concerning validity and reliability, they are less common. According to Roberts (2005), there 

are two different kinds of structured interviews: situational and behavioral. Both of them are 

job-related and focus on the behavior of the candidate. Cooper et al. (2003) adds a third kind 

of interview. All three types focus on one concept of behavior which is deduced from the job 

analyses instead of focusing on attitudinal or personality variables. The first kind of 
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interview, according to Cooper et al. (2003), is the situational interviewing (SI) approach that 

was developed by Latham and Saari (1984). It focuses on a candidate’s ability to predict his 

or her future behavior in a certain situation. This approach is grounded in the theory that 

intentions or goals are the trigger for a person’s behavior. The situational interview is 

conducted like a verbal role-play: the candidates are asked to imagine themselves in a 

described hypothetical situation and they are to describe how they would handle it. These 

cases and questions are designed to find out how the future leader can cope with pressure, 

how well his or her organizing and planning abilities are, how he or she can solve problems 

and deal with subordinates and peers, etc. (Cooper et al. 2003; Roberts 2005).  

The second approach is the patterned behavior description interviewing (PBDI) approach 

which was developed by Tom Janz (1989). It is based on the presumption that the past 

behavior of the candidate also predicts his or her future behavior. In this kind of interview, 

the candidates are presented with a description of a situation and are asked to explain how 

they have behaved in such a situation or a similar one. The PBDI approach focuses on the 

behaviors and competences of the candidate. In contrast to the situational interview where the 

interviewer asks questions such as “what would you do if…”, interviewers using the PBDI 

approach would ask “what did you do when…” (Cooper et al. 2003, p.95,96). 

The third is the multimodal interviewing method (MMI) which was developed by Schuler and 

Funke (1989) and combines both approaches. It focuses on the past as well as on the future 

by using situational and biographical questions (Cooper et al. 2003; Roberts 2005).  

Which approach should be used in a structured job interview depends on the applicant: young 

talented people might not be able to respond in a meaningful way if the question of the 

interviewer focuses on the past and thus on his or her experience. In this situation, interview 

questions which deal with the future (in situational or multimodal interviews) are more 

appropriate. Multimodal interviews are very versatile because they use different dimensions 

which are all scored on behavioral rating scales. Furthermore, a multimodal interview can be 

adapted to an assessment center which for instance deals with the candidate’s social 

competence or the motivation to achieve certain goals. In contrast to the other two 

approaches, the MMI approach contains a realistic job preview which gives the applicant 

insight into what the job is about, the culture of the organization and the involved lifestyle 

(Cooper et al. 2003). 
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5.1.3 Developing Interviews 
Like all selection methods, the conducting of an interview needs an analysis of the job to 

identify ideal and wrong ways of performing it. The results are rated by a job expert in order 

to provide a benchmark for the interviewers when they score the interviewees’ answers. 

Thereby, behavioral based scoring keys are developed for each question of the structured 

interview. This helps to raise the validity and reliability of the judgment of the candidates and 

therefore the structured interviews, especially multimodal interviews, tend to deliver high 

quality people who meet the job demands (Cooper et al. 2003). 

Especially if the company uses a competency-based approach to select potential future 

leaders, the structured behavioral interviews like MMI and PBDI can be adopted. These 

strategies allow the interviewer to use questions which are aimed at determining whether the 

candidate has the key competences that have been identified in the job analysis for this 

leading position. If the behavioral interview is well-constructed, the interviewer will be able 

to find out four to six competences in each 45 minutes of an interview (Roberts 2005). 

5.1.4 Interviews as a Social Interaction 
It is important to note that interviewers and interviewees recognize that interviews are an 

interactive social process. It is possible that each party expects different things from the other. 

Especially in unstructured interviews problems like faulty miscommunications and judgments 

by both parties can occur. An interview contains verbal, non-verbal and articulating behavior 

as well as the appearance of the parties. All of these factors have an impact on the accepting 

or rejecting decision by the organization as well as the candidate. The most influencing 

aspect in a job interview is the verbal behavior of the candidates and the interviewer. 

However, researchers such as Anderson (1991) have shown that the impression of the 

interviewer about the candidate’s personality is also influenced by the candidate’s non-verbal 

communication. These impressions as well as the degree to which the two parties are alike 

influence the decision of hiring (Cooper et al. 2003).  

Most research has been done by investigating into how the behavior of the candidate 

influences the hiring decision of the company. However, the latter, especially the 

interviewers, have to be aware that selection is a dual, interactive process and therefore also 

the behavior of the interviewer influences the decision of acceptance of a job offer. Schmitt 

and Coyle (1976) found out, that the interviewer’s personality and non-verbal behavior as 
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well as his or her ability and willingness to listen to the candidate influence the latter’s 

decision of accepting the job offer (Cooper et al. 2003).  

To sum up, structured interviews are the better choice to select future leaders because they 

focus on job-related features and competences, which have been analyzed from job analyses. 

Nevertheless, such interviews require training and experience in order to raise the skills. 

However, this should not be a problem when a company searches particularly high-talented 

people who are able to fulfill a leading position. Every participant of a structured interview is 

rated more objectively, therefore the accidentally implementation of bias and unfairness is 

minimized. Furthermore, structured interviews have a significantly higher score on the 

evaluation standards of reliability, validity and practicality and as such tend to deliver quality 

talented leaders who meet the job demands (Cooper et al. 2003; Roberts 2005). 

5.2 Ability tests 

Ability tests are, like personality tests, derived from psychological testing. They are produced 

to assess and measure the range of candidates and their relative performance, whereby the 

goal is to establish a basis of comparative measures. This simple principle underlies the 

development and application of ability tests. Their purpose is to identify if someone has the 

ability to undertake tasks he or she will be selected for. Further, they seek to test the 

candidate’s ability by assessing if he or she is doing well, badly or fails altogether. (Roberts 

2005) 

In general, ability tests are divided into three main categories: achievement tests, aptitude 

tests and intelligence tests. Achievement tests exam the knowledge and skills a person has 

acquired. Everything above the benchmark would be portrayed as success, i.e. an 

achievement. An aptitude test assesses skills that are determining the candidate’s suitability 

for the job. The last test is the intelligence test. Generally, they measure intelligence by 

testing, amongst others, numerical understanding, combinational understanding, as well as 

wording. The next Chapter will go into greater detail. 

5.2.1 Intelligence tests 
Until the 1980s, intelligence tests were hardly accepted as detractors claimed they would only 

re-evaluate rather than serve as a predictive tool. Nowadays, however, through new 

movements in support of their use, they are widely accepted in ability tests. 
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A common view was that cognitive ability tests are the best predictor of job performance 

within a variety of occupations. This acceptance has to do with the relatively low costs 

connected to the tests. However, not everyone sees them as necessity in selection processes.  

First of all, one needs to define what intelligence is. Intelligence is referred to as a mental 

process. According to psychometrics, every person has a different intelligence, which results 

in different job performances. In fact, there are three schools of thoughts answering the 

question on how to assess intelligence. The first approach includes a one-factor model that 

derives from a socio-biological position, arguing that intelligence is related to biological or 

genetic factors. According to this view, biological differences underlying different levels of 

cognitive skills. As a result, this approach tries to uncover biological dimensions, assuming 

that intelligence is independent of social, linguistic or ontological context. The second 

approach emphasizes the existence of distance abilities and points out the importance of 

environmental processes in forming intelligence. It also identifies the link between learning 

and intelligence. According to this social-learning perspective, intelligence is not fixed but a 

dynamic process. The third approach identifies that the cognitive performance is not only 

formed by the ability itself, but also by motivation. The latter makes people apply their skills, 

which again makes a difference and lets intelligence grown (Searle 2003). 

In 2004, Judge et al. (2004) investigated the relationship between intelligence and leadership 

ability. In their meta-analysis of 96 sources, they found out that there is a correlation of .27 

between intelligence and leadership. They also found out that the stress level has a 

considerable impact on the intelligence-leadership relationship. Thus, for leading positions 

with a low stress level, the intelligence-leadership relation was even stronger. Summing up, 

they stated that there is a relationship between intelligence, but came to the result that 

intelligence-leadership relationship is lower than previously assumed. 

5.2.2 Choosing and Using Ability Assessment Tools  
The following section reviews different factors measured in a selection context. After that, it 

will reflect on specific versus general intelligence data and identify and assess new “abilities” 

such as tactic or emotional intelligence. In the end, it will discuss if it is possible to separate 

intelligence from culture.  

Businesses and military organizations have always been interested in involving ability testing 

methods in selection and recruitment processes. Recruiters are generally interested in 
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measuring distinct abilities because this increases the face and content validity of their 

recruitment and selection process. Because of these market forces, occupational ability 

testing has expanded to take in five key areas: verbal, numerical, spatial, dexterity, and 

sensory (Searle 2003, p.178). 

In order to choose the right test it is important that recruiters study the test manuals. These 

contain input on how the test has been constructed and how to deal with the results as well as 

explanations about the validity. Interestingly, people with a higher score in the ability test do 

not necessarily perform better in interviews. Overall, a key advantage of ability tests over 

face-to-face approaches is that the test guarantees a certain degree of objectivity, especially 

with regards to gender, ethnicity or religion. However, ability tests are not free from all 

discrimination. But tests discriminate minority ethnic groups with lower scores, which are 

common between black and white (Searle 2003, p.184). 

5.2.3 New Forms of Intelligence Testing 
More recent attention has been drawn towards new forms of so called “intelligence”, which 

differentiate between more successful and more average stages of performance in the 

workplace. Therefore, two new tests of intelligence have been developed: one to measure 

tactic (also called applied intelligence) and one with the purpose to measure emotional 

sensitivity. Tactics are unrelated to academic success, but focus on abilities learned from 

managing daily goals. In contrast, emotional intelligence was introduced by Goleman (1996) 

in 1996. It is supposed to measure the individuals’ social intelligence about their own and 

others’ feelings. 

In line with these new intelligence tests are specialized assessments of mental ability. Some 

tests vary in the content of what is tested. One example is creativity or divergent thinking, 

which is, according to Cook (2004), missing in the American education system. Indeed, 

creative people are able to achieve different results than traditional thinkers. Further, there 

exists the test of social intelligence, i.e. is the ability to understand and get along with others 

and is seen as an inevitable skill at the workplace. Often, very intelligent people lack this skill 

(Cook 2004). In addition, there is the emotional intelligence test which was invented by 

Goleman (1996) and which claims that success at work is “80% dependent on emotional 

intelligence and only 20% in IQ” (Cook 2004, p.94). Also, the common sense is a method of 

new intelligence testing. It is considered as a situational judgment and has a lot to do with 

education and personal perception. Next to this, there is the computerized testing which 
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compiles all tests on a computer instead of on paper. It usually works faster and is thus 

widely used. Video-based testing allows to create a richer test to assess social or emotional 

intelligence. One test originating in experimental psychology is the biological testing that 

determines the reaction time or speed of the response in the brain. 

Another test is the culture free testing which deals with the question of how instruments can 

be devised that can be used to assess candidates from different cultures. Although we have 

seen a correlation between intelligence and the cultural component (artifact, symbols, 

language) in some organizations, all tests are undertaken in English as this is considered the 

world language. This automatically leads to cultural-based discrimination. The same goes for 

reading: in the Western world, tests are to be read from left to right, which is not the case in 

all cultures (Searle 2003). 

Along with this, mental ability tests tend to hide bias in some items. For example the question 

“What is the rate of income tax for incomes over $40,000 a year?” with the possible answers 

of 25%, 40%, 75% and 90% can be interpreted against people who earn too little in order to 

even be concerned about the tax rate (Cook 2010, p.110). 

Moreover, the scores do not tell anything about the test itself, but in comparison they indicate 

a lot. There are three systems used to interpret scores: intelligent quotient (IQ), percentiles 

and standard scores. For each test score, one needs a normative sample which should be 

recent enough in order to be compared. Thus, it is better to compare the score with 2,000 

people who have applied for the same job within the last three years instead of comparing it 

with 50 people having done a totally different job in the 1930s. This is called setting norms 

(Cook 2004, p.98). 

Of course, validity and reliability need to be discussed too. A poor consistency reliability 

occurs when the test is too short and when the items do not relate to one topic. Therefore, 

employers should avoid “home tests” in order to minimize the risk of not measuring 

anything. With regard to validity, many validation researches were conducted. One theory 

was established by Ghiselli (1966), who measures validation with the help of the validation 

coefficient generated by programs. Of course, there are limitations in such a typical 

validation study and Ghiselli’s theory was criticized for not having considered the sampling 

error, restricted range, criterion reliability and the test reliability. Thus, a re-analysis of 

Ghiselli came from Hunter & Hunter (1984), who concluded that a combination of general 
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ability, perceptual ability and psychomotor can assure true validity. With this combination all 

jobs’ validity can be calculated (except the one for sales persons).  

Gottfredson (1997) & Schmidt (2002) argue that a company suffers when employing a large 

number of people of low mental ability. They even go a step further by claiming that it 

impacts American economy, especially when people in important jobs have low mental 

abilities. Gottfredson (1997) gives an example of the police which has a negligent selection 

process and hence is very inefficient. Similarly, the lower the ability of a person the less 

likely it is to achieve good ratings or receive a promotion; thus he or she is unsatisfied and 

might finally leave a position, either willingly or unwillingly (Cook 2004). 

5.2.4 Mental Ability and the Effect on a Team’s Success 
As most work nowadays is done in teams whereby one depends on one another, mental 

ability plays also an important role in teams. The question, however, is whether a successful 

team only consists of competent members? The answer can be found in a study conducted by 

Barrick et al. (1998), who examined teams of different mental ability on an assembly line. 

The team with the overall higher mental ability was more productive and less likely to fall 

apart. In contrast, O’ Connell et al. (2001) found out that the team performance was lower the 

more the ability varied. These insights confirm the “weakest link” hypothesis which states 

that even one person with a lower score can slow down a whole team.  

Next to team performance, there is also a clear link between mental ability and productivity. 

There is a linear relationship, which means that the work performance improves as the test 

scores increase throughout the whole range of test scores.  

Nonetheless, Herrnstein (2010) goes beyond mental ability by claiming that it is necessary 

but not sufficient for good job performance. He illustrates this with the example of a 

lumberjack who has an IQ higher than 85 (average). One might assume that he either did not 

or could not use his mental ability to find a better job (Cook 2004). According to Herrnstein, 

other factors such as energy, social skills or simply luck are also important and that both 

motivation and ability is needed.  

However, there are people considered as unemployable, e.g. because they are pessimistic and 

have a limited mental ability. They are seen as cheap labor but might turn out as disruptive 

factors as they can hardly adapt.  
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To sum up, mental ability tests are the focus of much controversy. The tests are analyzed 

differently and all have certain advantages and limitations. Knowing correlations (e.g. 

between mental ability and work performance) can help in selection and recruiting processes, 

but one always needs to consider the tests’ reliability and validity. Therefore, research always 

needs to be analyzed carefully. 

5.3  Personality Tests 

Personality tests have evolved from intelligence tests and have existed for thousands of years. 

Their peak was during the 1940s as back then, many people were recruited for war duties. 

Thereby, the selection was of high importance and with the help of personality tests, it was 

determined whether the different personalities were able to cope with different conditions. 

There is an ongoing debate concerning the theoretical basis of personality tests, which 

accounts for the numerous models of personality (Cook 2004, p.133): 

x trait – sets of traits 
x factor – number of statistical abstractions  
x social learning – collections of habits  
x motives – profile of needs 
x phenomenological – how people look at the world 
x self – how someone sees oneself 
x psychoanalytic – system of defenses 
x constitutional – inherited neuropsychological differences 

Orienting themselves by these different models, industrial and organizational psychologist 

base their models on traits and factors (Cook 2004, p.133). 

An established personality model is the Five-Factor Model, also called Big Five. In the 

1970s, Norman and Christal were the first who came up with the idea of developing a model 

based on a five-factor structure. They developed the model through analyzing the studies 

about traits adjectives and secondary data of personality (Judge et al. 2002). Nevertheless, 

they were unable to reach the academic audience with their findings. Inspired by Norman’s 

and Christal’s findings, four teams of researchers, Tupes and Christal, Goldberg, Cattell and 

Costa and McCrae resumed the idea of the five-factor structure. 

In Goldberg’s (1990) research, he revised the previous model and developed one which 

characterizes one’s personality as consisting of five dimensions and basic factors of 

personality. This model is generally known as Big-Five and consists of the factors 
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Neuroticism, Extraversion, Openness to Experience, Agreeableness and Conscientiousness 

(Northouse 2013, pp.26–27). 

Neuroticism represents the tendency to be sensitive, nervous, insecure and to have poor 

emotional adjustment. Furthermore, it represents the emotional stability of a person as well as 

how he or she controls an impulse. Extraversion is the tendency to be outgoing, energetic, 

sociable as well as energetic and positive tempered. Openness to experience represents the 

trait of being inventive, curious, unconventional and autonomous. It also reflects the degree 

of how creative and imaginative one is. Agreeableness represents the tendency to be trusting, 

compassionate and caring towards others. Moreover, it is a measure for being caring and 

compliant. By Conscientiousness it is meant how efficient, organized and dependable a 

person is. Additionally, it is about self-discipline and the aim of achievement (Nolen-

Hoeksema & Atkinson 2012, p.464; Judge et al. 2002, p.767). 

Regarding the validity of the Big-Five across cultures, McCrae & Costa (1997) claim that the 

model is applicable around the world because it provides heritable and stable results. They 

also found out that the model provides consistent results over time and with participants of 

different age groups. Empirical research has also shown that the Big-Five are consistent and 

independent from the methods as interviews, self-description and observations (Schacter et 

al. 2013, pp.474–475). Nevertheless, all previously mentioned four teams also revealed that 

personality traits are highly inter-correlated as well as factor-analytically aligned (Carnivez & 

Allen 2005). 

Judge, Bono, Ilies and Gerhardt (2002) discovered a strong relationship between the Big-Five 

and the effectiveness of leadership. They see the latter as the performances of a leader to 

influence and guide the “activities of his or her unit toward achievement of its goals” (Judge 

et al. 2002, p.267). Moreover, the effectiveness of leadership is often measured by the 

supervisors, peers or subordinates as well as by the group performance which again highly 

correlates with effective leadership. Through their meta-analyze they came to the result that 

Extraversion (ρ=.31) correlates with leadership the strongest. In second place is 

Conscientiousness (ρ=.29) followed by Neuroticism (ρ=-.24), Openness to Experience 

(ρ=.24) and Agreeableness (ρ=.08). Moreover, they found out in their analysis that the Big-

Five concept has a multiple correlation of .48 with leadership.  
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5.3.1 Measuring Personality 

For measuring personality there exist numerous possibilities. One way is by observation (1). 

Moreover, situational and behavioral tests (2) can be carried out, whereby a person is 

observed for their behavior in a particular situation. Also, peer ratings and references (3) are 

included, where peers are asked to describe the person of interest, e.g. by means of 

interviews, checklists and ratings. Another approach uses biodata and weighted application 

blanks (4) by analyzing someone’s background in order to predict his or her personality. The 

aim of projective tests (5) is to avoid that people feel observed and thereby might not tell the 

truth. Based on this idea, the tests expect that people project their feelings, motives, etc. into 

e.g. drawings. In addition, archive data (6) can provide information about someone’s 

personality, as for example school reports or CVs. Questionnaires and inventories (7) are a 

widely used method and are often called personality tests. They are common because they are 

less time consuming and thus cheaper than the other presented methods. With the help of 

questionnaires and inventories it is also possible to ask a large number of questions within a 

short amount of time (Cook 2004, pp.134–135). Furthermore, questionnaires and inventories 

are often supported by IT, which enormously simplifies the analysis. Due to their high 

relevance, we will now explain three well-established personality tests based on 

questionnaires and inventories. 

5.3.1.1 Minnesota Multiphasic Personality Inventory (MMPI) 

The Minnesota Multiphasic Personality Inventory (MMPI) was developed in the 1930s and 

was first published in 1942. The two authors were Strake R. Hathaway, a psychologist, and J. 

Charnley McKinley, a neurologist (Hathaway & McKinley 1943). It is seen as one of the 

most influential methods for the development of personality tests (Roberts 2005). An updated 

and restructured version was published in 1989 by the name of MMPI-2. The MMPI-2 is now 

the standard version which is used to test people over 18 years (Hathaway et al. 2000). It 

normally takes one to two hours to complete the test consisting of 567 short questions, called 

items, which are answered with “applies” or “does not apply”. In order to get a better 

overview, here are some of the 567 questions: I like mechanics magazines; I have a good 

appetite; I wake up fresh & rested most mornings; I think I would like the work of a librarian; 

I am easily awakened by noise; I get angry sometimes; I have often wished I were a girl (or if 

one is a girl) I have never been sorry that I am a girl; my soul sometimes leaves my body.  
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In the analysis, the answers are summed up for every section of the different scales such as 

clinical, validity, supplemental scales and the scale of the Big Five. 

There also exists a version called MMPI-A which is designed to test teenagers from 14 to 18 

years. 

5.3.1.2 16PF 

In the 1950s, Raymond B. Cattell, Maurice Tatsuoka and Herbert Eber developed a 

personality test based on Cattell’s 16 Personality Factors. They found out that the human 

personality is structured in a hierarchical way with 16 primary and five secondary 

independent traits. 

The multi-choice test named 16PF is a questionnaire which measures the 16 factors of 

Cattell’s theory of personality as well as the Big-Five (Russell et al. 2002). The model has 

been continuously revised and currently, the 5th version is used. The latter consists of 185 

multiple questions which are generally about daily behavior, interests or opinions. One 

special characteristic is that the questions are about daily life situations rather than presenting 

a simply. This type of questions helps to avoid that someone’s self-image is reflected in the 

result of the test. The 16PF test is designed for people over the age of 16 and the average time 

for completing it is between 25 and 50 minutes (Boyle et al. 2008, p.144).  

 Strongly 
disagree Disagree 

Neither 
agree not 
disagree 

Agree Strongly 
agree 

I take control of things. □ □ □ □ □ 

I trust others. □ □ □ □ □ 

I let others make the decisions. □ □ □ □ □ 

I feel crushed by setbacks. □ □ □ □ □ 

I don't mind eating alone. □ □ □ □ □ 

Table 3: Excerpt of 16PF (as introduced by Jorgenson 2011) 

5.3.1.3 California Psychological Inventory 

The California Psychological Inventory (CPI) was developed by Harrison Gough and first 

published in 1956. The aim of the development of the CPI was to assess personality traits 

across cultures. It was not developed based on a specific personality theory, but on a rational 
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and empirical approach (Boyle et al. 2008). Nevertheless, the CPI is designed in a similar 

way as the MMPI and in the first version shares 194 items with it. Like the MMPI, the CPI 

also consists of true-false questions, but has 18 scales (Aiken 1985). Also, it has been 

restructured over time the result being many different versions. While the original version 

consists of 480 questions, a new shorter version only has 260 items (Boyle et al. 2008). 

Another often applied version consist of 438 items and 18 scales that are grouped into 4 

categories (Shergill 2010, p.460): 

(1) measures of poise, ascendancy, self-assurance, and interpersonal adequacy; (2) measures 

of socialization, responsibility, intrapersonal values, and character; (3) measures of 

achievement potential and intellectual efficiency; (4) measures of intellectual modes and 

interest modes. 

For a better illustration the following questions are an excerpt of the CPI: People often talk 

about me behind my back; I hardly ever get excited or thrilled; I get nervous when I have to 

ask someone for a job; I would never play cards (poker) with a stranger; most of the time I 

feel happy. 

Generally, the CPI can be used for participants over the age of 13, and it usually takes 45-60 

minutes to complete (Boyle et al. 2008). 

To sum up, we discussed different methods for measuring personality in order to identify 

leadership potential. For this, the most established personality tests, i.e. the Minnesota 

Multiphasic Personality Test, 16PF, and California Psychological Inventory have been 

presented. The underlying concept for testing leadership potential is, as explained, the Five-

Factor Model, also called Big-Five.  

5.4 Assessment Center 

Selection-based assessment centers can be used for external candidates as well as in internal 

promotions. The aim of an assessment center is to determine the strengths and weaknesses of 

a candidate and thereby rate his or her suitability for a current or future position in a company 

(Roberts 2005). 

Assessment centers were developed and first used by the US Army Officer Selection Board 

in the Second World War, after the First World War had exposed some officers’ 

incompetence. The War Officer Selection Board created a system of selection techniques 
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which included tests, exercises and interviews. This led to significant improvements in the 

selection of officers and was therefore adopted by the United States for selecting staff.   

This was when the success of assessment centers started. Especially the use in identifying 

management potential was recognized by private organizations in the United States, e.g. 

AT&T influenced the assessment centers’ design. In the 1980s, their use increased in the UK 

and US, the focus lying on management selection and graduate recruitment (Roberts 2005). 

Assessment centers are still increasing in popularity because they combine multiple methods 

that can be used to create a complete picture of the candidate. It is hard to define an 

assessment center because the nature and the used content differ from company to company. 

What can be said is that it uses common selection methods such as one or more interviews, a 

set of exercises like work-sample tests as well as tests of the candidate’s mental ability and 

personality. Each method will provide one piece of the overall picture of the candidate and 

the results are shown in a written report which results in an overall assessment rating (OAR). 

In contrast to other selection methods, the assessment center approach uses a group of 

assessors who are commissioned with the selection decision which, in turn, is based on group 

agreement (Cooper et al. 2003; Roberts 2005).  

5.4.1 Design of an Assessment Center 
Even though an assessment center is unique for every company, there are usually four stages 

that are involved.  

The first step is to identify the key criteria upon which the assessment center should be based. 

Therefore, a job analysis has to be done first as this is necessary in order to be able to develop 

realistic simulated exercises. When the company has developed the success criteria for the 

position in question, it can proceed to the second step. This contains the choice of techniques 

to be used in the assessment center. The aim is to identify the most suitable technique for 

each developed success factor, which fit the cost and time the company wants to spend. The 

third step usually involves the development of said techniques. The company has to think 

about to get help from an external partner or to use and if necessary to develop in-house 

solutions. It is usually the case that most companies only by psychological tests. They design 

their interviews, usually structured interviews and the test condition for their exercises buy 

their own. The fourth and final stage includes the selection of the participants and the training 

of the assessors. The selection decision will be a group decision in which all assessors are 

involved, which requires them to be fully trained so as to be able to reach a conclusion. 
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Furthermore, they have to learn specific techniques, skills in test administration, interviewing 

skills and the skills of observation (Roberts 2005; Cooper et al. 2003). 

5.4.2 Components of an Assessment Center  
As mentioned above, assessment centers usually include interviews, testing and exercises. 

The key element of modern centers is their use of simulated tasks in order to determine the 

job-related behavior of the candidates. What kind of exercises should be done depends on 

which dimension of the personal behavior one wants to discover. Interviews and personality 

inventory, like the personality psychometric test, are methods which are usually used to find 

out the candidates’ interpersonal sensitivity and his or her resilience. Moreover, they are used 

to assess the candidates’ organization skills, their way of directing and leading others, their 

ability to work in a group and solving problems and their way of effective communication. In 

addition, group discussions can be used to assess the candidates’ problem-solving capabilities 

as well as their interpersonal sensitivity. Group business simulations can be used to show 

organization skills, leading abilities as well as the ability of team working. In contrast, 

presentations and in-tray exercises asses the candidates problem-solving skills, effective 

communication skills and their analysis and business skills (Katz 1955; Searle 2003; Cooper 

et al. 2003; Roberts 2005).  

The components of an assessment center can deal with work simulations or the candidates’ 

competences. Thereby, the activities differ in the way of how they are executed as they can 

be individual or group exercises and are frequently alternated. The description of the different 

kinds of interviews that can be used in an assessment center can be found under Chapter 5.1. 

Work simulation exercises provide the candidate with a realistic view of the scope and nature 

of the work as well as of the position the candidate should fill. Individual exercises are for 

instance in-tray exercises and role plays.  

In-tray exercises are simulated managerial tasks and represent the most common form of 

simulated working test. According to Thornton and Byham (1982), this kind of exercise 

occurs in 95 percent of all cases. The aim is to elicit information about the abilities as a leader 

as well as the ability of communication, planning and prioritizing, decision making and 

problem-solving. It is therefore a very useful tool when a company wants to find talented 

people who are able to fulfill leading positions now or in the near future. Furthermore, these 

tests are usually used for managerial and administrative jobs because their content can easily 

be varied in order to suit the vacancy. Usually, these exercises are constructed so that the 
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participants have to make decisions under extreme time pressure: they are given a range of 

documents and are told to solve the shown tasks and problems. However, the aim is not to 

solve all the tasks, which might be impossible due to time constraints, but each task or 

problem is constructed in order to provide information on certain competences of the 

candidate (Cooper et al. 2003; Roberts 2005; Searle 2003).  

Work simulations can also be directed to a group of participants. Thereby, group decision-

making exercises are quite similar to in-tray exercises and have the same benefits.  

Another type is one-to-one exercises which, among others, include role plays, fact-finding 

interviews and presentations by the candidates. In a role play, one can measure the 

candidate’s communication, listening and interpersonal skills, whereas in a presentation, one 

can observe challenging and persuasion skills (Searle 2003). 

The last group of exercises represents the work exercises. These include for example group 

discussions and group business simulations. Other than the above stated characteristics of a 

candidate, they additionally assess his or her tolerance of uncertainty as well as his or her 

level of stress and flexibility (Searle 2003). Group discussions are used to assess the 

managerial potential of the candidates. They provide evidence about the abilities to get on 

with people, think logically and clearly, express oneself, influence others and use one’s 

experience for solving new problems. Usually, group discussion exercises are conducted by 

posing the same problem to each participant, which they have to solve while being 

confronted with a mixture of competition and collaboration. It is of great importance to be 

aware what kind of topic should be chosen as it has to be a topic that does not favor some 

participants because of their special knowledge. Furthermore, the exercise has to reflect a real 

situation which will occur on this work level (Searle 2003; Cooper et al. 2003). 

Irrespective of whether the exercises are done individually or in groups, if they are more 

work oriented or more abstract, the purpose of them has to be clearly defined and the 

competences to be measured have to be kept in mind. In general, the more abstract the 

exercise, the more uncomfortable the participants feel. Thus, the abstract form is more often 

used for graduates. Nevertheless, even in abstract exercises, the assessors have to keep their 

focus on the competences they want to assess.  
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5.4.3 Advantages and Disadvantages 
The advantages of assessment centers in the process of finding talented future leaders for an 

organization are demonstrated in the following. By focusing on the managerial and leading 

abilities of the candidates, assessment centers are very useful to measure the suitability of the 

candidates for these leading positions. By avoiding the use of just one single selection 

method, the overall validity of the selection process is enhanced. Thereby, a better and clearer 

picture can be created and the most suitable candidate can be chosen. Moreover, assessment 

centers are also very useful for the candidates themselves. They give the opportunity to get to 

know the other candidates, to be in direct competition with them and due to the assessors’ 

involvement, the candidates get to know a great number of people from the organization. 

Furthermore, the candidates get to know the position they are applying for, which will be 

important in ensuring that they make the right decision. Even when the company selected one 

candidate as the most suitable one, he or she should have the courage to reject the offer if he 

or she feels that he or she does not fit into the company, department or job position (Roberts 

2005).  

Nevertheless, there are some disadvantages of the use of assessment centers. As they are 

appropriate for the candidates’ level of intellect and experience, some stereotyping has 

already been done and thus the danger of discrimination is always present, albeit hard to 

recognize.   

Sometimes, assessment centers are too transparent and it is thus easy for the candidates to act 

and behave in a way that will please the assessors. However, this way might not be the way 

they would really have behaved in reality. In order to avoid this problem, the longer an 

assessment center takes, the harder it will be for the candidate to disguise him- or herself and 

the better the results will be for the company.  

The most obvious disadvantage is that assessment centers are time consuming for the 

company as well as for the candidates since the preparation of the exercises needs both time 

and money. However, one has to consider that the exercises can be used for each leading 

position in the company and some exercises may even be used for completely different job 

positions. Usually, assessment centers for external people cannot take more than half a day. 

For talented graduates who want to get their first leading position or a job through which they 

will reach a leading position in the near future, time is not a big deal. Therefore, it is quite 

useful to conduct an assessment center for these applicants as they are able and willing to 

devote the time necessary (Roberts 2005). 
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To sum up, one can say that assessment centers are a widely used tool to select the right 

candidates for a job. They have a high validity but the measurement of the reliability is a 

complex issue due to the fact that they consist of several selection methods (Cook 2004). 

Still, they are especially useful when it comes to assessing candidates for managerial and 

leading positions. 

5.5 The Candidates’ Acceptability of Selection Methods 

Starting in the 1980s, there has been an increasing interest in the study on how job applicants 

view the employee selection processes of their potential future employers. In times of high 

unemployment, some companies get the feeling that they can take less notice of the 

candidates’ reactions toward the way of selecting them. But especially in times of high 

employment, the competition for good employees is great and has led the employers to think 

about how the components of their selection process can influence the attractiveness of their 

organization. Right now, there is what some call a War for Talents. Indeed, highly qualified 

people are rare and companies have to make a lot of effort and dedicate energy to attract and 

recruit them. Therefore, they have to be aware that the applicants’ view of the used selection 

methods creates – or at least sharpens – their opinion of the company, which influences their 

decision as to whether to reject or accept the offer (Ryan & Ployhart 2000; Cook 2004). 

Stinglhamber et al. (1999) went a step further and found out that candidates who did not like 

the selection process even stopped buying the company’s products.   

Steiner and Gilliland (1996) examined the favorability of selection methods. For this purpose, 

American and French students were asked to rate ten different selection methods mostly used 

at this time. The results show that American students regarded interviews the fairest, 

followed by the analysis of their CVs, work-sample tests such as the exercises of an 

assessment center and ability tests. Personality and honesty tests as well as the use of 

personal contact to get a job was rated as least favorable and unfair. The French students’ 

ratings were quite similar: they preferred work-sample tests, followed by interviews, the 

analysis of CVs and ability tests. This research confirms what Smither et al. (1993) identified. 

They found out that job candidates prefer work simulations, interviews and more concrete 

ability test. Personality tests, biodata and very abstract ability tests have been evaluated as 

less fair.  

As this studies and the literature review of Ryan and Ployhart (2000) who examined the 

literature from 1985 to 1999 have shown, the most preferred and favorable selection methods 
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are those which are job related, but the respondents do not like to be assessed on aspects they 

are not able to change, e.g. their personality. This findings lead to the problem that 

personality is the most important aspect of a leader. Thus, one has to use selection methods 

which assess the personality of the candidates. Nevertheless, the employers have to be aware 

of how the used methods affect the candidates’ opinions towards the company and thus their 

decision. 

5.6 Cultural and National Differences 

One has to be aware that there are national differences, which sometimes occur because of 

cultural differences, in the way and process of selecting employees. As we have conducted 

our interviews with interviewees from different nations (Austria, Germany and Sweden; 

altogether, students from 21 nations took part in our survey) we are going to give a short 

overview of the national and cultural selection process differences.  

In fact, this topic is crucial in times of globalization and with regard to the rise of 

multinational firms. These global companies have to consider how they can implement 

human resource practices like selection methods on a worldwide scale. In some countries, 

certain selection methods are more preferred and accepted than in other countries (Ryan et al. 

1999, p.359). As the study of Lévy-Leboyer (1994) has shown, even in Europe there are huge 

differences in the use of selection methods. She discovered that interviews and the analysis of 

the application form are used in all European countries, whereas, for instance, work-sample 

test and assessment centers are more often used in the UK, Germany and the Netherlands 

than in France and Belgium. Rynes et al. (1997) focused on US employers and asked 251 

firms, which selection methods they use to hire both graduates and experienced staff. The 

result shows that, in general, references of former employers or colleagues are the most 

frequently used methods in the US, followed by structured interviews. The same is valid for 

the selection of graduates. However, the latter are very often assessed by their educational 

achievements and grades. Ability and personality tests as well as biodata have been used less 

by the US employers.   

The differences in the variety of selection methods in Europe has been shown by the Price-

Waterhouse-Cranfield survey of selection methods in twelve western European countries, 

that has been conducted by Dany and Torchy (1994). Their research revealed that application 

forms are widely used expect in Sweden and Norway. References as selection methods are 

used all over Europe, even though they are less popular in Spain (used in 54 % of all cases), 
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Portugal (55 %) and the Netherlands (47 %). Interviews are used in all countries, especially 

in Denmark and Finland where they are implemented in 99 percent of all selection cases. 

They are least popular in Sweden (69 %) and Turkey (64 %). Psychometric tests as selection 

method are most popular in Finland (in 74 % of all cases), Spain (60 %) and Portugal (58 %). 

Ability tests are used in Spain (72 %) and the Netherlands (53 %), but not as frequently in 

Sweden (14 %) and Germany (8 %). Back then, assessment centers were not used that much. 

The highest usage rate was in the Netherlands, with 27 percent of all selection cases, and the 

average of the twelve countries has been 10.6 percent. 

As mentioned above, it is important to understand the cultural assumptions which underlie 

the choice of what kind of selection method is used. These results can be taken to modify the 

selection methods or the selection process of a global company and give advice on how the 

implementation should be done. Especially when global companies or companies who are 

going to establish a new department abroad have standard profiles for certain jobs, like 

profiles for leading positions, they have to consider that these profiles can be seen as quite 

exclusive in some countries. IKEA for example had difficulties when they expanded to 

countries of southern Europe: the Swedish home furnishing company used extensive 

screening and selection methods in order to select people whose personal values fit those of 

the organization. They listed the characteristics of a successful new applicant independently 

from the job position he or she would have at IKEA. These characteristics were regarded as 

most important in Sweden, but not in the countries of southern Europe. When a company is 

recruiting internationally, the HR department and all employees involved in the selection 

process have to understand how they can access the labor pools which are equivalent to those 

of their home country. Depending on the country, there can be differences in the education 

and local talents may have very different types of abilities and skills. Not knowing the 

educational system of the countries the applicants come from, can be obstructive to the 

recruitment because candidates with similar education from different countries may be 

neither able nor willing to do the same job. Moreover, cultural differences also influence the 

way companies can recruit. For instance, if a company wants to hire someone in China, they 

have to contact governmental agencies such as the Foreign Enterprise Service Corporation 

and local labor bureaus as well as personal connections. However, this can be seen as 

favoritism for companies from the western world, which they might rate negatively 

(Schneider & Barsoux 2003). 
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Whether the national variability of selection methods depends on the culture is not quite 

clear. Ryan et al. (1999) conducted a survey among 959 organizations in 20 countries, 

whereby they limited their research to two of Hofstede’s (1980; 1991) four dimensions that 

define cross-cultural differences: individualism/collectivism, uncertainty avoidance, 

masculinity/femininity and power distance. Ryan et al. (1999) focused on uncertainty 

avoidance and power distance because they hypothesized these two as being relevant for 

explaining cultural differences. Hofstede (1991) defined uncertainty avoidance as the degree 

of anxiety that members of a culture or society feel in uncertain or strange situations. Power 

distance expresses the extent to which people of less power in a culture or society accept the 

fact that this power is distributed unequally. Individualism indicates how tightly the 

individuals of a culture are linked with each other, whereas masculinity represents how much 

the certain culture sticks to values and roles that are traditionally male or female.  

In contrast to the study of Dany and Torchy (1994) or Lévy-Leboyer (1994), Ryan et al. 

(1999) focused on countries all over the world, e.g. Canada, Japan, Malaysia, New Zealand, 

South Africa and the United States as well as major European countries. They found out that 

cognitive ability tests are far more often used in Belgium, the Netherlands, New Zealand, 

Spain, South Africa, United Kingdom and Portugal than in the other countries. Work sample 

and work simulation exercises are applied very rarely in all countries, whereas personality or 

work style tests and exercises are used very often, especially in Belgium, France, Greece, 

Ireland, the Netherlands, New Zealand, Portugal, South Africa, Spain, Sweden and the UK. 

As former studies have shown, theirs confirms that interviews are a widely used selection 

method in almost every one of the 20 countries under consideration. Application forms are 

used in almost every country, but very little in Sweden and Greece, whereas they would 

always be utilized in a selection procedure in Japan and Malaysia. Especially for young 

talented graduates who are looking forward to reaching their first leading position, it is 

important to know that the educational qualifications are very often a basis for selecting 

applicants – at least in Belgium and Spain. As mentioned in the example of the selection 

process in China, the use of employer references differ from country to country. In Malaysia, 

they are always used, followed by countries where they are extremely often used, e.g. Ireland, 

Sweden, New Zealand, Australia, UK, South Africa and Canada. In Germany, they are least 

used, followed by Greece, Spain, Belgium, Italy and the Netherlands (Ryan et al. 1999).  
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As these results and findings of further studies have shown, there exist differences in the 

choice of selection methods due to the nation. Therefore, multinational companies that want 

to implement standardized selection practices will face – and are facing – difficulties of 

acceptance and use. A less familiar method needs further instructions and training of the 

assessors. Furthermore, the problem of the candidates’ acceptance, as introduced in Chapter 

5.5, will increase. If the employer uses a selection method which is uncommon in a country, 

the company can be seen as progressive, rigid or strange by the qualified future leaders. 

However, the study of Ryan et al. (1999) could not explain the variability of the selection 

methods merely due to cultural differences. Cultural dimensions just explained some of the 

variability in the selection practices.  

To sum up, multinational companies have to understand the national and national differences 

in recruitment norms. They need to know what disciplines, characteristics and education are 

favored in specific countries. Furthermore, they have to consider whether the values, 

experiences and skills of these educational institutions are compatible with the values of their 

own company and the requirements for the vacancy. They have to find a balance between 

their own recruitment style and imitating the local companies’ methods. They have to learn 

which local selecting norms, values and assumptions need to be respected and followed and 

which can be ignored in order to gain a competitive advantage in attracting and hiring 

talented leaders.  
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6 Interviews 

After having examined, assessed and discussed the different leadership approaches, recruiting 

strategies and selection methods, we are going to present the statements of our seven 

interviewees, followed by the analysis in Chapter 7.  

All of the following interviews have been conducted jointly by us, Benjamin Feichtinger and 

Christian Hörold. We used semi-structured interviews because we wanted to give the 

interviewees the possibility to answer our questions in an open rather than a limited way. We 

intended the interviewees to be free to explain or comment on whatever came to their mind 

while responding. Nevertheless, we used questions that we had prepared beforehand with the 

help of the theory, and that could be adapted to the answers as well as to the course of the 

interview (Barriball & While 1994). In addition, we deemed it necessary that both parties 

should take part in all interviews. If you are interested in the interviews’ transcripts, please 

feel free to contact at chbf_rs@icloud.com. 

 

6.1 Martin Pendl 

Mr. Martin Pendl is the Austrian CEO of Gruber & Kaja 

High Tech Metals GmbH with registered office in St. 

Marien/Neuhofen (Upper Austria). After having taken his A-

levels during his first job, he continued to study engineering, 

and then went on to work for Magna International Inc. Ten 

years later, he changed to his first leading position as an 

operation manager in Austria Druckguss GmbH & Co KG. 

For one year now, he has worked as CEO of Gruber & Kaja, 

which is a member of the HTI Group (High Tech Industries 

AG) and has about 335 employers. Within the HTI Group, Gruber & Kaja is a specialist for 

the development and production of lightweight components made from aluminum, and is 

therefore an important development partner in the automobile and commercial truck industry 

(Gruber & Kaja High Tech Metals GmbH 2015, further information and picture kindly 

provided by Martin Pendl).  
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Interview Setting 

The interview was conducted via Skype, i.e. by means of image and voice, on Sunday 12 

April 2015, with Martin Pendl being in his house in Graz, Austria. The conversation was held 

in German, was rather informal and lasted for approximately 38 minutes. Mr. Pendl was very 

well prepared for the interview and the answers to our questions were well-structured and to 

the point. Throughout the interview, the reference to the company’s industrial sector was 

emphasized.  

Interviewee Statements with Regard to the Research Topic 

Key aspects: Leader = manager, 70% personality, 30% expert knowledge to gain recognition 

and respect, expert knowledge less important for top management, own personality, leading 

means to direct emotions, motivational, communication abilities, social competence, goal 

orientation, decision making, being responsible, ability of migration, not polarize, team 

player, school education not of importance, no use of social media, internal and external 

recruitment, prefers internal candidates, low fluctuation, employee recommendation, no 

selection tests or assessment centers, just short interviews, motivation to get such a position, 

minimum of three years of work experience.  

For Martin Pendl, a leader and a manager are quite the same, irrespective of the hierarchical 

position of the leadership position in the company. The personality of a leader as a criterion 

for the decision of hiring or not is important to 70 percent. The last 30 percent represent the 

person’s expert knowledge. Martin Pendl deems it important that a leader possesses expert 

knowledge in order to be able to communicate on one level with his or her subordinates and 

to gain their recognition and respect. According to his experience, leaders who do not have 

expert knowledge are not successful, which is why all people in a leading position in his 

company need to have it. The only exception might be the managing board. 

In his opinion, a leader needs to have a strong personality because leading people means 

directing emotions. One is responsible for subordinates and therefore needs to be able to 

motivate them and communicate with them in an appropriate way. Furthermore, the leader’s 

social competence needs to be very high. He or she has to be a team player, needs the ability 

of migration and should not polarize. The leader has to reach the boss’s goals and must be 

willing to sometimes make unpopular decisions such as dismissing one of the subordinates.  
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These are only some criteria that are of importance whenever Gruber & Kaja is searching for 

new leaders. However, there are even more qualifications a potential future leader needs to 

fulfill. While high school education is an important factor for external candidates, it is not for 

internals. If the candidate has worked in the company for some time, then it is well aware of 

its leadership skills, and education is of minor importance. Even though it is part of HTI 

Group’s strategy to post their vacancies internally and externally, 13 new leadership positions 

in the last seven years have been filled with internal candidates. Especially in this industry 

sector, it is a very complex and complicated process to find someone possessing the expert 

knowledge required. When hiring for a specific job outside a leadership position, the expert 

knowledge is of great importance; however, it is also always an ulterior motive to determine 

whether the person might be suitable for a leadership position in the future. Generally, new 

media are not used for presenting the company, neither as a platform for searching for 

candidates in order to fill a vacancy. Besides the company’s own homepage, it does not use 

any social networking sites such as LinkedIn or its German counterpart XING. It is also very 

uncommon for this industry sector to be on Facebook. In fact, it is not necessary because 

Gruber & Kaja prefer leaders that have matured in their company. For Martin Pendl, the risk 

of hiring someone externally exceeds the chance of getting new insights and different views 

into the company through external recruitment. Naturally, the company hires employees from 

external markets, but not for leadership positions. New insights and different views are rather 

received through consulting companies and training courses for the employees. Furthermore, 

Martin Pendl is convinced that the company can always find talented people with the ability 

to lead people among their own 335 employees. Even in his former company, Austria 

Druckguss GmbH & Co KG, he always succeeded in finding potential candidates among the 

250 employees. He trusts other employees’ recommendations and, upon their advice, he 

would offer someone a leading position. Thus, the colleagues’ internal personal references 

are of great importance. If Martin Pendl has the chance to choose, he would always prefer the 

internal candidate over the external as he considers it crucial to keep the fluctuation as little 

as possible. 

Therefore, no assessment centers or other selection tests need to be used. The only method is 

small interviews with the potential internal candidates but they are mainly conducted in order 

to determine whether the candidate has the wish to get a leading position at all. In compliance 

with this, each employee who has been offered a leading position also gets the right to return 
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to their old job. In the end, the final decision of promoting someone to a leading position is 

done in a team consisting of three to four staff members.  

Whether talented people who want to have a leading position in the future can prepare 

themselves right now, was hard to tell for Martin Pendl. This is due to the fact that the 

company usually does not externally hire people for a leadership position. Also, how fast a 

graduate can reach a leadership position depends on their motivation to reach said position. 

However, according to his experience, a person for a leadership position needs at least three 

years of experience in the company until they are able to lead. Martin Pendl has never – and 

would never – directly promote a graduate to a leading position as he thinks it highly unlikely 

that they would be successful. Rather, he wants to get to know the person, their expert and 

social competences and, naturally, their abilities to lead people.  

 

6.2 Anonym (Franz Meier) 

At the request of our interviewee, we conducted this interview 

anonymously. Since this is a very common name in Austria, 

we will call him or her Franz Meier in the following.  

Franz Meier is Austrian and since seven years, he has been 

CEO of a German pharmaceutical enterprise that is a 

subsidiary of a multinational concern. His working area 

covers East Europe with an annual sale of 17 million Euros, 

and he leads 110 employees in total.  

After having completed his studies of biology with a doctoral degree, Franz Meier started 

working as a pharmaceutical representative in the respective industry. After three years, he 

was promoted to regional manager, where he led his first six employees. Until his promotion 

to managing director, he worked in the position as Marketing Manager until finally becoming 

CEO (Information provided by interviewee). 

Interview Setting 

The interview was done via telephone in German on 13 April 2015 and lasted for 28 minutes. 

On his request, we were on first name basis. Franz Meier’s answers were very clear and 



  

 Feichtinger & Hörold  77 

precise and the topic seemed highly relevant and interesting to him. We would like to point 

out in particular that he was very friendly and very willing to share his knowledge throughout 

the entire conversation. 

Interviewee Statements with Regard to the Research Topic 

Key aspects: Hunger for success, certain amount of intelligence, to take human resource 

responsibility, leadership is management, leadership and management go hand in hand, inner 

drive for success, to have the ‘Big Picture’, the great farsightedness, expert knowledge is 

unimportant, external employment agencies, head hunting, advertisements preferred on 

internet platforms, no longer print advertisement, pay according to benchmarks, assessment 

centers, interviews, training programs, institutional blindness, high potentials, leaders with 

different backgrounds, life experience and farsightedness, work experience, experience 

abroad, languages, internships, leadership seminars.  

Franz Meier does not think there is a big difference between leadership and management as, 

in his opinion, both go hand in hand. He states that “as soon as somebody takes human 

resource responsibility, it is management.” 

He is convinced that leaders possess special abilities, characteristics or traits. He pointed out 

that a certain amount of intelligence is certainly a precondition but the most important thing 

is hunger for success: leaders have an “inner drive” for being successful and always try to be 

the best. Apart from that, leaders have to be good strategists and rhetoricians. 

For Franz Meier, the focus in his work is on the objectives of the owners, which are always 

first priority. In second place come the employees as they are the potential of a company and 

therefore its greatest asset. 

In his opinion, it is not important that a leader possesses expert knowledge, rather, he states: 

“The important thing is to have the ‘Big Picture’, the great farsightedness“. In fact, a leader 

has experts for special tasks, which is why detailed knowledge is not essential for him. This 

also correlates with hierarchy: the higher the leader’s position, the less important expert 

knowledge becomes. 

Regarding the recruitment process, Franz Meier explained that the company publishes 

leading positions internally as well as externally through employment agencies that search for 

appropriate candidates (headhunting). These companies place advertisements on internet 
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platforms, but nowadays refrain from publishing in print media. Moreover, associated 

companies are doing internet research on the potential candidates. The external employment 

agencies normally do a preselection in order to present the top-5 candidates. 

“If you want the best people, you have to pay well!” As this quote indicates, the aim of the 

company is to get the best people – which can only be achieved by searching for them. Thus, 

they try to pay according to benchmarks, i.e. at least in the top 15% for equivalent positions, 

and provide an attractive environment. This includes a high bonus, an expensive car and an 

apartment for the first period of work as well as numerous training programs. 

Based on the preselection by external employment agencies, Franz Meier told us that 

normally, the company itself selects the best two candidates, which includes both internal and 

external ones. In a next step, they take part in an assessment center, which is done by an 

external company. Franz Meier stated that it is necessary that the assessment center is done 

by an external company in order to avoid being “blinded” by organizational routines. 

Especially with internal candidates, an external view is very helpful in order to extend one’s 

views on certain subjects. 

These assessment centers are hardly ever alike as they are adjusted from session to session. 

The company transmits its requirements to the external firm and together, they work on what 

is to be done in the assessment centers. He also mentioned that the latter are not only used for 

selecting leaders but also to identify the companies’ High-Potentials because “talented people 

are the capital of every enterprise”. 

When it came to the question of education, Franz Meier emphasized that he has never known 

a leader in this sector who is not academic. Nevertheless, they often come from different 

backgrounds such as biology, business administrations or medicine. “Many of them did an 

MBA afterwards,” he stated. For him, general experience and especially experiences gained 

aboard are very important for getting a leading position. Therefore, the company often sends 

employees to associated companies located abroad in order to make them gain experience 

and new perspectives. In fact, the getting to know other mentalities and mindsets is one of the 

most important elements. Thus, foreign languages, especially English, are crucial too. He 

believes that through internships, students can get an insight into the company and if they 

strive for a leading position, special seminars in leadership would definitely help.  
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Finally, the leaders’ experience as well as their farsightedness is essential. Thus, age is also a 

criterion for him and he states that he would not select a freshly graduated student for a 

leading position. Rather, three to five years of work experience is the minimum before one 

should be given their first leading position. 

 

6.3 Håkan Cöster 

Mr. Håkan Cöster is a senior consultant and owner of 

Högström & Co Management AB. As a consultant, he has a 

wide range of experience from different industries, the public 

sector as well as board experience. Having two academic 

degrees, one from Sweden and one from the US, he has made 

first working experiences as a brand manager and later as 

marketing director in the food sector in Stockholm. Then, he 

accepted the offer of becoming CEO in a confectionery 

company in Kalmar. Afterwards, he worked in different 

management positions before joining Högström & Co in 2006 and becoming partner in 2010. 

Högström & Co currently has 11 employees and is doing 100 assignments per year 

(Information and picture kindly provided by Håkan Cöster). 

Interview Setting 

The interview was done face-to-face in the office of Högström & Co in Kalmar on 17 April 

2015. Håkan Cöster was very hospitable and immediately agreed to let us take a photo of 

him. The interview was conducted in English and lasted for 39 minutes. When thanking 

Håkan Cöster for having taken the time for our interview, he kindly replied: “I think it is part 

of being a good citizen”. 

Interviewee Statements with Regard to the Research Topic 

Key aspects: Leadership you deserve from employees, manager is what the contract requests, 

not important to possess expert knowledge, expert knowledge depends on the size of the 

company and on the industry, personality test based on the Big-Five shows whether 

somebody is interested in leadership, intelligence tests, emotional intelligence, two interview 

rounds, preselection of candidates, presentation of the best 4 or 5, active in student 
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associations, internships, minimum of six years of work experience, headhunting, search for 

candidates via LinkedIn and Facebook. 

Håkan Cöster’s opinion on the relationship between leaders and managers was that a 

managerial role “is something you get on the paper from your employment and from your 

contract. But leadership, or being a leader, you deserve, I guess from your employers as well. 

And it’s hard in the long run to be a manger if you are not a leader.” 

He states that for leading positions, it is generally not important to possess expert knowledge 

but this always depends on the size of the company and the industry. However, Högström & 

Co are specialized in executive recruitment and selection and therefore try to avoid 

assignments which are based on expert knowledge. When it comes to requirements, he 

explains that for special positions such as the CFO or Financial Manager, an MBA or 

equivalent academic education is a precondition. Nevertheless, on a higher level, it is still 

more about general leadership than academic degrees. 

He explains that in the last years, he and his employees have noticed that IQ (Intelligence) 

and EQ (Emotional Intelligence) are of equal importance. He describes the latter as the 

“social ability to cooperate with other people”, which is “important to be able to manage 

people.” In fact, he made the experience that people with a high IQ are not automatically 

good at leading people and this is thus a point to keep in mind in the recruitment process. 

Håkan Cöster told us that in the first step, they work out the demanded specification with 

their client, which leads to a job profile. Then, they publish the advertisement on internet 

platforms as well as in print media. Thereby, two employees concentrate on internet research 

and head hunting and they use special tools for LinkedIn and Facebook, where they also 

search for candidates. 

The company believes that leaders have special characteristics, traits or abilities. Håkan 

Cöster himself thinks that the Big-Five personality model provides information on whether a 

candidate is suitable for a leading position or not: “It doesn’t necessarily tell whether you are 

a good leader, but it shows whether you are interested in leading other people.” Based on the 

Big-Five personality model, founder Mats Högström developed a personality test which 

includes 22 parameters that correlate with the Big-Five. “Even though we do not take the test 

literally, you have to be very careful. A personality test is just the first step to find out if 

somebody is interested in leadership.” Moreover, they also do an intelligence test with the 
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candidates: “From this we know that if you go into a complex industry you need to have at 

least an average level of intelligence – but if you come from the same industry, you can build 

on experience.” In the first interview round, ten to 15 candidates take part. After the 

following selection of the best four to five candidates, they are invited to a second interview. 

This takes part in presence of the client because in the case that expert knowledge is required 

for the position, the client can ask specific questions. 

As Håkan Cöster explains, if there are indicators that show that the candidate is rash, they 

might of course hesitate and ask a lot of questions about how he or she plans work, when and 

how he or she takes decisions, and so on in order to verify whether the profile is made up or 

complies with the applicant’s true personality. 

By the end of that day, they tell their client to remove those candidates which he thinks do 

not fit the position, hoping that there remain two or three that do. If none remain, they have to 

start all over again. 

For upcoming leaders, Håkan Cöster recommends to be more attractive for leading positions 

but he acknowledges that it is hard to get one’s own profile because education is rather 

monotonous nowadays. Therefore, he recommends that students should go abroad, do 

internships and actively engage in student associations.  

Furthermore, he states that he would only recruit a candidate with a minimum of six years of 

experience before his or her first leading position, and he would never choose a graduate. “I 

think it is good if you work a couple of years before you take on a managerial role, so that 

you get some experience and also learn from mentors, you know, you learn from them in a 

company and get some tools. Otherwise it might be tough!” Speaking from experience, he 

assured us that he had been too inexperienced when being given his first leading position as 

marketing manager at the age of 29.  

Finally, it is important for leaders that they are as happy as the team when the team is 

successful. They should be happier if the team has more success than they have on their own. 

Only when they reach this point, they really like their role. 
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6.4 Mats Bruzaeus 

Since 2005, Mats Bruzaeus has been the Swedish president 

and CEO of Garuda Japan K.K., Tokyo, Japan, a subsidiary 

of the Garuda Group which is one of Europe’s leading 

developers of tools for multiple HR purposes.  

Mats Bruzaeus studied mechanical engineering and has his 

own consulting company Matsusan Consulting in Malmö, 

Sweden. He is the former president and CEO of Anoto 

Nippon K.K. and the Swedish Science and Technology 

Counselor in Japan. Moreover, he has board experience in leading Swedish companies on the 

executive level. In 1998, he received the Order of the Rising Sun for his services in Japan 

(Bruzaeus 2015, further information and picture kindly provided by Mats Bruzaeus).  

Interview Setting 

We were given the opportunity for a Skype interview through picture and voice with Mats 

Bruzaeus, which took place on 13 April 2015 at 10:30 am. At this time, Mats Bruzaeus was at 

his house in Lund, Sweden. The conversation was rather informal and the atmosphere was 

very relaxed. In general, he illustrated his answers by giving examples from his professional 

as well as personal experiences. Due to his professional background he was also able to refer 

to the cultural differences of leadership. The interview was conducted in English and lasted 

for 40 minutes.  

Interviewee Statements with Regard to the Research Topic 

Key aspects: Leader ≠ manager, a manager is not automatically an expert, leading = to 

understand people, manager manages resources, deserve leadership, leaders are not made but 

born, leader from childhood on, capability visible very quickly, expert knowledge is 

acquirable, too much emphasis on knowledge and experience, maturity, get people to work 

with you, leadership style needs to be adapted to the culture of company and country, 

willingness to experience, similarities, to lead by words (communication skills), precision, 

delegation, focus on the bigger picture, people oriented, assess oneself, realistic view of 

oneself, headhunting is competitive business, internal candidates who are preferred by their 

boss, internal candidates very popular, personality tests, find out what the candidate is 

missing, interviews. 
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Mats Bruzaeus strongly distinguishes between leaders and mangers and claims, that the latter 

is not automatically an expert. A manager is managing resources according to rules and 

regulations, whereas a leader is somebody people want to follow. According to his 

experience, most of the managers are not leaders. Usually, they get a job as manager and 

some of them learn to become a leader over time. For him, “leading means to understand 

people” and he thinks that companies usually put too much emphasis on the experience of a 

certain candidate. The expert knowledge the leader should have according to the company 

can very often be acquired. This means that recruiters put too much emphasis on finding a 

candidate who already has experience in that field, e.g. the expert knowledge or important 

contacts. 

For Mats Bruzaeus, there are certain things that characterize a leader. People can lead in 

many different ways, but a good leader is defined as someone who, according to social code 

and business, needs to have certain properties. He or she needs the ability to “adapt the 

leading style to the prevailing business culture within the company and culture”. After 45 

years of experiences, he is certain that if a person does not have these capabilities from the 

beginning, then they do not have what is needed to be a good leader as these abilities cannot 

be learned. Of course, one can always improve but without talent it will become hard to be a 

good leader. In fact, good leaders already develop in childhood and these people just continue 

to lead later on. He even goes a step further and says that “books can be a negative force in 

that they trap you in one way of leadership.” All good leaders have similarities, i.e. common 

factors which are valid all over the world and they only adjust their styles and behaviors 

according to a specific culture. What characteristics, traits, and abilities a leader needs to 

have depends on the people he or she is leading and especially the leading of other leaders 

requires different elements. In fact, a good leader needs to be precise and be able to lead by 

words. They need to be rather strict, very self-confident and need to be able to think out of 

the box. They have to delegate tasks and need to focus on the bigger picture. Still, according 

to Mats Bruzaeus, a leader has to be more people oriented than task oriented because no one 

can lead if no one is following him or her.  

So far, he has tried to avoid helping companies in the recruiting process as his focus has 

always been on selection and assessment. Usually, the companies he helps have found their 

candidates through headhunting and recruiting companies. It is also popular to search for 

internal candidates because they already have a relation to the company. Still, the company 
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has to pay attention that persons are not just promoted because their boss likes them. Also, 

headhunting has to be seen critically as it is a competitive business that is mostly used to find 

candidates for top and middle management positions. This means that headhunters are trying 

to “sell” the candidates to a company: instead of picking the best for the job, the company 

may just pick the best among a pool of – according to the recruitment company – best fitting 

candidates. Thus, a company has to honestly tell the recruiting company if no candidate fits.  

For the selection of future leaders, Mats Bruzaeus uses Garuda’s personality tests because 

they are of good validity and reliability among leaders. “By tests and other things, you can 

usually find out what the person does not have, what people say is important for a good 

leader, for example certain abilities.” Moreover, personality tests can be used for all kinds of 

leaders, e.g. from small organizations with ten employees up to huge companies with 

thousands of employees. According to Mats Bruzaeus, these tests are also of great use for 

lower management positions. Even for smaller companies that claim not to be able to afford 

these tests, they are useful because hiring the wrong leader is a waste of time and money – 

something, that especially small to middle sized companies cannot afford. Moreover, the 

Garuda profile Mats Bruzaeus uses as test is culturally neutral and therefore valid all over the 

world.  

Furthermore, it is a useful tool for the internal talent management of the company as the test 

makes the company find out who they should pick and support to become the future leaders.  

The best advice he can give people who want to reach a leadership position in the future is to 

look at oneself, to “have a realistic view of your possibilities and capabilities” and to 

continuously assess and map oneself as well as own results. This does not have to be done via 

tests but should rather be incorporated in everyday life. Also, programs and courses about 

leadership can provide good input. Moreover, it is helpful to question things and to have a 

certain degree of experience. However, the question of how long it might take to get one’s 

first leadership position was tough. He claims that this depends on the aim of the leading 

position and it is usually “not a question of time, it is about maturity” because leadership 

means to get people to work with you. Some possess the required majority in younger years, 

others may need more time. However, he would not hire a graduate for a leadership position 

but rather give them the opportunity to develop. 



  

 Feichtinger & Hörold  85 

6.5 Dietmar Warnke 

Mr. Dietmar Warnke is the CEO of Maschinenbau Lohse 

GmbH and MARTIN LOHSE GmbH in Heidenheim, 

Germany. The two associated engineering companies are 

specialized in paper industry, fans, waste technology and 

valves and have 115 employees in total.  

Dietmar Warnke studied engineering and got his first job 

through his diploma thesis. There, he made first leading 

experiences with one subordinate. After a year, he changed to 

his present company, Lohse GmbH, and after three years he was promoted to his first 

leadership position as chief designer. At the age of 30 he became operations manager and 

three years later was promoted to his current position as CEO (Lohse GmbH 2015, further 

information and picture kindly provided by Dietmar Warnke).  

Interview Setting 

We were given the opportunity to meet Dietmar Warnke personally on 2 April 2015 at 3 pm 

in his bureau at the principal office in Heidenheim. He was very hospitable and the 

atmosphere was rather informal and very relaxed. During the interview, Dietmar Warnke had 

a lot of fun relating his experiences and thus, his answers to our questions were extensive and 

detailed. He exemplified them with personal and professional anecdotes, always underlining 

the company’s medium size and the differences in the recruitment and selection according to 

a company’s size. The interview has been conducted in German and lasted for 57 minutes. 

Interviewee Statements with Regard to the Research Topic 

Key aspects: Leaders are born, practice, experience, expert knowledge not necessary, 

communication skills, self-confidence, to have responsibility, decisive, role model, 

assertiveness, prioritize, delegation, people oriented and task oriented, school education only 

of importance in large companies, internal and external recruitment, operational blindness, 

different views, use of recruiting companies from middle management on, trust in 

headhunters, no social media use, interviews, presentations, no personality/ability/intelligence 

tests, negative acceptance among candidates, maturity, language skills, experience abroad, 

minimum experience of five years. 
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For Dietmar Warnke, leadership is a broad topic but he sees leaders and managers as quite 

the same. People who have the ability to lead are usually born with it and have the talent 

needed to develop as good leader. Moreover, he views leadership training courses critically, 

and the most important aspect is that the future leaders make their own experiences.   

According to him, it is important as a leader to have practical experience rather than detailed 

expert knowledge. However, a leader with expert knowledge can be used in more areas 

within the company. Furthermore, it may be useful to hire someone who has worked in a 

different industry in order to get a different view into the company – at least in a company’s 

trading sector.  

Dietmar Warnke claims that leading means to take responsibility. In order to be able to lead 

successfully, one needs to be self-confident and have good communication skills. Dietmar 

Warnke also reflects about his own leadership style and comes to the critical result that he 

sometimes is too direct and needs to be more talkative. Nevertheless, a leader should not talk 

lengthily because he or she has to take decisions. He or she needs to be a role model for the 

employees and thus needs to e.g. be punctual, decisive and needs to have the power of self-

assertion. He or she has to decide and set priorities very quickly and afterwards delegate the 

work.   

Due to the changes in engineering industry during the last decades (results have to be 

achieved faster and work is getting more complex), it is getting more and more important that 

leaders are people oriented and team players. In fact, these two qualities are equally 

important. Therefore, a leader needs to be task and people oriented.  

It depends on the company whether school education is essential for getting a leadership 

position. Large companies often require A-levels or even a university degree, whereas 

smaller companies do not. The experience in any kind of leadership role is more important 

for Dietmar Warnke than any kind of school education because you cannot simulate all 

leading problems at school or university.   

In order to find potential candidates, the company first searches internally before going on to 

external hiring. This is mandatory according to the workers’ council but Dietmar Warnke still 

sees it as an opportunity to get external candidates. In order to develop a company 

successfully, one needs to have employees with different views and backgrounds, so that the 

company gets diverse input. The promotion of internal candidates has the advantage that they 

know the company’s structures and processes but the risk is that they have turned a blind eye 
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to possible shortcomings. Therefore, the optimal mix of external and internal employees is 

50:50.  

It depends on the vacancy what kind of external channels are used for recruiting: usually, the 

search is done via job advertisements in print media or the internet with the latter’s 

importance increasing rapidly. The social media are not used, neither to represent the 

company nor to search and attract candidates. Dietmar Warnke states that it is uncommon in 

the industry to be on Facebook. From positions of the middle management on, the recruiting 

process is done by professional recruiting companies and headhunters that are both searching 

with the help of social media websites. Thereby, it is important to be able to trust the 

headhunters and their preselection of candidates. Even though he is aware of the fact that 

recruiting companies try to only show a candidate’s positive sides he has no problem with 

declining candidates in case they do not match the company.  

The following selection process is also often done with recruiting companies. When internal 

candidates are to be promoted to a leadership position, no selection methods are used because 

they are a small company with a familiar atmosphere in which employees in leading positions 

know their subordinates very well. When external candidates have to be selected, two 

interviews including a work-sample test are done. The first selection is carried out after the 

first interview and the remaining candidates are invited to a second interview. There, they get 

an assignment to be done within a couple of days, whose results have to be presented to the 

company. These presentations are a crucial factor for the decision making process as they 

give a lot of information about what kind of person the candidate is and what kind of 

leadership style he or she has. No personality, ability or intelligence tests are conducted. 

According to Dietmar Warnke, they might be helpful to some extend but could be perceived 

negatively by the candidates and may thus complicate the hiring process. Furthermore, too 

many requirements are combined in this kind of tests.  

In order to prepare oneself for a leading position and to have better chances to get it, people 

who want to reach such positions, e.g. students, should try to get experience in leading people 

for instance through positions in a sport club, as a class representative etc. Thereby, they can 

show that they can take responsibility and reach goals. This is even more useful than carrying 

out leadership seminars. Also, going abroad can be helpful to acquire language qualifications. 

How long it will take until a student can get a leading position after graduating depends on 

the candidate’s maturity and the size of the company because a leader needs to emanate 
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maturity, and larger companies usually have higher personal requirements for a leadership 

position than small or middle-sized organizations. He himself would pick someone for a 

leading position, who has at least five years of work experience.  

 

6.6 Robert Brüstl 

Mr. Robert Brüstl has been a HR senior consultant at 

Clariant SE for thirteen years. He is responsible for the 

German departments Gersthofen and Moosburg with a total 

of 580 employees. Clariant SE is a multinational Swiss 

chemical company with around 18,000 employees, of whom 

4,800 are located in Germany. The company is structured 

into seven business units: Additives, Catalysts, Oil & Mining 

Service, Functional Minerals, Industrial & Costumer 

Specialties, Master batches and Pigments (Clariant 

Internatioanl AG 2015, further information and picture kindly provided by Robert Brüstl). 

Interview Setting 

On 16 April 2015, we had the opportunity to realize a telephone interview with Robert Brüstl, 

with him being at his office in Gersthofen, Germany. From the beginning on, he was very 

open-minded and appreciative of our Thesis. The atmosphere was thus rather familiar. His 

answers to our questions were very precise, as detailed as could be, and they often included 

practical examples from his professional experience. Moreover, he was always available for 

further questions. Due to the fact that he had some additions and further comments that came 

to his mind when thinking back to our interview, we conducted a second one on 24 April 

2015. Both interviews were conducted in German, the first lasting for 39 minutes, plus 66 

minutes for the amendment statements. 

Interviewee Statements with Regard to the Research Topic 

Key aspects: Leader = management level, expert knowledge necessary but getting less 

important, expert knowledge depends on position, experts do not want to become leader, 

emotional intelligence is an assessment value, critical mass of emotional intelligence is 

necessary, soft skills, no authoritarian leading style, feedback culture/constructive feedback, 
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value and acknowledge the subordinates, risk taker, courage of decision making, better wrong 

decisions than none, constant desire for improvement, pursuit of excellence, get around in the 

company, no headhunting, assessment centers, interviews, presentations, hiring is a group 

decision, talent management pool, no recruitment tests, school education not necessary, 

experience, print media, internet, social media just for presenting the company, internal and 

external candidates, get new views from extern, internal candidates are preferred to be 

promoted, work life balance, hobbies, experience abroad, language skills, usually five years 

of experience, no definite amount of time. 

According to Robert Brüstl, Clariant SE in Germany divides all positions into two parts. 

Leadership positions belong to the management level which, again, consists of five different 

stages, depending on the hierarchical position of the job. Moreover, the necessity of expert 

knowledge depends on the position and was of greater importance a couple of decades ago. 

Nowadays, it is still necessary but the focus is placed on leading abilities. In the worst case, 

former leaders have been led in an authoritarian way, which was tolerated and accepted long 

ago, but cannot be used any longer today. In order to get a first job in a company, knowledge, 

school education and experience are of great importance – but people with expert knowledge, 

e.g. in chemistry, also intend to use it in their daily work. The company has thus to be aware 

that they may not be happy in a leadership position. During the interview, Robert Brüstl 

recognized that a lot of the leaders in the company are indeed chemists but that the top 

management positions are filled with business economists and businessman. 

For him, it is of great importance that a future leader has soft skills and a high emotional 

intelligence, i.e. a feeling for the situation and an instinct for interacting with people. 

Emotional intelligence cannot be learned through books or at university, which is why it is an 

assessment value that is created and developed in one’s early years, e.g. through one’s 

personal environment. Naturally, one can work on the ability later one but one can only do so 

much as change and enhance it to a certain extent. If one does not possess emotional 

intelligence at all, it is almost impossible to acquire it in later years. People who have high 

emotional intelligence are, according to his experience, good and successful leaders. 

Furthermore, a leader needs to be able to give good, respectively constructive feedback as 

this is very important for the employee. In fact, there are people who are completely resistant 

to feedback or feel personally attacked by it. In these situations it is of great importance that 

the leader knows how and in what way he or she can give feedback, otherwise there might be 
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a conflict. Therefore, it is important for the leader to value and acknowledge the subordinates 

and their work. According to Robert Brüstl, a leader needs to have the courage to take risks 

but never at the expense of security. Thus, a leader needs courage to make decisions: there is 

nothing more fatal and annoying than a leader who cannot decide, and it is sometimes better 

to make a wrong decision than none. A leader should also have the pursuit of excellence, i.e. 

the drive to constantly improve him- or herself and everything he or she is working on. 

A company’s talented people who have these abilities and might thus be eligible for a 

leadership position are identified with the help of the talent management. The latter’s aim is 

to ensure that potential talents can be systematically identified and fostered. They frame the 

talent pool of the company, which is the basis for a further leadership career. In order to be 

chosen, one usually needs about three years of work experience; the decisions of who will get 

into the talent pool are then made in the course of the annual feedback sessions with the 

employees’ bosses. Every year, a performance management process is done with the higher 

employees who do not have a leadership position yet. Thereby, the employee’s competences, 

personal goals and performance according to enterprise values are evaluated and noted down. 

Much attention is put towards how the employee has reached certain goals not only on how 

many he or she has actually achieved. If the employee has operated at full capacity, then he 

or she will be picked for the talent pool. In order to get a leading position internally, school 

education is unimportant. However, going abroad and being part of different departments is 

crucial.   

Moreover, every vacancy has to be published internally according to the worker’s council. 

Each of the 17.003 employees worldwide can apply for any job offer, including all leadership 

positions published in the internal vacancy system. Internal candidates are preferred to be 

promoted to leadership positions but if no internal candidate can be found, the vacancy is 

published externally.  

In order to find external candidates, the company uses print media and the internet. 

Headhunting was used for the management level, but is not anymore because the costs are too 

high and the results not satisfactory. Social media is only used for presenting the company 

but not for recruiting and no job advertisements are published in the social media. 

Robert Brüstl prefers to have a mix of internal and external candidate as he thinks “it is 

healthy for the company” because it is necessary to get different and new views. He does not 

see external hiring as a huge risk because both company and leader notice very fast if they 
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match or not. When it comes to recruiting and selecting, the “company is as fast-moving as 

the world has become”: if the hired leader does not fit he or she has to leave and the 

recruiting process starts again. 

Assessment centers are used for selecting the right candidate for a leadership position, with 

the kinds of methods depending on the vacant position. They may, for example, differ 

according to whether the job is promoted within Germany, regionally in Europe or even 

globally. For Robert Brüstl, is it of great necessity to work hand in hand with the specialty 

department searching for a new leader, as it is usually involved in the job interviews. The 

latter are often linked with an assessment center. Moreover, presentations in which the 

candidates have to present technical issues are used for selection. At the end of the selection 

process, a closing meeting with the location manager, the chief of the HR department Robert 

Brüstl, and the leader of the next hierarchical position takes place. Requirement tests such as 

personality, ability or intelligence tests are not used for selecting future leaders. 

In order to get a leadership position or one’s first job, everything in the candidates’ 

application is taken account of, even what kind of hobbies the person has got. That has to do 

with the candidate’s work-life balance which is of great importance to Clariant SE because 

people without a balanced work-life relation are harder to handle. Internships or student 

trainee jobs can also help to get into the company. Especially for a global company like 

Clariant SE, time spent abroad and language skills are quite important. When graduates are 

hired, they are given at least two years to get to know the structures of the company and their 

environment. Thus, a graduate usually needs five years to get a leadership position but there 

is no definite minimum amount of time and experience. Rather, it depends on the graduate’s 

leadership abilities. Talent management includes the performance management tool in which 

development steps, developing methods and the human resources development goals are 

written down. Also, the company directly asks the graduates, what they want to achieve in 

what time.  
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6.7 Thomas Stummer 

Mr. Thomas Stummer is Chief Corporate Human Resources 

Officer and Compliance Officer at Dialog 

Lebensversicherungs-AG. Dialog is specialized in biometric 

risk insurance and has 110 employees. It is part of the 

multinational Generali company with around 85.000 

employees (Generali Deutschland Holding AG, picture 

kindly provided by Thomas Stummer). 

 

Interview Setting 

The interview was done via telephone on 10 April 2015 at 2 pm. Thomas Stummer’s answers 

were very clear and precise, providing a large theoretical background. By answering our 

questions, he mentioned the views both from Dialog as well as Generali. The interview was 

conducted in German and lasted for 43 minutes. 

Interviewee Statements with Regard to the Research Topic 

Key aspects: Leader starts with the lowest position with responsibility for staff, managers are 

people in the management board, term manager is a vague word, hardly depends on the group 

a leader has to lead, leaders have to be extroverted, depends on the group size whether a 

leader should possess expert knowledge, task oriented means leading in an authoritarian way, 

leaders have to adjust their leading style, about half job advertisements and half head hunting, 

publishing on internet platforms, three-step interview, semi-structured interviews, analyzing 

CV, job references, critical interviews questions, assessment centers, leaders get constant 

training, staying abroad, language qualification, internships and working are important for 

building a network. 

Thomas Stummer explains that the discussion of the term ‘leader’ vs. ‘manager’ is only a 

matter of definition. For him, leaders start with the lowest position, e.g. with responsibility 

for staff or team leaders. Managers, on the other hand, are people in the management board or 

executive committee. For him, all positions related to staff responsibility are leaders and he 

thinks that the term manager is a rather vague word. 
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Both Dialog and Generali do not have a guideline of what traits, characteristics or abilities a 

leader should possess. As Thomas Stummer said, “in literature there is a philosophical 

discussion whether it makes sense to select people by traits, characteristics or abilities.” He 

believes that it hardly depends on the group a leader has to lead or on the lived leading style 

in the department or company. Even though he told us that leaders have to be extroverted, 

many leading abilities still cannot be generalized. 

He also believes that the group atmosphere needs to be assessed before hiring someone is 

decided because what kind of person needs to be selected depends on the existing group. 

Either the group is a functioning team already, which would mean that a rather calm leader 

can be selected, or the team needs change, in which case the leader selected needs a high 

sensitivity and assertiveness. 

Regarding the question whether leaders have to possess expert knowledge, Thomas Stummer 

stated that it largely depends on the size of the group: in the center of a big group is 

management and leading function and therefore the people orientation, whereas in a small 

group, the leader has to advise and needs expert knowledge. 

He also states that a leader, in contrast to what the literature says, needs professional 

knowledge in order to avoid tensions within the team. He proves this with his own 

experience, where frictions occurred out of a lack of knowledge.  

For Thomas Stummer, task orientation means to lead in an authoritarian way and to distribute 

and monitor the tasks. People oriented, on the other hand, means that the employees are in the 

focus and the leader helps to fulfill aims and supports the employees. Hence, it is a question 

of leading style that depends on the team’s maturity. “If I lead young employees, then the 

vocational and psychological maturity is not yet so pronounced. Here, I have to lead more 

task oriented.” Also, he has the opinion that leaders have to adjust their leading style 

according to situational factors. 

Thomas Stummer told us that when he searches for leaders, he first has a look at what kind of 

leader is needed. For finding them, Dialog uses 50 % job advertisements and 50 % 

headhunting. Basically, all open positions are announced internally as well as externally. For 

publishing, they use internet platforms such as Handelsblatt and print media such as 

Süddeutsche Zeitung. They also have profiles on the social media platforms Xing and 
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LinkedIn, but not especially for recruitment or the publishing of job advertisements. Rather, 

they use them to establish contact to possible candidates. 

For the selection of candidates, Dialog uses three-step interviews. These are semi-structured 

interviews, where the interviewer handles the prepared questions and adjusts them during the 

interview. The CV also has a great impact because it shows what the candidate has already 

done, especially what kind of experience he or she has. Job references are also important 

because an experienced human resources specialist can draw a lot of information from them, 

even if it is often said that these references are confusing. For higher positions concerning the 

company, they do assessment centers carried out by consulting companies. He made clear 

that he is no supporter of personality and intelligence tests because they can intrude one’s 

personal rights and he is not sure whether they provide reliable results. Instead, he prefers 

asking critical questions as they provide useful information. Even though they are no magic 

bullet, they still outweigh psychological and intelligence tests. 

Generally, he stated that he would not prefer an external candidate, even if the needed 

qualification exactly fits the demanded, because “if the person is right, then he or she will do 

it, and is better than an external candidate because he or she knows the company. But if you 

are in doubt, then don’t do it!” 

Regarding future talented leaders, he explained that the supervisors do assessment interviews 

with the employees every year, where the future career is discussed. Moreover, assessment 

centers are done in order to identify high potential as well as to compare the assessment 

interviews’ and centers’ results. Assessment centers often show that the subjective opinions 

are not confirmed by the outcomes of the assessment centers. Thereafter, feedback meetings 

discuss results and mid-term planning is done where actions for the identified high potentials 

such as trainings, additional qualifications or work in other departments are planned. Also, 

leaders get constant training every two years to improve their leading abilities. 

He points out that staying abroad is a big criterion for students to be more attractive for 

companies. Language qualifications are a critical point especially in a multinational concern, 

where meetings in English are common. Also, internships as well as working while studying 

are important for building a network. When it came to the question of whether he believes 

that leadership courses and trainings during studying positively influence a further leading 
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career, he answered that he thinks it better to do leadership courses and training within the 

company. 

He also observed that university graduates often have a difficult self-image. Indeed, many 

believe that their career starts after their first job and they often are disappointed. “It always 

depends on the person. There are some who are able to cope with people, but some are not.” 

A classical start of one’s career is often when graduates are given staff responsibility, and 

after some years get their first leading position, e.g. as a group leader or proxy position. 

It also largely depends on the person, whether he or she generally wants to become a leader 

or prefers to be an expert. Nevertheless, Thomas Stummer stated that after five years of 

working experience, the employees should know in which direction they want to go.   
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7 Analysis of the Interview Findings 

In the previous Chapters, we discussed the recruitment and selection of leaders as well as the 

leadership theories from a theoretical point of view. Chapter 6 represented individual 

opinions and statements with regard to the research topic.  

Our theory is grounded in the literature review of Chapter 3 to 6, the individual interviews 

including personal statements, opinions and experiences as well as the questionnaire among 

students which is presented in Chapter 7.  

In the following Chapter, we are going to show how the collected data from the interviews 

leads to the theory we have created. 

7.1 Open Coding 

As explained in Chapter 2.1.1.1 Open Coding, we read the transcribed interviews line by line 

and word by word in order to gain as much information as possible. Simultaneously, we 

created a list for each interview, in which we collected the information in the form of key 

aspects. Next, we combined these and searched them in order to find similarities and patterns. 

We recognized that many interviewees had similar key aspects, which we summarized under 

one umbrella term. In the spirit of Grounded Theory, this led to a long discussion with the 

final result of creating 14 subcategories: 

1. Opinions of Leadership 
2. Traits of Leaders 
3. Skills of Leaders 
4. Leadership Styles 
5. Recruitment Strategies 
6. External Recruitment 
7. Social Media 
8. Advertisement 
9. Personal Networks 
10. Tests 
11. Past Performances 
12. Interviews 
13. Combined Methods 
14. Experiences 
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For better being able to allocate the keywords, every keyword is provided with a letter 

indicating the interviewee: F. Meier (A), R. Brüstl (B), H. Cöster (C), M. Bruzaeus (M), M. 

Pendl (P), T. Stummer (S), D. Warnke (W). 

 
1. Opinions of Leadership 

● Leader = manager (P, A, W) 
● Leader = management level (B) 
● Leadership you deserve from 

employees, manager is what the 
contract requests (C) 

● Deserve leadership (M) 
● Manager manages resources (M) 
● Leader ≠ manager (M, C) 
● Leader starts with the lowest 

position with responsibility for 
staff, managers are people in the 
management board (S) 

● Term manager is a vague word (S) 
● Leading = to understand people 

(M) 
● Leaders are not made but born (M) 
● Leaders are born (W) 
● Leader from childhood on (M)  
● Get people to work with you (M) 
● Similarities between leaders (M, A) 
● Leadership is to have staff 

responsibility (W, A, S) 
● leaders have an own personality (P) 

 
2. Traits of Leaders 

● Goal orientation (P) 
● Hunger for success, inner drive for 

success (A) 
● Motivation to get such a position 

(P) → inner drive 
● Constant desire to improve, pursuit 

of excellence (B) 
● Critical mass of emotional 

intelligence is necessary (B, C) 
● Emotional intelligence is a 

predisposition (B) 
● Leaders have to be extroverted (S) 

● Risk taker, willingness to 
experience (M, B) 

● Being precise (M) 
● Certain amount of intelligence (A) 
● Assertiveness (W) 
● Courage of decision making 

 → better wrong decisions than 
none (B, P, M, W) 

● Self-confidence (W) 
● Assess oneself (M) 
● Realistic view of oneself (M) 

  
3. Skills of Leaders 

● Communication skills (P, W) 
● 70% personality, 30% expert 

knowledge to gain recognition and 
respect (P) 

● Expert knowledge less important 
for top management (P, B, W, A, 
S, M, C) 

● Motivational (P) 
● Social skills (P, W) 
● School education not of importance 

(P, B) 
● School education just of 

importance in large companies (W) 
● To have the ‘Big Picture’ – the 

great farsightedness (A) 
● Expert knowledge is not necessary 

(A, W) 
● Expert knowledge is acquirable 

(M) 
● Not important for leaders to 

possess expert knowledge – expert 
knowledge depends on the size of 
the company and on the industry 
(C) 
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● Hardly depends on the group a 
leader has to lead, depends on the 
group size whether a leader should 
possess expert knowledge (S, B) 

● Language skills (A, B, S, W, C) 
● A manager is not automatically an 

expert (M) 
● Focus on the big picture (M) 
● Too much emphasis on knowledge 

and experience (M) 
● Delegation (M, W) 
● Expert knowledge necessary but 

becoming less important (B) 
● Prioritize (W) 
● Hobbies (B) 
● Capability visible very quickly (B, 

M) 
 
4. Leadership Styles 

● Leading means to direct emotions 
(P) 

● Leading by words (M) 
● Being responsible (P) 
● Ability of migration (P) 
● Ability to avoid polarizing (P) 
● Team player (P, W) 
● Takes human resource 

responsibility (A) 
● Task oriented means leading in an 

authoritarian way (S) 
● Authoritarian leading style not 

applicable (B) 
● People oriented (M) 
● People oriented and task oriented 

(W) 
● Role model (W) 
● Feedback culture/constructive 

feedback (B) 
● Value and acknowledge the 

subordinates (B) 
● Work-life balance (B) 
● Leaders have to adjust their leading 

style (S) 

● Leadership style needs to be 
adapted to the culture of company 
and country (M) 

 
5. Recruitment Strategies  

● Internal and external recruitment 
(B, P, S, W) 

● Prefers internal candidates (P, B)  
● Low fluctuation (P) 
● Training programs (A) 
● Operational blindness (A, W) 
● High potentials (A) 
● Leadership seminars (A) 
● Internal candidates very popular 

(M) 
● Internal candidates who are 

preferred by their boss (M) 
● Leaders get constant training 
● Talent management pool (B) 
● External leaders with different 

backgrounds (A) 
● Pay leaders according to 

benchmarks (A) 
● Attracting leaders through 50 % 

job advertisements and 50 % head 
hunting (S) 

● Get new views from externals (B, 
W) 

● Hiring is a group decision (B, P) 
 
6. External Recruitment  

● External headhunting (A, C, M) 
● No headhunting (B) 
● Headhunting is competitive 

business (M) 
● Use of recruiting companies from 

middle management on (W) 
● Trust in headhunters (W) 
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7. Social Media  
● Search for candidates via LinkedIn 

and Facebook (C) 
● Social media just for presenting the 

company (B, S) 
● No use of social media (P, W) 
● Research about potential 

candidates (A) 
 
8. Advertisement 

● Advertisements preferred on 
internet platforms (A)  

● No longer print advertisement (A) 
● Publishing on internet platforms 

(S, B, W, C) 
● Print media (B, W) 

 
9. Personal Networks 

● Internships (A, P) 
● Active in student associations (C) 
● Internships and working are 

important for building a network 
(S) 
 

10. Tests 
● Personality tests based on the Big-

Five show if somebody is 
interested in leading (C) 

● Personality tests help to find out 
what the candidate is missing (M) 

● Intelligence tests (C) 
● Negative acceptance of tests 

among candidates (W) 
● No personality/ability/intelligence 

tests (W, P, B, A, S) 
● Work samples, presentations (W, 

B) 
 
11. Past Performances 

● Employee recommendation (P, W) 
● Analyzing CV (S, B) 
● Job references (S, B) 

12. Interviews 
● Just short interviews (P) 
● Interviews (A, B, M, W) 
● Two interview rounds (C) 
● Three-step interview, semi-

structured interviews (S) 
● Critical questions (S) 
● Preselection of candidates (A, C, S, 

W)  
 
13. Combined Methods 

● Assessment centers (A, B, S) 
● Assessment centers with pre-

selected candidates (A, C) 
● Interviews and work sample 

presentations (B, W) 
● Personality tests and interviews 

(M) 
● Personality & intelligence tests and 

interviews (C) 
● Interviews and assessment centers 

(A)  
 

14. Experiences 
● Minimum of three years’ work 

experience (P) 
● Minimum of five years’ work 

experience (W) 
● Minimum of six years’ work 

experience (C) 
● Usually five years’ work 

experience, but no definite amount 
of time to get a leading position (B) 

● Life experience and farsightedness 
(A) 

● Work experience (A, W) 
● Maturity (M, W) 
● Practice (W) 
● Experience abroad (A, B, S, W) 
● Get around in the company (B) 
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7.2 Axial Coding 

In this step, we were searching for main categories based on the first categories we found in 

the Open Coding process. These main categories were developed through a permanent 

comparison between the collected data and founded subcategories. Although we mostly 

summed up the subcategories into main categories, it was necessary to rework some of the 

first. These 14 categories represent the requirements of a leader, the attraction and the 

selection of future leaders, which led us to the following three main categories: 

1. The profile of requirements for successful leaders. 
2. Attracting and finding potential leaders. 
3. Selecting the appropriate leaders. 

In the following paragraphs, the reader will be able to see how and why we came to these 

three main categories. They represent the pillars of the process of finding successful talented 

future leaders. As we see it as a process, it is only natural that the main categories become 

blurred in some areas. 

7.2.1 The Profile of Requirements for Successful Leaders 
This main category deals with the requirements a leader needs. Through analyzing the 

interviews and aggregating the findings, we found a wide spectrum of different opinions and 

statements. 

First, a discussion about differences between leaders and managers – which is also present in 

the literature – appears in our interviews. In fact, we heard many different opinions regarding 

the relationship between the two terms, in general supporting two different perspectives. On 

the one hand, the German interviewees stated that these terms mean almost the same. We got 

to hear that managers possess higher positions than leaders or are part of the board of 

directors. This may indicate a language barrier because the historical background of the 

verbatim translation of ‘leader’ into German is not applicable. We were aware of this 

problem and tackled it by using appropriate synonyms.  

On the other hand, the two interviewees Mats Bruzaeus and Håkan Cöster, who help 

companies to find appropriate leaders, clearly stated that ‘leader’ is not a synonym for 

‘manager’. Håkan Cöster claimed that while “leadership you deserve from employees, 
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manager is what the contract requests”, and Mats Bruzaeus stated that “leading is to 

understand people” but a “manager manages resources”. 

Second, as previously described in Chapter 3.1, many authors have found a large collection 

of different traits that are important for leaders. This variety is also reflected in the different 

answers we got from our interviewees. What stands out is that four of them told us that 

‘courage for decision making’ is a universal trait. Two stated that leaders are ‘risk takers’ and 

possess the ‘willingness to experience’. For us, this goes hand in hand with the aspect of 

courage because most decisions are negatively affected by uncertainty. In our opinion, this is 

closely related to ‘inner drive’ which was mentioned by three of the seven interviewees. In 

the meta-analysis of Northouse, it appeared that he also identified ‘drive’ as one characteristic 

of a leader, which can be explained as ‘the desire to get things done’, ‘goal orientation’ or as 

‘the hunger for success’. Thomas Stummer moreover mentioned one of the Big-Five 

personality traits, namely ‘extroversion, and stated that “he had never seen a leader who is 

introverted”. This concords with the findings of Judge et al. (2002) who found out that 

‘extraversion’ correlates with the effectiveness of leadership (ρ=.31). Furthermore, 

intelligence and emotional intelligence were issues for our interviewees. Especially Håkan 

Cöster and Mats Bruzaeus pointed out that a ‘critical mass of emotional intelligence is 

necessary’, i.e. a ‘precondition’ for leaders. As mentioned in Chapter 3.1, research about the 

trait approach after the 1990s highlighted that emotional intelligence is crucial for leaders. 

Northouse (2013) found out that intelligence and sociability which is closely related to 

emotional intelligence are one of the five characteristics of leaders. Beside the already 

mentioned traits, ‘precision’, ‘assertiveness’, and the ‘realistic view about oneself’’ were also 

seen as traits that characterize leaders. In our interviews, the discussion whether these traits can 

change or be learned over time developed. 

Third, in the answers we also found parallels according to the skill approach explained in 

Chapter 3. As described, Katz says that “skills are what leaders can accomplish, whereas 

traits are who leaders are” (Northouse 2013, p.44). In his model, he defines three categories 

of skills which effective leaders should have: technical, human and conceptual. 

We could observe that the importance of these three categories varies depending on the 

leaders’ positions. This accords with Katz’s (1955) opinion, who came to the same result. 
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The category technical skills comes along with expert knowledge. Generally, all our 

interviewees agreed that expert knowledge loses importance the higher the leader’s position 

in the organization’s hierarchy. Franz Meier told us that it is important to see the ‘Big 

Picture’, i.e. ‘to have an overview about the main processes’ or ‘the great farsightedness’. 

Our interviewees from the metal processing sector placed more emphasis on expert 

knowledge than the interviewees from other sectors. Martin Pendl described that expert 

knowledge in this branch is essential in order to gain recognition and respect because without 

it, discussions with followers would be difficult. This was confirmed by the two consultants 

Mats Bruzaeus and Håkan Cöster, who claimed that the extent of expert knowledge needed 

depends on the branch where the leader is active. Thomas Stummer added that the degree of 

expert knowledge depends on the size of the group the leader has to lead. Håkan Cöster and 

Dietmar Warnke, in turn, explained that the leader’s field of responsibility also plays an 

important role. Håkan Cöster stated that leaders such as Chief Financial Officers (CFO) 

normally need a higher extent of expert knowledge than Chief Executive Officers (CEO). 

Katz’s (1955) category of human skills can be described with the “knowledge and ability to 

work with people” (Northouse 2013, p.44). It strongly overlaps with the previously described 

emotional intelligence and sociability. In our opinion, the ability to work with people is a trait 

but also a skill. This is shown by our interviewees’ answers that did not distinguish between 

traits or skills: Mats Bruzaeus and Håkan Cöster for example claimed that social skills can be 

developed if a basis is given. Beside emotional intelligence and social ability communication 

skills are of high importance for our interviewees. Regarding communication, five 

interviewees mentioned that language skills and especially foreign languages are vital. 

The category conceptual skills is the “ability to work with ideas and concepts” (Northouse 

2013, p.46). Essential elements are the creation of a vision and strategy. Although we read 

the transcribed interviews line by line, word by word, very accurately, we were unable to find 

statements which indicate that leaders need to provide a vision for their followers. Only Franz 

Meier mentioned that a leader has to be a good strategist. An explanation for this could be 

that four of our seven interviewees do not hold management positions and that the focus of 

our questions was more directed to lower management positions. As mentioned in Chapter 

3.2.1, conceptual skills are essential merely at the top management level. 

Fourth, another established approach is the style approach that has been explained in Chapter 

3.3, and instead of concentrating on the characteristics of leaders, focuses on their behavior. 
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Thus, it suggests two ways how leaders can behave: people and/or task oriented. It should 

first be noted that every interviewee reports that people orientation is without doubt 

extremely important because employees are ‘the most valuable asset’. Nevertheless, the 

answers varied when it came to task orientation: Franz Meier and Dietmar Warnke held the 

opinion that people orientation alone is not enough because for them, people and task 

orientation is important. By analyzing their opinion with the Leadership Grid on page 28, 

they prefer the Team-Management-Leading-Style that has a strong emphasis on both 

orientations, and the Middle-of-the-Road Management which means to have an intermediate 

concern for tasks as well as for subordinates. By analyzing the other five interviews, we came 

to the result that they are highly concerned about people and do not place that much 

importance on tasks. Therefore, we would assign them the Middle-of-the-Road Management 

and the Country-Club Management which denotes a low concern about tasks but a very high 

one about people. 

Regarding leading style, Martin Pendl explained that leading means ‘to direct emotions’, to 

be a team player and to not polarize. Thomas Stummer and Robert Brüstl, on the other hand, 

held the opinion that task orientation means leading in an authoritarian style, which is, 

however, not applicable. Summing up, people orientation is not only an advised leading style 

in the literature, but it is also well-known and promoted in practice. We hope that people 

orientation is exerted to the extent our interviewees told us.  

Fifth, we found out that Thomas Stummer and Mats Bruzaeus mentioned that leaders have to 

adjust their leading styles to the culture of a company as well as to cultural settings. The 

contingency approach especially focuses on the situations leaders are acting in. These two 

statements goes along with Fiedler’s (1967) findings that a leader’s effectiveness always 

depends on how his leadership style matches the context. 

Sixth, although the New Leadership Approach (Chapter 3.5) is highly promoted in the 

literature, our interviewees did not particularly mention it. They only stated minor issues 

which are associated with the New Leadership Approach. Håkan Cöster explained that 

leaders should put their own interests in second place and put more emphasis on the team’s 

success, which is in fact part of the Authentic Transformational Leadership as this is 

concerned with the collective good. 
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Martin Pendl and Dietmar Warnke also stated that leaders should be role models for their 

followers, which is one of five specific types of behavior of charismatic leaders. Moreover, 

Martin Pendl explained that leaders should motivate their followers, which is an indicator for 

transformational leadership, as explained in Chapter 3.5. 

After having taken into consideration the analysis of our interviews and the literature, we 

could say there is no clear definition by which a leader can be denoted. Our purpose was to 

ask what our interviewees think is important for being a good leader. Thereby, we did not 

provide any examples of traits, characteristics, abilities or styles so as to ensure that their way 

of thinking would not be led in a special direction. We had the feeling that they answered our 

questions honestly and with their best knowledge. 

Our aim was to get an overview of what our interviewees deem necessary for future leaders, 

in order to better understand and analyze their way of finding and selecting them. We also 

asked the questions about leadership, in order to know what kind of leaders our interviewees 

are searching for. Although there has been done a lot of research about what marks a leader, 

we believe that this is still an area for further research. 

7.2.2 Attracting and Finding Potential Leaders 
Another key issue that has been mentioned by the interviewees is the problem of attracting 

and finding candidates. The subcategories recruitment strategies, external recruiting, social 

media, advertisement and personal networks can all be summed up in this main category.  

All interviewees differentiated between internal and external recruitment. As stated in 

Chapter 4.1, the first step for the interviewees was to identify the target group of candidates. 

According to the interviewees, they try to get as many applicants as possible to have the 

highest likelihood of finding the one that fits best. Nevertheless, promoting internal 

candidates is very popular among companies, at least according to what Mats Bruzaeus told 

us. This was confirmed by most of the other companies we have interviewed: Martin Pendl, 

Thomas Stummer, Robert Brüstl and Dietmar Warnke all prefer internal candidates. As 

Martin Pendl stated, it is a goal for the company to have a low fluctuation of employees, 

including all leaders. Even though they prefer finding and promoting their “high potentials” 

(Franz Meier), they have to be aware of the danger of operational blindness (Franz Meier and 

Dietmar Warnke), and that some internal candidates will be promoted because they are 

preferred by their boss (Mats Bruzaeus). For Franz Meier, it is further important to get 
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external leaders with different backgrounds and Robert Brüstl also views it as “healthy for the 

company to have a potpourri” of leaders. This attitude is supported by Dietmar Warnke and 

Robert Brüstl who both see external candidates as an opportunity to get fresh ideas. Only 

Martin Pendl would prefer an internal candidate if he has the choice because the risk of hiring 

someone external who is unfitting is too high.  

Especially in bigger companies, like Clariant SE, and Generali including Dialog, internal 

talent management is a widely used tool to find a pool of talented people with the abilities to 

get a leadership position in the future. In larger companies, this is usually the first step to get 

a leading position as the selected talents are being prepared through training programs and 

leadership seminars (Franz Meier).  

The next step, the job analysis and the range of requirements can be seen in Chapter 4.1, 

where it is stated what requirements the future leaders of a company need to have. As can be 

seen, the interviewees follow Roberts’s (2005) approach of PERSON specification, which is 

presented in Chapter 4.1. Whether the interviewed companies are doing this consciously or 

unconsciously could not be identified through the interviews.   

The interviewees stated that they search for candidates with certain personal attributes and 

characteristics. Furthermore, the experience and records of the candidates, which can be seen 

in Chapter 7.2.2, are of great importance to get a leadership position in the interviewees’ 

companies. Also, the applicants’ skills are necessary to perform the job successfully. The 

next specification is the match between the candidate and the company and its culture. In 

fact, this was one reason why many of the interviewees preferred internal applicants. 

However, as Mats Bruzaeus and Robert Brüstl said, companies find out very quickly if the 

newly hired leader does not fit the company and according to Robert Brüstl, it is no problem 

to fire them even after a short time. In order to avoid the latter, it is useful to select potential 

candidates in a group (Robert Brüstl, Martin Pendl). The last point of Roberts’s PERSON 

specification is the candidates’ needs and expectations. According to the interviewees, this is 

especially important for internal candidates because the company needs to talk to their 

employees in order to find out what plans they have (Robert Brüstl). It might be the case that 

employees who are seen as able and talented to reach a leadership position in the company, 

do not even want it. Thus, the company has to take into account their wishes too.  

The third recruiting step, the development of job applications, does not seem to be that 

important to the interviewed companies. None of them mentioned that the content and 
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structure of a job advertisement have an influence on who is applying for the leadership 

position.  

However, the research of Den Hartog et al. (Den Hartog et al. 2007) has shown that most 

companies use specific language matching certain leadership approaches in order to attract a 

special type of leader. For further information please have a look at Developing the Job 

Advertisement in Chapter 4.1. Even the companies we have interviewed should be aware that 

the advertisement has an impact on the candidates that are going to apply. The only 

interviewee who touched upon the job description was Franz Meier, for whom it is important 

that the position’s salary is indicated. 

The fourth step is the publishing of the leadership advertisement, and our findings confirm 

what is stated in the theory. As claimed in Chapter 4.1, vacancies in larger organizations are 

first advertised internally, and indeed, the interviews revealed that even in medium-sized 

companies, this is the first step. A reason for this may be, that it is mandatory for some 

companies because of the workers’ council (Dietmar Warnke, Robert Brüstl and Thomas 

Stummer). Larger companies such as Clariant SE or Generali have their own intranet 

platform for publishing all vacancies worldwide in order to give all employees the chance to 

reach the next career level.  

In order to find and attract also external talents who can become leaders in their companies, 

most of the interviewees use headhunters. Four out of five companies (Dialog, Lohse, Gruber 

& Kaja, German pharmaceutical concern) which we have contacted and which are not in the 

consulting industry, stated that they frequently use headhunting. Dietmar Warnke of Lohse 

GmbH pointed out that it is not used for the lowest management level because this would be 

too costly. Thus, it is used from the middle management level onwards. Only Robert Brüstl 

from Clariant SE stated that they do not use headhunting anymore as, with around 30,000 € 

per order, it is too costly and the results were unsatisfactory. Thomas Stummer attracts future 

external leaders through both job advertisements and headhunting. 

Moreover, Mats Bruzaeus who has 45 years of experience in the field of recruitment and 

selection, warned that headhunting is a competitive business because headhunters and 

recruiting agencies try to make their candidates better than they actually are. Therefore, it is 

of great importance that the further steps of the recruiting and selecting process are 

supervised by the companies, as is the case with Högström & Co Management AB. Dietmar 
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Warnke is aware of that and thus stated that the company needs to have a good relationship to 

the recruiting company so that they can trust them with selecting appropriate candidates.  

Apart from recruiting companies, all interviewees publish their job advertisements online. 

Thomas Stummer, Dietmar Warnke, Robert Brüstl, Franz Meier, Håkan Cöster are publishing 

their advertisements on external online vacancies platforms. Some companies, e.g. Clariant 

SE, Lohse and Dialog still sometimes use print media to find future leaders, but this is 

becoming less and less popular. Others like Franz Meier are no longer using print media 

because they believe people no longer search them for jobs. As mentioned in Chapter 4.1, 

focusing on online platforms only can be risky because there are still talented people 

searching through local and regional newspapers or professional journals. Global companies 

such as Clariant or Generali moreover have to be aware of cultural differences in the 

candidates’ search for new jobs (see Chapter 4.1 step four).  

As mentioned in Chapter 4.2, social media can also be a powerful recruiting solution and they 

can help to find and attract talented people for a shrinking internal talent pool or for finding 

people who can immediately fill a leadership position. LinkedIn for example has more than 

347 million members and the German counterpart XING has 15 million, of which 8 million 

speak German. As Dietmar Warnke and Håkan Cöster mentioned, social media is used by 

external recruiting companies to find potential candidates who can be presented to the 

company. Högström & Co Management AB, for instance, searches especially via LinkedIn 

and Facebook, for potential candidates. Whereas Robert Brüstl, from Clariant, and Thomas 

Stummer from Dialog trust social networking sites only for presenting the company online or 

to make potential candidates aware of their company. However, they do not publish any 

vacancies on these sites. Likewise, Martin Pendl and Dietmar Warnke do not use social 

media at all, and claim that it is highly uncommon for their sector to be present on such 

websites. It is interesting that the German pharmaceutical concern of Franz Meier uses social 

media to do research about their applicants by instructing a company who is searching 

through social networking sites in order to find out more about the candidates and how they 

present themselves. 

The interviewees said that it is necessary to create a personal network. For Franz Meier and 

Martin Pendl, it is of great use to do internships, e.g. at companies one wants to work in later 

on. For Thomas Stummer, internships or other working experience during one’s studies are 

necessary to gain first experiences and to build up a network. According to Robert Brüstl, it 
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can already be helpful to write a thesis in corporation with a company one wants to work for 

in the future. In contrast, for Håkan Cöster it is helpful to be in student associations to create 

a first network.  

To sum up, external recruitment is as important as internal one. For six out of seven 

interviewees it is crucial to have a mixture between internally developed and external leaders. 

Even for companies which prefer to search internally, it is of great importance to find 

potential talented people, who can be attracted and recruited and remain within the company. 

In order to find candidates, internet platforms replace the traditional media advertisement 

through print media. As stated in Chapter 4.2, social media can be helpful for the recruiting 

process, but the results of the interviews show that it is only used among interviewees in the 

consulting business. The other five companies only present their companies online, or do not 

use online media at all. None of them uses social networking sites as a platform for the direct 

search for potential candidates and only one company applies it as a method for the pre-

selection of candidates. This leads us to the next main category, the selection of appropriate 

leaders. 

7.2.3 Selecting the Appropriate Leaders 
The last central issue that has been mentioned by all of our interviewees is the selection of the 

best candidate. This main category emerged from the subcategories tests, interviews, 

combined methods, past performance and experience.  

As Roberts (2005) and Cook (2004) state, interviews are the method most often used in 

selection decisions as they have the highest reliability. This can be confirmed by all our 

interviews because each of the questioned uses them in order to select future talented leaders. 

Thomas Stummer implements a three-step interview that is semi-structured and thus the same 

kind of interviews we have used: the interviewer handles the prepared questions variably and 

adjusts them during the interview, always paying attention to the answers and the flow of the 

conversation. Also, he confronts the interviewees with critical questions in order to challenge 

them. Högström & Co Management AB uses two to three interviews in their selection 

process in order to find potential candidates which can then be presented to the company. 

Furthermore, interviews are used as a preselection of candidates by Franz Meier, Håkan 

Cöster, Thomas Stummer and Dietmar Warnke. The only one of the seven interviewed 

companies that uses merely short interviews for offering promotion is Gruber & Kaja. Martin 
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Pendl uses these interviews in order to find out whether the employee is interested in filling a 

leadership position at all.  

Moreover, interviews are seen as very fair by all candidates. As explained in Chapter 5.5, the 

research of Steiner and Gilliland (1996) and Smither et al. (1993) showed that interviews are 

the selection method that is deemed the fairest and thus most accepted.  

As demonstrated in Chapter 5.3, personality tests may also be a useful selection method to 

find the best fitting candidate for a leadership position. This is why Mats Bruzaeus and Håkan 

Cöster use them in their selection processes. The personality test of the Högström & Co 

Management AB is based on the Big-Five, and they obtain good results for selecting the most 

appropriate candidate. This is confirmed by Judge et al. (2002) who found out that there is a 

strong relationship between the Big-Five and the effectiveness of leadership (see Chapter 

5.3). According to Håkan Cöster, personality tests can also be implemented to find out 

whether the candidate is interested in leadership, but he warned not to take the test too 

seriously. Indeed it does not always show whether the candidate is a good leader but it merely 

mirrors his willingness to and interest in leading people. Therefore, the test merely serves as a 

basis for developing follow-up questions for the final interview. Thereby, one can determine 

whether the test profile mirrors one’s true personality. Mats Bruzaeus said that “personality 

tests are usually good among leaders” as one can find out what the candidate needs to work 

on when it comes to his or her leadership abilities. Furthermore, he sees these tests as quite 

useful for lower management positions in order to assess whether the candidate has the ability 

to start a leadership career. Otherwise, the company might waste time and costs for hiring the 

wrong person. Therefore, these tests are of great use in smaller companies because hiring the 

wrong candidate is something they cannot afford. Even for globally acting firms they are 

useful because according to Mats Bruzaeus’s experience with the Garuda Test, he can 

confirm that the test is culture neutral. This confirms what McCrae & Costa (1997) found out 

when they observed that personality tests deliver stable and heritable results all around the 

world. Håkan Cöster moreover stated that the personality of people is roughly the same over 

time. Even though one might gain experience, might increase flexibility and/or adapt one’s 

behavior and style in different situations, the basic personality will always be the same. 

Nevertheless, none of the other five interviewed companies use or have used personality 

tests. Thomas Stummer sees them as an “attack on the candidate’s privacy”, and he is 

skeptical that their results are more satisfactory than those of interviews. Dietmar Warnke 
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does not use them either because of their negative acceptance among candidates. He is aware 

of the fact that recruiting and selecting is a two-way relationship as introduced by  

Seale (2003) in Chapter 4. However, he believes that these tests might frighten candidates 

and that it will become harder to attract and find high potential candidates for leadership 

positions if it is known that his company uses personality tests. He emphasized this by the 

example of finding head teachers in Germany, which is becoming increasingly complicated 

because they have to pass a couple of intelligence and personality tests. This confirms what 

has been found out by Steiner and Gilliland (1996), Smither et al. (1993) and Ryan and 

Ployhart (2000), whose results show the negative acceptance of personality tests among the 

candidates (see Chapter 5.5).  

The other five interviewees also do not use any kind of ability nor intelligence tests. As 

mentioned in Chapter 5.2.1, Judge et al. (2004) found out that there is a correlation of 0.27 

between intelligence and leadership. Nevertheless, they came to the result that this 

relationship is lower than previously assumed. In fact, Håkan Cöster and Högström & Co 

Management AB use intelligence tests as selection tool, and have found candidates with a 

very high intelligence quotient (IQ), who were not at all suitable to lead other people. They 

missed EQ, i.e. emotional intelligence. This confirms what Goleman (1996) claimed: success 

at work is to „80 percent dependent on emotional intelligence and only 20 percent on IQ“ 

(Cook 2004, p.94). As Högström & Co Management AB still uses intelligence tests for 

selecting future leaders and due the fact that there is a positive correlation between 

intelligence and leadership, it might be useful for the other interviewed companies to think 

about adopting this method to their selection process – maybe in combination with other 

selection methods during an assessment center. 

The only further method which is used by Dietmar Warnke and Robert Brüstl is work 

samples or in-tray exercises such as presentations. In the selection process of Clariant SE for 

example, the candidates have to present technical issues, sometimes even in English instead 

of German. Thereby, they can be assessed with regard to expert knowledge and language 

skills, the ability of problem solving and effective, communication, analytical and business 

skills (see Chapter 5.4.2). As Dietmar Warnke said, with the help of presentations and works 

sample tests, they can find out what kind of person the candidate is, i.e. whether he or she is 

analytical and needs much information and data in order to make decisions, whether he or she 

is able to lead by words or looking for challenges etc.  
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As already mentioned in the previous subparagraph, companies very often work with a 

mixture of selection methods. Franz Meier, Robert Brüstl and Thomas Stummer almost 

always use assessment centers for filling leadership positions, whereas Franz Meier and 

Håkan Cöster use them only in the last step with preselected candidates. In contrast, Robert 

Brüstl at Clariant SE and Dietmar Warnke at Lohse GmbH combine work samples and in-

tray presentations with interviews that are used as preselection tool. Mats Bruzaeus, in turn, 

prefers personality tests with subsequent interviews. Moreover, the Högström & Co 

Management AB uses interviews as a pre-selection tool in order to do the assessment with 

two to three candidates only. Their assessment center includes the mentioned personality and 

intelligence tests. Afterwards, a closing interview takes place in order to determine which of 

them is the one that fits best.  

As mentioned in Chapter 7.2.2, the candidates’ past performance and their records according 

to Roberts’s (2005) PERSON specification model, are also criteria for selecting candidates. 

Therefore, Thomas Stummer and Robert Brüstl explicitly mentioned it as a selection method; 

however, all other companies obviously use it as a preselection method. Thomas Stummer 

and Robert Brüstl attach additional importance to job references to see how former employers 

rated the potential candidate. For Martin Pendl and Dietmar Warnke, even internal employee 

recommendations are used to recruit and afterwards select talented people to become future 

leaders. Due to the fact that their companies are medium-sized with a more familiar 

atmosphere, staff colleagues are asked about their opinions about the applicants. If they see 

their colleague as good leaders and would like to be led by them, Dietmar Warnke and Martin 

Pendl trust these recommendations.  

The candidates’ past performance goes hand in hand with their experiences and none of our 

interviewees would hire someone without some years of working experience. According to 

Franz Meier, it is important for a leader to have experience and farsightedness. Robert Brüstl 

prefers internal candidates who have worked in different departments or positions. He sees 

experience abroad as crucial for a leadership career, which is confirmed by Franz Meier, 

Thomas Stummer, and Dietmar Warnke. For Mats Bruzaeus, it is not a question of 

experience but rather maturity. A leader has to emanate the latter and must be seen as mature 

by his followers. Dietmar Warnke sees both experience as well as maturity as important 

factors for becoming a successful leader.  
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His arguments lead Robert Brüstl to think that a graduate who wants to reach a leadership 

position needs at least five years of working experience, even though there is no definite 

minimum at Clariant SE. Rather, it varies from candidate to candidate. Likewise, Dietmar 

Warnke would hire people with at least five years of experience for a leading position. 

According to the experiences of Håkan Cöster, their clients usually want people who have at 

least six years of experience but sometimes even graduates can get leadership positions. Only 

Martin Pendl thinks that three years of experience is quite enough to fill a leadership position 

successfully.  

As one can see in Chapter 5, there are a lot of selection methods which can be used for 

selecting employees and especially leaders. However, we have focused on the ones most 

used, which have reference to leadership selection, and even though one can find more 

selection methods, the results of our interviews have shown that they are hardly used in 

praxis. As shown in Chapters in 5.2 and 5.3, ability and personality tests can be helpful to 

select the best fitting candidate, which was confirmed by Håkan Cöster and Mats Bruzaeus, 

who successfully use these tests in all of their selection processes. Especially personality tests 

that are based on the Big-Five can determine a lot of the requirements the companies are 

looking for. The detailed listing can be found in Chapters 7.1 and 7.2.1. Of course they have 

to take into account the acceptance of these tests among the candidates. According to what 

we found out, the use of selection tests may depend on the company’s industry sector as well 

as on its size.   
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8 Analysis of the Questionnaire Results 

After analyzing the findings from the interviews, the results of the questionnaire are 

presented in the following. As mentioned in Chapter 2.2.1, the survey was conducted with 

the software Qualtrics and included personal questions as well as questions regarding the 

recruitment and selection of future leaders. For a closer look, please find the complete 

questionnaire in German and in English in the Appendix. In total, 194 people participated in 

the questionnaire. Due to the fact that we merely wanted to focus on students, all those who 

are not studying had been automatically forwarded to the last page and were not able to take 

part in the survey. In total, we received 170 filled in questionnaires of students, which are 

analyzed in the following.  

As one can see in Figure 7, from the 170 participants 64% are female and 36% are male.  

 

Figure 7: Gender of Participants (own research) 

The majority (67%) of all participating students comes from three universities: University 

Augsburg, University Graz and Linnaeus University in Sweden.  
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Figure 8: Home University of the Participants in Numbers (own research) 

The distribution of male and female participants is slightly higher than the relation of 

registered students at the three major universities. At the University of Graz and the Linnaeus 

University, 62% are female and 38% are male. At the University Augsburg 56% of the 

students are female and 44% are male.  

Furthermore, the participants come from 21 countries, the majority being from Germany 

(54%), followed by Austria (23.5%) and the Netherlands (5%). The remaining countries are 

presented by one or two percent each. 

The following Figure 9 represents to which faculty of the universities the participating 

students belong. The majority (64%) studies social and economic sciences. 

 

Figure 9: Faculty of the Universities the Participants Belong to (own research) 
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The average age of participants is 23.59 years, with a range between 18 and 35 years. 

Moreover, 75% of all participants were younger than or equal to 25 years. The variance is 

8.244 and the standard deviation is 2.871, which is a measure of the dispersion of a set of 

data from its mean. Regarding the symmetry of the distribution, the skewness provides 

information. Due to the positive skewness of 0.831, the distribution is right-skewed, which 

means that the right tail is longer than the left, with the distribution being concentrated on the 

left of Figure 10. Another descriptor for the shape of the distribution is the Kurtosis which 

measures the ‘peakedness’. This distribution has a Kurtosis of 4.741, indicating that the 

distribution is more peaked than the normal distribution with a Kurtosis of 3.  

 

Figure 10: Age Distribution of the Participants (own research) 

One of the question deals with the topic of whether the respondents aim at holding a leading 

position within the next five years after finishing their studies. We found out that there is a 

mentionable difference between women and men: 75% of all men answered that they strive 

for a leading position in the next five years after finishing their studies, whereas only 57% of 

all surveyed women define this as their aim. Regarding significance, the Mann-Whitney-Test 

confirmed the differences of the groups’ average mean with a two-tailed significance  

over 95%. 
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Figure 11: Strive of Participants for Leading Positions in the Next Five Years after Graduating 
(own research) 

Regarding the question how long they think it would take to acquire a leading position, the 

average mean of 170 students answered 9.96 years. Regarding the previous gender 

distribution, we also analyzed the answers by gender, which showed that male students think 

they will acquire a leading position after an average mean of 8.30 years. In contrast, female 

students think that they will need average 10.86 years. Also, the standard deviation of male 

students with 5.06 and female students with 8.16 provides information in that the answers of 

female students vary more than the answers of the male students, as seen in Figure 12. The 

analysis of variance (ANOVA) confirms the average means are significantly (95%) different, 

as seen in Table 4. 

 

Figure 12: Distribution of Expected Years to Possess a Leading Position after Graduating (own 
research) 

75% 

57% 

0% 10% 20% 30% 40% 50% 60% 70% 80% 

Male 

Female 

Percentage of Participants 

0 

5 

10 

15 

20 

25 

30 

35 

0 5 10 15 20 25 30 35 40 45 50 

Fr
eq

ue
nc

y 

Years 

Female 

Male 



  

 Feichtinger & Hörold  117 

 
Table 4: Analysis of the Variance (own research) 

In order to gain insight into the students’ expectations, we asked them about their opinion 

regarding the frequency of used methods in the selection process. As seen in Figure 13, 

students believe that interviews are the most common selection method. This was also 

confirmed by our interviewees who all apply this method, and stated that is an essential tool 

for finding future leaders. Interviews are closely followed by the analyzing of students’ CVs, 

which is, according to our interviewees, an important factor for the preselection of 

candidates. This is followed by personal references that are associated with the personal 

network and offer information about past performances and experience. As Thomas Stummer 

and Robert Brüstl mentioned, job references are important to figure out how formal 

employers have rated the potential candidate. Students think that analyzing their school and 

university performances is an often used method. However, as the interviewees mentioned, 

school and university performances are important to get the first job, but not when it comes to 

leadership positions. As seen in Figure 13, students rate personality and ability tests as 

methods which are often or at least occasionally used. The two consultants Mats Bruzaeus 

and Håkan Cöster confirmed this, especially personality tests show the leadership ability of 

candidates. Nevertheless, the other five interviewees from middle-sized and large companies 

do not use them at all. Interestingly, students rated assessment centers which represent a 

combination of different methods, with almost the same importance. The interviewees have 

shown that they are often used to identify high potential candidates within the company and 

are applied in the top management, as Franz Meier explained. Closely following is the 

solving of case studies as selection method, which was only mentioned and used by two of 

our interviewees. Students rated the usage of intelligence tests between seldom and 

occasionally, which concords with the interviewees’ answers. Only Håkan Cöster applies 

intelligence tests but does not pay too much attention to the result because, according to him, 

a high result does not necessarily mean that the person is suitable for a leadership position. 

Finally, students think that brain screening is a seldom applied method. Through our 

literature research as well as by analyzing the answers of our interviewees, we could not find 
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any indication that brain screenings are applied for the selection of leaders. However, some 

business schools such as the German HHL Leipzig Graduate School of Management and the 

Spanish business school EADA in Barcelona indeed use brain screenings at the beginning of 

their programs in order to show the candidates’ talent in leadership. Thereby, the brain 

activity and the nerves of the candidates are tested in order to find out whether they are as 

calm and comfortable internally as they seem to be externally (von Elm 2013).  

 

Figure 13: Participants’ Opinions about Used Selection Methods (own research) 

Figure 14 represents the acceptance of three selected methods whose use has been increased 

over the last decades. As stated in Chapter 5.5, Steiner and Gilliland (1996) examined the 

favorability of selection methods, and their research has shown that especially personality 

tests were evaluated as less fair. Based on the literature review of Ryan and Ployhart (2000) 

who examined the literature of selection methods from 1985 to 1999, we merely focused on 

selection methods which assess aspects the candidates are not able to change. As stated in 

Chapter 5.5, especially those methods are quite useful to find out whether the candidate has 

the potential to become a future leader. In fact, two of the interviewees also see these 

methods as critical: Thomas Stummer rates them as an attack on the candidates’ privacy and 

therefore does not use them in Dialog Lebensversicherungs-AG. Dietmar Warnke from Lohse 

GmbH is not using them either because he experienced candidates’ negative reactions to 

these tests. Moreover, he thinks that it can negatively influence the company’s reputation and 

thus the attracting process.  
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Figure 14: Acceptance of Selection Methods (own research) 

In contrast to our interview results and the studies of Steiner and Gilliland (1996) as well as 

Ryan and Ployhart (2000), the result of our questionnaire looks different. 89% of all 

participants would agree to take part in a personality test and 77% would even accept an 

intelligence test. This confirms the result which is shown in Figure 13. The students also 

think that these tests are widely used and are therefore accepted. Nevertheless, the rather 

recent method of brain screening which is used by some business schools for selecting 

managers, is less accepted among the participants. 75% of them would refuse to take part in 

it, which means that one fourth would agree to take part even though the method is not used 

by companies. As conclusion one can say, that personality and intelligence tests have been 

rated as less fair in the 1990s, but are becoming more accepted by potential candidates. 

Whether they prefer taking part in them instead of interviews or assessment centers needs to 

be further researched. Brain screening methods have been developed in the last six years, and 

are currently only accepted by few potential candidates but might be accepted in a couple of 

years. If many companies are going to use these kinds of selection methods, candidates will 

get used to them. As one can see by comparing Figure 13 and Figure 14, when the candidates 

think that these methods are used, they are also going to accept them.  

The following Figure 15 demonstrates how potential future leaders prepare themselves in 

order to get leadership positions after graduating. 
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Figure 15: Participants' Preparation for Leadership Positions (own research) 

Most of the participants (66%) do internships at potential future employers. As Franz Meier, 

Martin Pendl and Thomas Stummer explained, these and working students’ jobs are helpful 

to start building a professional network. Moreover, Thomas Stummer and Robert Brüstl 

attach importance to job preferences which one can get through internships and working 

students jobs. It is always helpful to have a personal network in order to get a leadership 

position, and Martin Pendl and Dietmar Warnke explained that recommendations are widely 

used to recruit and select talented people to become future leaders. Even students’ 

associations and alumni networks, which are not used often among the participants, can help 

to build a personal network. Furthermore, as Håkan Cöster said, being part of a student 

association can show that the candidate is interested in leading. According to our interview 

results, being part is one thing but having a position dealing with leadership or assuming 

responsibility is even more important.   

47% of the participating students prepare themselves through advanced courses such as 

negotiating trainings or soft skill courses, which are not part of the students’ schedules but 

can be taken voluntarily. This is followed by target lectures (46%) about leadership or 

management. Whether this is honored varies from company to company. Most of our 

interviewees, however, stated that this is not as important as making experiences, and only 

Mats Bruzaeus thinks that they are useful and give students a lot of input. It is of further 

importance because students can find out whether they are interested and willing to lead 
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people. Moreover, it is also an issue whether the recruiter thinks leaders are born or made 

because they are honoring certain abilities less if they think that they are inborn.  

The fact that only 27% of the participants do not aim at a second degree can be interpreted in 

the way that this is not necessary in order to get a leadership position – or it might be possible 

that the participants are currently studying in their bachelor programs. However, that school 

education seems to be less important to get a leadership position, at least in smaller 

companies, has been confirmed by Martin Pendl, Robert Brüstl and Dietmar Warnke. 

Furthermore, Franz Meier and Dietmar Warnke stated that expert knowledge is not necessary 

for filling a leadership position successfully, and Mats Bruzaeus said that it can even be 

acquired after reaching the position.  

Interestingly, 40% of the participants prepare themselves through social engagement, thereby 

signaling to the future employers that they are willing to work hard even without earning 

money in order to get practical experiences besides the theory they learn at the university.  

42% of the participants indicated that they use social networks for being attractive for their 

future employers, e.g. in order to be found as candidate for a leadership position. This leads 

us to Figure 16. 

 

Figure 16: Social Media Use among Participants (own research) 
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This figure demonstrates which social media and social networking sites are used by the 

participants. The graphs represent 148 of 170 participants, so that only 12.9% of the 

participants do not use social media at all. 

As explained in Chapter 4.2, online social networking sites can be a powerful recruitment 

tool. Doherty (2010) explains that the use of social media is essential for attracting today’s 

Generation Y. In fact, it can be helpful for companies as well as potential candidates: on the 

one hand, the candidates can present themselves through social networking profiles and can 

attract the attention of searching companies. On the other hand, companies are able to find 

and attract these candidates. Nevertheless, as Figure 16 shows, 97% of the participants use 

social media for private use, but not that often for professional purposes: only 30% are 

members of LinkedIn. Due to the fact that 77.5% of the participants are from the German 

speaking part of Europe, it is surprising that only 35% are represented on XING, the German 

counterpart to LinkedIn. This confirms the result of our interviews: neither the companies nor 

the students seem to have understood the importance and usefulness of social media when it 

comes to recruitment. Nevertheless, the result of the questionnaire has shown the companies 

that it is high time to get active in the World Wide Web. Even though only 30% / 35% have a 

profile on LinkedIn or XING, the companies can still attract and reach these additional 41% 

of potential candidates.  
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9 Conclusion 

With our Master Thesis Recruitment and Selection – The way of finding future talented 

leaders we want to give insights into the field of recruiting and selecting talented people who 

can become the future leaders of a company. Our research questions that will be discussed in 

the following, aimed at finding out how it is possible to recruit and select talented people to 

become future leaders. With regard to our research questions, we are going to discuss the sub 

questions first, which will lead us to the answer of our main research question afterwards. We 

are aware of the fact that our research could only answer some aspects of the leader 

recruitment and selection process and therefore hope that others are going to continue our 

research and will invest time and effort to reveal further aspects of this process. 

From our collected data, we analyzed three main categories which are important when it 

comes to future leader recruitment and selection: 

1. The profile of requirements for successful leaders. 
2. Attracting and finding potential leaders. 
3. Selecting the appropriate leaders. 

These categories are explained in detail in Chapter 7.2 and have led to the core category 

“Recruitment and Selection of future talented Leaders”. In the following, we are going to sum 

up, how these abilities can be identified and how the person with the best leadership abilities 

can be selected. By answering our research questions and giving advice to companies, 

leadership development organizations and students, we want to present our theory which 

emerged through our research process. 

1.a) What are the needed qualities of leaders as expressed in the theoretical body of the 

literature as well as presented in practice, and what might be the consequences? 

As explained in Chapter 3, there exist different well-established approaches in the literature 

with regard to what characterizes a leader. This was also mirrored in the interviews with 

business leaders who told us what, in their opinion, is important for leaders. Our purpose was 

to ask what they think is important for being a good leader. Thereby, we did not give any 

examples of traits, characteristics, abilities or styles so as not to guide their way of thinking 

into a special direction. In the analysis of our findings (Chapter 7.2), we pointed out that our 

interviewees see traits, skills, style and the adjustability as key factors. Although the New 
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Leadership Approach is highly propagandized in the literature, none of our interviewees 

mentioned it.  

After taking the analysis of our interviews and the literature into consideration, we could say 

that there is no clear opinion, message or definition of what characterizes a leader. In our 

view, the different opinions are like different colors of a color palette which can be used by 

the artist to create a beautiful picture that attracts people – followers. Some of these colors are 

given (inborn), some of them can be acquired (learned) and some only come up by mixing 

them with different colors. As described in Chapter 3, many authors have analyzed what 

makes pictures beautiful, and created a palette of colors, which are established theories about 

leadership. Even though many of these colors were mentioned by our interviewees, we want 

to point out that it was not the main purpose of our research to identify new traits and come 

up with a new theory. We had the feeling that our interviewees answered with their opinion 

only. Our aim was to get an overview of what our interviewees deem necessary for future 

leaders, in order to better understand and analyze their way of finding and selecting them. We 

asked the questions about leadership in order to get to know for what kind of leaders our 

interviewees are searching. 

Due to the different descriptions of leaders, different kind of leaders are searched. This leads 

to the consequence that for future talented leaders, searching companies attach importance to 

different aspects. 

Although a lot of researches have been conducted about what marks a leader, we still believe 

that this is a great area for further research. Moreover, in our search for interviewees, we 

were concentrating on finding the best possible candidates, who have expert knowledge in the 

field of the leadership recruitment and selection. For further research, also the gender aspect 

should be taken into consideration, which was due to the limitation of our research not in our 

focus. 

1.b) What kind of recruitment and selection methods should be used in order to be able to 

hire talented people who have the potential to become future leaders? 

As explained in Chapter 4.1, there are at least four steps necessary to attract and find the best 

fitting candidates for leadership positions. All of them are done in praxis as was confirmed by 

our interviewees. Nevertheless, step three, i.e. the development of job applications, does not 

seem as important to them as it does within the literature.  
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All interviewed companies search internally and externally for potential candidates who can 

become future leaders. Most of them stated that it is important for the company’s success that 

there is a mix of internally developed and external leaders who can bring different views and 

fresh wind into a company. Some industry sectors that attach importance to the expert 

knowledge of a leader are facing the problem that it is hard to find suitable candidates, and 

they therefore often prefer internal employee promotions. Thus, the recruitment and selection 

strategies vary from industry sector to industry sector, and are furthermore dependent on the 

size of the company. As the analysis has shown, larger companies have a well established 

talent management procedure, whereas in smaller companies, people are also promoted 

because of employee references.   

As the findings from the interviewees confirm, the importance and use of the internet 

recruitment is increasing for finding external candidates. All of the interviewed companies 

use less print media or have altogether stopped searching through it. Nevertheless, companies 

have to be aware that some potential candidates are still using print media such as 

professional magazines. Even though this may be costly, a mixture of traditional and new 

media seems the best solution to reach a high amount of candidates. 

Headhunting is also a widely used method to find and attract external candidates. However, it 

was stated that it is a controversial business because companies are trying to “sell” candidates 

to a company and vacancies to potential candidates, thereby presenting their candidates better 

than they actually are. Thus, recruiting agencies are a helpful tool but it is necessary that the 

company has a good relation to the headhunters and recruitment companies because trust is of 

great importance in order to find the right candidates. 

As our analysis has surprisingly shown, social media are only used by recruiting companies 

or consultants. As explained in Chapter 4.2, they can be a powerful recruitment tool 

especially in order to attract the Generation Y. Among the other interviewed companies, they 

are merely used to present the company online, or not used at all. But none of the five 

companies employ social media for publishing job vacancies. Even 97% of students, i.e. 

potential candidates, use social networking sites for private use but only 41% in total use it 

for professional purposes. It seems that neither the companies nor the students understood the 

importance and utility of social media when it comes to recruitment. Nevertheless, we think 

that the 41% using business-oriented social networking sites in order to be attractive for 
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companies, should be enough to create an awareness among companies that this will be a 

future pillar of the recruitment strategies. 

Based on the attracting and finding of candidates, the next step makes possible the use of a 

large amount of methods for selecting the best fitting leader among the candidates. 

As the analysis of our data confirmed, interviews are a central element of the selection 

process, and sometimes, even more than one interview is used in order to preselect candidates 

and make, sometimes in combination with other tests, the final decision. Even students see 

interviews as the method most often used in selection. 

Based on the analysis of our findings, only the recruiting companies we interviewed use 

personality tests. Concordant with the literature, it emerged that personality tests are tools to 

identify whether people are interested in and suitable for leadership duties. Moreover, 

organizations can find out whether the different personalities can cope with different 

conditions, whether they fit to the culture of the company and the position. However, other 

non-recruitment companies do not use these tests at all because they are seen as a personal 

attack on a candidate’s privacy, and, due to their negative reputation, are afraid of their 

acceptance. In contrast to the fears of the companies to frighten potential candidates, our 

analysis of the survey has shown that a vast majority of students would in fact accept and 

take part in personality and intelligence tests. Therefore, companies should think about 

adopting them into their selection process. 

Especially assessment centers are used by the interviewed companies. By combining different 

selection methods, different facets of the candidates can be brought to light. Due to the fact 

that assessment centers are often not available internally, companies make use of recruitment 

firms in the conduction of adjusted assessment centers. However, large companies usually 

have their own HR departments which conduct the centers. Based on our findings, these 

companies see it as important to get an external observer who might have different views 

about the candidates. 

The wide variety of recruitment and selection methods, which we found in our literature 

review, was reflected in the same amount in our collected data. Still, we believe that 

companies can make better use of the wide range of methods in order to improve their 

recruitment and selection process. 
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1.c) What are the students’ expectations, who can be seen as potential future leaders 

regarding the recruitment and selection process? 

In order to ensure that the overall research question can be answered in the best possible way, 

both parties of a “two-way power relationship” (Searle 2003, p.5) have to be taken into 

consideration. After discussing, examining, explaining and assessing the needed requirements 

of future leaders and recruitment and selection methods as expressed in the theoretical body 

of literature and by companies which are searching for future talented leaders, we 

investigated into the recruitment and selection of future talented leaders from the perspective 

of future candidates. Our focus of potential applicants was on students who may, in the 

future, become leaders. 

As our analysis of the survey among students has shown, students think that it takes longer to 

reach a leadership position after graduating than has been stated by our interviewees. In 

contrast to the interviewed companies where it is possible to reach a leading position after 

three to five years, students are of the opinion that it will take them an average of 9.96 years. 

Furthermore, our analysis identified a gender gap which is expressed by an average mean of 

8.30 years for male students and an average of 10.86 years for female students. Moreover, 75 

percent of all male respondents answered that they strive for a leadership position in the next 

five years after graduating, whereas only 57 percent of all questioned women define this as 

their aim.  

Regarding the frequency of used selection methods, our surveyed students confirmed that 

interviews are the most often used method for finding future talented leaders, followed by an 

analysis of the CV, personal references and an analysis of school and university 

performances. However, we identified a discrepancy between the used methods of our 

interviewed business leaders and the expectations of students. For instance, personality and 

ability tests have been seen more often used than has been stated by our interviewees. 

Although our analysis has shown that some companies are afraid of the acceptance of these 

two methods among the candidates, our survey has brought to light that 89 percent of 

students would take part in a personality test, and 77 percent would accept an intelligence 

test. The respondents believe that intelligence tests followed by brain screenings are seldom, 

and occasionally applied respectively.   
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1.d) Can people prepare themselves to become future leaders? 

According to our analysis, school and university performance is of importance only to get 

one’s first job, or to establish oneself in the company. In fact, most of the interviewees stated 

that these qualifications are not necessary for leadership positions. Indeed, the higher the 

position, the less important it gets. Rather, in lower management positions, expert knowledge 

is of greater importance, but the higher the position, the more the focus shifts to leadership 

abilities instead of expert knowledge. Depending on the industry sector, some basic 

knowledge is nevertheless necessary to lead in a successful way. 

Students thus have to be aware that the school and university performance is not the only 

crucial factor for becoming a potential candidate. As our interviewees mentioned, their 

activities beside university education are of great importance and even hobbies allow 

conclusions about the candidates, e.g. revealing whether they have a good work-life balance.  

According to the interview findings, communication skills are also necessary to get a 

leadership position, which is why candidates should improve their rhetoric as well as 

language skills. For this, advanced courses such as soft skill or negotiation trainings or going 

abroad can be helpful. In the interviewees’ opinion, the latter has the additional benefits of 

gaining new insights, broadening one’s horizon and demonstrating that one can adopt to 

different cultures. 

As discussed in the previous paragraph, social networking sites can help to reach leadership 

positions after having graduated and been given the first job. Therefore, potential candidates 

should use them more, but handle them consciously. LinkedIn or its German counterpart 

XING can be helpful to attract a company’s attention, but users have to be cautious about 

what to publish and how to present themselves. 

Our analysis has shown that theory can give a basic input into leadership but the practical 

experience is not to be underestimated. On the contrary, gaining practical experience in the 

working field as well as in leadership activities, is highly useful and increases the likelihood 

of getting a leadership position. Through first leadership activities and work experiences such 

as internships or working student jobs, the potential candidates of tomorrow can also start 

building a personal network – which, according to our interviewees, is of great help in order 

to find or get proposed for a leadership position.   
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1.) How is it possible to recruit and select talented people to become future leaders? 

Generally, through the analysis of the literature, interviews and our survey, we can definitely 

confirm, to the best of our knowledge, that it is possible to recruit and select talented people 

to become future leaders. Each of the methods makes a worthwhile contribution to attract, 

identify and pick future talented leaders. Due to the fact that the war for talents is increasing, 

it is becoming more important for companies to use existing strategies to attract and find 

potential leaders. In the selection process, a combination of different methods is necessary to 

identify as many facets of a candidate as possible. Metaphorically speaking, each selection 

method helps to draw a clearer picture of the applicant, which ensures a better selection.  

In order to enhance the recruitment and selection process, we want to give personal advice 

based on our analysis to companies and organizations for leadership development as well as 

future leaders, i.e. students. 

9.1 Advice for companies 

As our analysis has shown, companies should not only focus on internal recruitment and 

promotion. Rather, a mix of internally developed and external leaders is of great importance. 

Internals can be professionally oblivious and thus external leaders bring new views into the 

company. Before companies start to search for future leaders, they have to consider what kind 

of leader they want to recruit. Furthermore, we would like to point out that a mixture of 

different recruitment strategies is necessary in order to attract the best fitting candidates. As 

social media is gaining recognition, we want to encourage companies to use these media’s 

potential when it comes to recruitment. Nevertheless, we advise them not to stop searching 

for candidates via print media, headhunters or job advertisement platforms. 

Based on our findings from the interviews and in combination with the literature, we are of 

the opinion that future leaders need a critical mass of leadership abilities. In order to assess 

them, we advise to use personality tests which are based on the Big-Five. As Judge et al. 

(2002) explained, there is a high correlation of the Big-Five and the effectiveness of 

leadership. Furthermore, personality tests show whether the candidates are interested in 

leadership, which is, in our opinion, the first basic requirement in order to be successful. We 

advise these kinds of tests also for smaller companies and want to promote them as an 

investment for the future. In particular, small companies cannot afford the waste of time and 

costs that come with hiring the wrong leader. 
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We rather advise against doing intelligence test as the result of our analysis has shown that 

leadership ability has little to do with intelligence. We believe that companies should rather 

take emotional intelligence into consideration and should not focus too much on intelligence. 

We accord with Goleman (1996) who demonstrated that the success of a leader depends to 

80% on emotional intelligence and only to 20% on IQ. 

Finally, we want to point out that especially the combination of interviews with other 

selection methods shows whether candidates have the needed emotional intelligence or not. 

This can be conducted in assessment centers, and bring the different facets of the candidates 

to light – and even though this might be the most time consuming way, it is nonetheless the 

most effective.  

9.2 Advice for leadership development programs 

In our opinion, the main question is from what perspective someone sees a leader because 

there exists such a vast amount of different views about what characterizes him or her (traits, 

skills, or the providing of a vision). Through our interviewees, we saw that they see 

leadership as a combination of all these aspects, as well as the ability to adjust to situations, 

groups or cultures. By adopting this view, we see skills as the central elements for leadership 

development programs. Based on the literature review as well as on our interviews, we are of 

the opinion that traits are inborn and can hardly be developed. As our interviewees told us, it 

is important that a critical mass of traits is available on which others can develop. In contrast 

to traits, the critical mass is not a precondition for skillfulness. 

9.3 Advice for future leaders/students 

Our advice covers different aspects students have to take into consideration. First, all of our 

interviewees stated that working experience is an unavoidable must have for one’s first 

leading position. Since the latter will be most likely a position without staff responsibility, 

expert knowledge is also of great importance. This decreases the more staff responsibility the 

position contains. As the comparison between the answers of the interviews and the 

questionnaires showed, our interviewees are of the opinion that students can get a leading 

position after three to five years after graduation. The analysis of the questionnaire, however, 

has shown that students think that an average of almost ten years of working experience is 

needed to be promoted to leadership. Due to this gap between the answers of the students and 

the interviewed business leaders, we advise students who are interested in leadership to be 
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more confident because it is indeed possible to get a leading position within some years of 

experience. 

As the analysis of the questionnaire has shown, only 35% use XING and 30% LinkedIn to 

present themselves in business-oriented social networks. Here, we see a lot of potential for 

students because companies as well as headhunters resort to these media to find candidates. 

Moreover, we also found out through our research that companies search for information on 

the internet and we therefore advise a conscious handling when disclosing data. Based on our 

research and our personal experiences, we highly advise students to go abroad to get to know 

other cultures, learn different languages and acquire new perspectives. Moreover, as all of our 

interviewees told us it is important that students have interests beside studying, one can prove 

one’s interest in leadership for instance through leading positions in sport clubs, university 

associations, alumni networks or the like. We totally agree with Robert Brüstl who stated that 

it is important that employees are in balance. 

Therefore, we advise students to do what makes them happy and go hand in hand with first 

experience: e.g. be active in a sports club/music, take part in student associations and if 

possible combined with leadership actives. 

Our last advice to students is to attend university programs such as ‘Leadership and 

Management in International Contexts’, as we did at the Linnaeus University. This program 

as well as our mentors and dear colleagues have given us the chance to learn about the theory 

of leadership, and get the chance to apply it during the presentations and group works with 

other international students.  

 

We want to conclude our Master Thesis with a last advice for our mentors, students, friends, 

people who do not know if they should accept or reject a leadership promotion and everyone 

who is reading through it: 

“Success is not the key to happiness. Happiness is the key to success. 

If you love what you are doing, you will be successful.” 

Albert Schweitzer 
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Appendix 

Appendix 1 – Questionnaire for students – English version 

 

English

Default Question Block

Browser Metadaten

Thank you for your decision to take part in our survey.

You can complete these survey in English and In German. Please select your prefered
language in the menu above.

As part of our Master thesis we investigate in which requirements future leaders should
meet and how they can already build the foundation for a management career. Further, we
would like to find out which measurements and strategies in recruiting and selection exist
and which of them are used in practice in order to find potential leaders and talented
employees, who may hold a leader position in near future.
We ask you to answer a few questions. All data collected in this study are treated
completely anonymous. Your participation is voluntary, so you can cancel the
questionnaire any time. With respect to the research, we kindly ask you to honestly answer
all questions. The survey will approximately take 5-10 minutes to complete.
  

Please press now on ">>" to start the survey.

Thank you in advance.
Benjamin Feichtinger

Diese Frage wird dem Empfänger nicht angezeigt.
Browser: Safari
Version: 8.0.3
Operating System: Macintosh
Screen Resolution: 1280x800
Flash Version: 17.0.0
Java Support: 1
User Agent: Mozilla/5.0 (Macintosh; Intel Mac OS X 10_10_2) AppleWebKit/600.3.18 (KHTML, like
Gecko) Version/8.0.3 Safari/600.3.18
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Benjamin Feichtinger
Christian Hörold

Are you a student? 

Please indicate!

Sex

Age

Nationality

Home University    

Faculty

Do you see it as one of your goals, after completion of your studies, to take on a leading
position within five years?    

Yes

No

male  female

University Augsburg  University Graz  Linnaeus University  Other

Yes

No
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Appendix 2 – Questionnaire for students – German version 

 

Deutsch

Default Question Block

Browser Metadaten

Thank you for your decision to take part in our survey.

You can complete these survey in English and in German. Please select your preferred
language in the menu above.

Danke, dass Sie sich dazu entschlossen haben an unserer Befragung teilzunehmen.

Im Rahmen unserer Masterarbeit untersuchen wir, welche Anforderungen zukünftige
Führungskräfte erfüllen sollen und wie Sie bereits jetzt den Grundstein für eine
Führungslaufbahn bauen können.      
Des Weiteren möchten wir hiermit herausfinden, welche Maßnahmen und Strategien es im
Bereich Rekrutierung und Selektion gibt und welche davon in der Praxis genutzt werden,
um potenzielle Führungskräfte und talentierte Mitarbeiter, die in naher Zukunft eine
Führungsposition innehalten sollen, zu finden.
 

Wir bitten Sie uns dazu einige Fragen zu beantworten. Alle im Rahmen der Studie
erhobenen Daten sind völlig anonym. Ihre Teilnahme ist freiwillig, deshalb können Sie
jederzeit die Befragung beenden. Wir bitten Sie jedoch im Sinne unserer Forschungsarbeit
alle Fragen ehrlich zu beantworten. Die Befragung wird ca. 5 -  10  Minuten in Anspruch

Diese Frage wird dem Empfänger nicht angezeigt.
Browser: Safari
Version: 8.0.3
Operating System: Macintosh
Screen Resolution: 1280x800
Flash Version: 17.0.0
Java Support: 1
User Agent: Mozilla/5.0 (Macintosh; Intel Mac OS X 10_10_2) AppleWebKit/600.3.18 (KHTML, like
Gecko) Version/8.0.3 Safari/600.3.18
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alle Fragen ehrlich zu beantworten. Die Befragung wird ca. 5 -  10  Minuten in Anspruch
nehmen.
 
Drücken Sie bitte jetzt auf ">>", um die Umfrage zu starten.
 
Vielen Dank im Voraus,
Benjamin Feichtinger
Christian Hörold

Sind Sie StudentIn

Bitte geben Daten zu Ihrer Person an!

Geschlecht

Alter

Nationalität

Universität

An welcher Fakultät sind Sie eingeschrieben?

Ja

Nein

männlich  weiblich

Universität Augsburg  Universität Graz  Linnaeus Universität  Andere
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