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Abstract

Literature is reviewed, and research employing the LBDQ XII is conducted and analyzed, defining some desirable explicit leader behaviors of educators in an African country. Assuming Uganda to be a reasonable surrogate for Sub-Sahara African countries, perceptions of desirable leader behaviors in Africa appear to be uniquely different from other cultures and geographies. The Hierarchical Cluster Analysis comparing samples from various geographic areas indicated an early separation of the sample of Ugandan educators from other samples. The sets of more and less desirable behaviors indicate a preference for paternalism and high power distance in leaders on the part of education leaders in Uganda. The behaviors need to be directed toward facilitating interpersonal interactions in organizations, rather than focusing upon task-oriented behaviors. The less desirable behaviors indicate a lower requirement for “employee empowerment” behaviors and for behaviors indicating “Western” performance competence than generally found in “Western” samples.

Introduction

America (2003), discussing the issues and outcomes of the United Nations “World Summit on Sustainable Development” held in Johannesburg, South Africa, August and September 2003, notes, “In all their discussions, however, very little attention was paid to the issue that may be the most important to the development of African nations – modern advanced management education. Development of Africa by indigenous peoples has been slowed or prevented by poor or nonexistent management training; the public sector is often mismanaged; success in private enterprise is hindered by a lack of well-trained senior and middle managers capable of competently operating in modern business, government, and economic systems.  

Management Education: Where to Start?
Management Education Starts in Primary School
A nation’s universities do not matter if no one in a country is educated to a level at which they can benefit from continuing education. In some countries in sub-Saharan Africa, fewer than half of children aged 6-11 attend school (Sperling, 2001a). Universal schooling would produce big gains in health and income standards. Sperling states that each year of additional schooling in poor countries can raise a child's future earning power by 10-20 per cent, and that research (sic: unreferenced) suggests that, with globalization and technological innovation, substantial education can raise wages even more, even in developing countries. Other studies show access to education will be critical in determining whether new trade brings increased opportunity or inequality in these nations.

Expanding access to quality education can also facilitate agreement on a second divisive issue: fighting abusive child labor in developing countries. Efforts to outlaw exploitation without a corresponding commitment to universal education often simply leads to children being moved from dangerous factories to drug-running, brothels, or starvation. However, genuinely free schooling, with no fees or high costs for uniforms, transport, and textbooks, encourages impoverished families to rethink their decision to send their children out to work when education becomes an affordable alternative.

A third area of benefit from universal education is population control. While Catholic groups and family planning organizations spar over funding for international family planning, they can join hands in supporting funding for girls' education, a proven method of promoting smaller, healthier families.

In sub-Saharan Africa only 3% of individuals over the age of 20 have a post-school educational qualification. Research by the World Bank shows an 89% correlation between the levels of tertiary education in a nation and important economic indicators such as GDP per capita, or labor productivity per capita (Nevin, 2003). Cost is often the reason. Nevin points out a project in South Africa, the South African free tertiary institution, CIDA (Community and Individual Development Association) University, which allows financially disabled students to obtain business degrees at no cost. The question of support arises, formal tertiary education is expensive; to support such expenditures as free universities requires a government with money; governments with money exist in countries with a high proportion of the populace having higher-education degrees. 

Not unexpectedly, CIDA University was made possible by the private sector. Founding partners include Puregas, Monitor Company and Investec Limited. CIDA's “platinum” level partners include Investec, First National Bank, Dimension Data, KPMG, MTN and the Kellogg Foundation. The “gold” partners are African Bank and Corpcapital. Other companies providing support are Microsoft, McGraw Hill publishers, and technology equipment suppliers Amalgamated Appliances. PricewaterhouseCoopers donated the accountancy degree.

Costs of tertiary education are generally very high. In South Africa, the average cost to the country to educate a university student per year is around R35,000 to R40,000 per annum, and over R100,000 for a degree. However, only 15% of students currently graduate with their degree or diploma, so the true cost of producing a graduate is between R700,000 and Rl.3 million. Nonetheless, higher education is of critical importance for the long-term social stability, progress and competitiveness of Africa in a global marketplace. 

The design of CIDA is to produce workplace-ready graduates, using course material from industry. For example, the investment component is approved by the South African Institute of Financial Markets and the accounting degree is taught by PricewaterhouseCoopers. Information Technology modules are taught by Dimension Data and other leading global IT companies. 

Graduates are not guaranteed jobs and for this reason entrepreneurship is a compulsory subject. A venture capital fund is being set up to provide students with the means to start their own business. 

As part of a European Union initiative (European Union, 2001) a specific set of objectives relating to education development are included under “The Human Resource Development Initiative”, and succinctly summarize the issues that must be dealt with in building education. The general objectives are identified below:

· Poverty Reduction: To meet the goal of halving the proportion of people living in extreme poverty by 2015. 

· Health: To strengthen anti-communicable disease programs so that they do not fall short of the scale required in order to reduce the burden of disease. This topic includes the objective “To empower the people of Africa to act to improve their own health and to achieve health literacy,” that is an education objective as well as a health objective.

· Education: the full set of objectives is listed below:

· To work with donors and multilateral institutions to ensure that the goal of achieving universal primary education by 2015 is realized.

· To work for improvements in curriculum development, quality improvements and access to ICT (information and computer technology);

· To expand access to secondary education and improve its relevance to the world of work;

· Promote networks of specialized research and higher education institutions.

Defining Effective Management Education

For management and leadership development programs in a tertiary education institution one must distinguish between the academic and non-academic functions of a typical institution. In some countries, academic departments/units do not display the same authority hierarchies that are typical of the administrative/managerial support systems. 

The academic side of the enterprise is analogous to what organization theory calls ‘associations’; professional partnerships and clergy are other examples. Tenured academics, partners, and clergy are not employees of a university, partnership, or church, they are members of it. In academic circles this is expressed in the phrase 'community of scholars'. Academic leadership is not described in line management terms but rather by such phrases as 'first among equals'. The vice-chancellor may not be a chief executive, or the dean a general manager, or the academic head of department a manager. The work of a senior lecturer or a professor in an academic department is essentially the same work, teaching, research, and professional service. In a university, for example, rank is typically achieved by peer revue based on the professional quality of the incumbent's teaching, research, and professional service. The same applies to achievement of tenure. 

The administration of a higher education institution, on the other hand, is organized hierarchically, with clear levels of responsibility and accountability, line and staff functions whether in academic, financial, or physical plant administration. The registrar of an academic institution is not the 'first among equals'. The decision-making in an institution's human resource or finance department should follow general for-profit business practices.
The Center for Higher Education (CHET) in South Africa has stated that in addition to generic challenges, higher education in South Africa is confronted with challenges that are the product of a particular history and context. These challenges are related to the systemic flaws in the system of higher education inherited by South Africa's democratic government.

· Higher education is fragmented, inefficient, and there is no policy or plan for the country;

· Student access is grossly skewed and unequal; major inequalities exist in staffing, most academic and administrative posts are held by whites, and women are under-represented in senior academic and administrative posts; 

· Delivery of quality undergraduate education remains a problem, success rates are low, and through-put and graduation rates are poor;

· Research output is uneven; and national and institutional governance structures are inadequate.

These are statements concerning the system in a country generally considered to be the most developed nation in Africa, and we can assume that they are pandemic.

The Harvard Business School Executive Education course “Leadership Best Practices” (http://www.exed.hbs.edu/programs/lbp/, accessed 1 November 2003), suggests some organizational process issues requiring the presence and action of a leader:

· Time of crisis; 

· Organizational change;

· Organizational conflict;

· Leadership transitions.

The issues enumerated by CHET indicate a requirement for education programs for development of leaders in Africa. There are research findings concerning Africa, reviewed above. A recent project discussed below has collected data from teachers in Uganda concerning desirable leader behaviors.

The Study of Leadership

Bennis and Nanus (1985, p. 20) pointed out that, “A business short on capital can borrow money, and one with a poor location can move. But a business short on leadership has little chance for survival.” Leadership has quite probably been a topic of study since the evolution of sentient creatures. It appears possible to make a case for an “evolutionary” emergence of leaders and leadership, for if a group requires a leader and one does not emerge, the group does not survive. From this point of view, the specific characteristics of a leader might be unimportant, so long as one emerges, perhaps a clue to reason for the plethora of definitions of leaders and leadership.  

In 1990, Bass identified some 3000 studies of leadership in the academic literature.  Other reviews (House, Wright & Aditya, 1997; Littrell, 2002a) indicate many theories of leadership, each supported by a body of research, and each criticized by a body of research calling the theories into question.

Ralph M. Stogdill (1974, p. 259) reviewed leadership theories and research, and pointed out that: 

“there are almost as many different definitions of leadership as there are persons who have attempted to define the concept”.

Twenty-five years later Russ-Eft (1999, p. 4) concludes from her review:

“There was no consensus on what makes a good leader. Lists of skills and attributes differed from study to study. It seemed that every professor, management guru, and strategist had his or her view, and overlapping findings were relatively rare.”
And recently, Antonakis & Atwater (2002), 
“Although our current understanding of leadership is quite broad, we still do not understand the fundamental processes undergirding the influencing effect of leadership.”

Most definitions of leadership accept that to be a leader one must have followers. After this, they begin to diverge. Whatever a naive literature on leadership may give us to understand, leaders cannot choose their styles at will; what is feasible depends to a large extent on the cultural conditioning of one's subordinates (Hofstede, 1980b, p. 7).
In the Western functionalist paradigm, leadership is legitimized largely on the basis of performance. It is dependent also on the level of support received from subordinates, hence the current emphasis on teamwork, empowerment, employee satisfaction and morale. As indicated above, the emphasis placed on the leader's central role in building organizational culture implies the necessity to cultivate employee commitment, involvement and morale. A leader fails to do this at his or her peril, as followership is earned and subordinates are keenly aware of their formal and informal power to dethrone or, at the very least, unsettle leaders.

Blunt and Jones (1997) point out, “Many theories of leadership have been developed in the last 50 years. Like most other theories of human behavior, however, ways of testing these theories and, hence, of establishing their scientific credentials have remained elusive. The result is that such theories can be assessed only in terms of the intuitive appeal of the explanations they offer, rather than by their ability to withstand repeated attempts to falsify predictions drawn from them following conventional norms of scientific testing (see e.g. Blunt, 1981; Popper, 1959). Theories of leadership which have fallen from favor are therefore more likely to have been victims of changes in fashion in the broad field of management than of anything else.”

Leadership vs. Management

In business and business education we have the never-ending story of separating leadership and management.  Review of literature concerning management, management across cultures, leadership and cross-cultural leadership, seems to indicate that we cannot separate leadership and management. They are perhaps one continuum of behavior, or, more likely, a set of interrelated continua, all or some of which may or may not be necessary in evaluating effective leadership and management in a single culture or across cultures. A reasonable conclusion is that when a competent manager needs a leader to accomplish organizational objectives, he or she finds one. Similarly, when a competent leader needs a manager to accomplish organizational objectives, one is found. A frequently encountered thread in the study of leadership is the use of the concepts “visionary leader” and “administrative leader”. The “administrative leader” appears to be a management position.  

In 1988, U.S. business educator Peter F. Drucker pointed out that the fundamental task of management is to make people capable of joint performance by giving them common goals and values, the right structure, and the ongoing training and development they need to perform and respond to change. 

During this period, in 1988, the largest single group in the U.S. workforce, more than 1/3 of the total workforce, was classified as managerial and professional. Drucker notes that it is management that enables the more than a million US college graduates a year to be put into productive work. The application of management to manual work, in the form of training, was important for its impact on enterprise. It was leadership in management, not technological innovation that made Japan a great economic power. 

In the U.S., ownership of public companies has shifted to institutional trustees of employees, primarily through pension funds. In 1986, US employees owned more than 40% of US companies' equity capital. The big issue was how to make the interests of shareholders compatible with economic and social needs.

Similarly, according to Drucker, the critical question for developing countries is how to create an adequate managerial knowledge base quickly to promote economic development. The job of the leaders of education in developing countries is still how to create an education system that will develop an adequate managerial knowledge base quickly to promote economic development, and how to make the interests of education and business stakeholders compatible with economic and social needs.

Leadership in Africa

From the work of Ibrihima Sow (Darou, Bernier and Ruano, 2003), Africa has an enormous diversity of cultures; e.g., in Tanzania, there are 121 ethnic groups. As a result, it is impossible to speak of a homogeneous African culture. In Sow’s opinion his model of African personality and psychopathology applies in some form or other with regional nuances, across sub-Saharan Africa. 

The majority of Africans, despite their linguistic and cultural differences, live in a society where the key structures are the extended family, clans, villages, or tribes. These structures extend to their deceased ancestors. Each person also belongs to a religious group; atheism is virtually non-existent in Africa. Concerning religions, Darou et al. comment, “Africa is 40% Muslim, 40% Christian, and 100% Animist”.

Sow's view is represented as stating that traditional beliefs and worldviews are valuable because they help people control conflict and the turbulence of youth while passing on important skills about childbirth, agriculture and hunting. Facing the inexplicable, people have need of a theory to decode the messages that they believe are being sent to them for some purpose. The suppression of these beliefs, sometimes brutal and massive, has done more harm than good. Darou et al. conclude that the foundation of the model is a structured collective imagery with externalized conflict objects. This personality view has been constructed in Africa over a period of at least 50,000 years as an adaptation to the African environment. The bulk of the challenges that Africa faces are not due to this worldview, but due to external influences such as colonialism, economic influences, and natural disasters.

Concerning leadership in Africa, Ugwuegbu (2001, p. 65) states, “Problems of leadership in African organizations are responsible for the underdevelopment of organizations in many African countries.” He also states that many of the problems are due to the heritage of colonial governments and also due to the fragmented ethnic and religious societies in Africa; see pp. 68-69. These ideas are also espoused by Sow’s African personality and psychopathology model. Chisholm (2001), in a qualitative analysis of interviews with managers in education in South Africa found that leadership competence was associated with “masculinity, rationality, and whiteness” (p. 387), and a further comment, “white, male, middle-class, and heterosexual” (p. 389).

The Colonial Heritage

Bierschenk (2003) and Geschiere (1993) reviewed French and British rule in colonial Africa. Typical of their conclusions, Geschiere, in a study of colonial Cameroon, indicate a continuous tug-of-war between the imposition of the management practices of the colonial powers and the ethnic practices, opinions, attitudes, and beliefs of the local peoples. A not unexpected result of this tug-of-war is the formation of a hybrid culture accommodating sufficiently the needs of the members of the leadership and management cadre, proposed by Graen and Hui (1996) and Heimer and Vince (1998), and supported by Littrell (2002a). In a case study of multi-ethnic work teams Heimer and Vince found that at the initial stages of their formation, the teams seem to move in one of two directions; towards the setting up of a “safe hybrid culture” for highly heterogeneous teams; or towards a “dominant culture” in more moderately heterogeneous contexts. Sustainable learning and change within international teams, is created out of a further stage of development, the “challenging hybrid culture”, capitalizing upon the multicultural synergies. Depending upon the initiative and competence of the leader and manager players in hybrid colonial-leader-local-leader interactions, we expect to see hybrid cultures of various characteristics emerging. The lasting effect of these hybrid cultures is, of course, a function of the time in power of the colonial government, the kinds of programs and interactions between the colonial and local leaders, and the “strength” of a local culture in maintaining itself.

Ethnic diversity and managerial effectiveness in South Africa. Ghosh (2001) and Thomas & Bendixen (2000) examined the influence of ethnic diversity on organizational culture and effectiveness in South Africa. Historically, non-European-heritage ethnic groups have not been at the center stage of business activities in South Africa. “Whites” have long controlled the economy, while blacks and other ethnic groups were deliberately kept out of management and organizational decision-making structures. The situation changed after the fall of apartheid. With the inauguration of the 1994 Nelson Mandela government, non-white ethnic groups have been empowered and included in the mainstream of management structures. Though the business environment is still dominated by white males, recent attempts have resulted in inclusion of people from various ethnic groups to build a more heterogeneous and diverse workforce. As a result of those efforts, black owners are estimated to control about 10 percent of the market capitalization in the Johannesburg Stock Exchange. 

Thomas and Bendixen interviewed 586 South African middle managers, all of whom had hiring and firing authority. They identified 14 demographic subgroups of managers to control for sex, color, race, and geographic region, and interviewed a minimum of 20 managers from each subgroup. Those subgroups included white, English-speaking males and females; white, Afrikaans-speaking males and females; Asian males and females; mixed-race males and females; black Xhosa-speaking males and females; black Zulu-speaking males and females; and black Sotho-speaking males and females. 

The researchers measured dimensions of each manager's ethnic culture using well-established cultural values based on research by Geert Hofstede: power distance, individualism, masculinity, uncertainty avoidance, and long-term orientation.  Thomas and Bendixen gathered data on each manager's management culture and effectiveness through interviews with their subordinates. 

Despite the managers' identification with their ethnic group, there was a common national culture at the managerial level. The dimensions of that national culture, including a high degree of individualism and a low tolerance for hierarchical differences in power, resemble those found in the Netherlands, England, and the United States. The authors suggest these similarities may indicate the historical impact of Dutch, British, and American cultures on South Africa, as well as the prevalence of British and American systems of management. 

However, the low scores on tolerance for hierarchical power distribution may also be a reflection of South Africa's present political and ideological scenario, which promotes the values of participation and democracy. As Thomas and Bendixen indicate, such a scenario is, perhaps, an outcome of the past oppression of many ethnic groups that has resulted in an intolerance of hierarchy and authoritarianism. 

Thomas and Bendixen note that the high scores in individualism deviate from previous studies on national culture in South Africa and the generally collectivist nature of African culture. They offer two potential explanations for the discrepancy:

1. Organizational cultures, which are largely shaped by American or British systems of management, may have influenced the cultural values expressed by the managers in the study; or, 

2. The apparent contradiction can be reconciled by the special nature of African collectivism in which individuals act autonomously, but remain socially united, a concept that has been referred to as communalism. As a form of collectivism, communalism coexists with personal freedom or individualism. 

The authors also found that neither ethnicity nor race significantly influenced management culture; similarly, management effectiveness was independent of both ethnicity and race. Together, these findings suggest that management culture and management effectiveness are not affected by either culture or race in South Africa. 

The results indicate that, despite a tumultuous history that includes apartheid, the country's ethnic diversity does not harm its management productivity. They also suggest that education and experience are viable tools to enhance management culture and effectiveness, and may ultimately increase South Africa's level of global competitiveness. Clearly, these empirical findings reinforce a management philosophy that underscores the benefits of diversity in the workplace. 

It appears from the foregoing literature that organizational culture has a significant effect in moderating or overcoming national and ethnic culture when working in the organizational environment.

On the other hand, Roodt (1997, p. 16) ascertained that the typical South African corporate environment reflects the following characteristics and identified fears of what is to come:
· A "them and us" culture which delineates a predominantly White management minority from the general workforce, which is a predominantly Black and unskilled majority;

· Affirmative action and its prospects as new criteria for jobs and promotion create a lot of stress and a mixture of aspirations, peer group pressure, and fear for job security. 

· Adverse labor relations with very strong union backing and the tendency towards conflict and violence;

· Ethnic and language diversity within the workplace, faction-fighting, as well as the way in which people continued to stereotype one other;

· The existing privilege and discrimination practices based mainly on race and ethnicity despite changes in legislation;

· The wealth and poverty gap that exists between the "haves" and the "have-nots", and

· Illiteracy that is rife between the greater portion of the labor force, and the ever-increasing demands of technology and skills, rendering the majority of the Black population unemployable.

Some Other Cultural Dimensions in Africa

Smith, Peterson and Schwartz (2000) found African cultures to depend for guidance upon reliance on superiors and rules, and that these traits are associated with Collectivism and cultural Embeddedness, Hierarchy, Power Distance, Mastery, and Masculinity. Most of the nations of Africa are especially high on these cultural dimensions. Their regression analysis indicates that Power Distance and Mastery provide the most concise estimate of the country-level correlates of reliance on hierarchical sources for guidance. 

Characteristics of Leadership in Africa

According to Blunt and Jones (1997): 

· In Sub-Sahara Africa (Blunt and Jones, 1992) economic psychology is generally characterized by powerful connections between objects, humans and the supernatural; the emphasis put on each of these elements and the interrelationships among them can vary from one ethnic group or tribe to another. Self-reliance and self-interest tend to take a back seat to ethnicity and group loyalty (Dia, 1994, p. 176).

· In Africa individual achievements frequently are much less valued than are interpersonal relations. The value of economic transactions lies as much, if not more, in the ritual surrounding them and their capacity to reinforce group ties as it does in their worth to the parties involved. Wealth is, first, extended family or clan wealth, and second ethnic or tribal wealth; often it can be acquired legitimately at the expense of the organization (Dia, 1994). In many circumstances, ceremony, ritual, interpersonal relations, reciprocity and the distribution of scant resources to clan and ethnic affiliates are therefore natural responsibilities of leadership in Africa (Kolawole, 1996; Nzelibe, 1986; Warren et al., 1996).

· African societies tend to be egalitarian within age groups, but hierarchical or gerontocratic between age groups (Linquist and Adolph, 1996). As a result, leaders often behave, and are expected to behave, paternalistically (Jones et al., 1995). Leaders bestow favor and expect and receive obeisance or deference. Consensus is highly valued and decision-making within levels can therefore take a long time (see Cosway and Anankum, 1996). Between levels (downwards) observance of hierarchy means that consensus can be achieved relatively quickly (Blunt, 1978 and 1983; Dia, 1994).
· African societies seem to have a great capacity also for tolerance and forgiveness, which can explain the attempts at reconciliation with former oppressors by African leaders like Jomo Kenyatta, Robert Mugabe and Nelson Mandela? Many observers have wondered at this capacity to forgive and forget. This image of the benign acceptance of past wrongs is epitomized by Nelson Mandela who, after three decades of imprisonment comes out, becomes an architect of black/white reconciliation, goes to beg white terrorists who are prepared to fast until death, "Please, please, don't kill yourselves. Please eat." This man who had just lost twenty-seven of the best years of his life, goes to beg white terrorists not to fast until death. Where else but in Africa will you find this sort of thing? (Mazrui, 1994, p. 134).
· Considerable emphasis is placed on a leader's ability to honor his or her obligations to ethnic affiliates, without denying others to an extent that causes conflict to break out into the open (Nzelibe, 1986). It is expected that the organization will not pull together because of ethnic and/or family-based cleavages. 
· Followers appear to prefer a leader who is kindly, considerate and understanding to one who is too dynamic and productive and, possibly, too demanding. Leaders are seen to possess genuine authority but are expected by their subordinates to use it only sparingly and in a humane and considerate way.
The above statements are supported by an empirical study conducted in Botswana by Jones et al. (1995), in which public sector managers reported that they perceive effective leaders primarily as those who provide clear direction and targets, accompanied by a paternal and supportive management style. Other researchers, Brown (1989), Leonard (1987, 1988) and Montgomery (1986, 1987), point to the preoccupation of African leaders with stability and internal administrative order. 

The findings are consistent with the definition of high power distance, which is a central feature of many African cultures. In a society where power is concentrated at the top, even quite senior managers will not be in positions where they can set the direction or pace of change. Those above them will decide these matters, and decisions to be implemented will be passed down. The leader's job then becomes one of operationalizing directions received from above, making them clear to subordinates and providing advice and support.
Such responses suggest that African managers are concerned overwhelmingly about the quality of their relationship with their boss, rather than, for example, with individual or organizational effectiveness. That is, internal interpersonal issues predominate over those associated with the organization's performance, its long-term strategies, its clients and its external environment. The effective manager is perceived to consult subordinates, treat them considerately, promote their self-development, support and help them, and provide them with clear direction. In this view, good managers are people-oriented rather than task-oriented. The phrases used by several respondents in the Botswana research (Jones et al., 1995) to describe the ideal boss - "teacher" and "father figure" - illustrate nicely the relationship with the boss that seems to be valued.
The impression that emerges from the Botswana data is of an organizational culture where authority is exercised in a rather paternal way and where deference to authority figures is high. This type of hierarchical relationship involves also a degree of dependence on seniors by more junior individuals, and this is accepted as normal.

An Instrument to Measure Explicit Leadership Behavior:

The Leader Behavior Description Questionnaire XII
A methodological problem often encountered in cross-national studies (Smith et al., 2002) is that researchers have frequently assumed that measures devised in the USA will prove valid when used within other cultural contexts. Berry (1989) makes a distinction between measures that are ‘etic’ and those that are ‘emic’, drawing on the distinction in linguistics between phonetics and phonemics. Etic measures are those that are used in one or more new contexts, often with little initial evidence of validity. Emic measures are those that have been validated with a specific cultural context. Many measures used within cross-cultural I/O psychology are what Berry describes as ‘imposed-etic’. That is to say, they are used in initially unmodified form as a way of checking how general is their validity. An ideal development occurs when a series of emic measures of conceptually related phenomena can be used to establish the validity of an emergent etic measure.

Another problem occurs frequently when comparisons are made between responses to questionnaires that have been provided by samples from different nations. The processes required to devise emic questionnaire items and to create valid language translations are perhaps better understood than in the past (van de Vijver & Leung, 2000). However, the problem posed by cultural differences in acquiescent response bias is still often ignored. Journals have quite frequently published papers in which raw mean responses to questionnaires using a Likert scale response format are compared and interpreted. Such comparisons may often reveal little more than the degree to which populations differ in the degree in the extent of their average response bias. Ways to circumvent the problem are available (Leung & Bond, 1989; Mullen, 1995; van de Vijver & Leung, 2000). However, the practice in refereed scholarly journals for articles using the LBDQ XII has been to compare raw mean responses between groups. Hence, that method will be employed here to enable comparisons with other studies.

The LBDQ XII has been used in several countries to study leadership behavior. Littrell (2002b) compared the results of several studies employing the LBDQ XII; results of various studies can be seen in Table B. The results were obtained using a Likert-style scale with "1" indicating that the ideal leader should never exhibit the behavior, and A "5" indicating the leader should always exhibit the behavior, with the anchor points:

	Always=5
	Often=4
	Occasionally=5
	Seldom=2
	Never=1


The original development of the Leader Behavior Description Questionnaire (LBDQ) at Ohio State University in the USA identified two major characteristic behaviors of leaders, task-orientation and nurturance of the members of the group. Stogdill (1963) redesigned the instrument into twelve factors. The twelve LBDQ XII subscales represent a complex and varied pattern of explicit leadership behavior described as follows: 

· Factor 1: Representation measures to what degree the manager speaks as the representative of the group.  

· Factor 2: Demand Reconciliation reflects how well the manager reconciles conflicting demands and reduces disorder to system. 

· Factor 3: Tolerance of Uncertainty depicts to what extent the manager is able to tolerate uncertainty and postponement without anxiety or getting upset. 

· Factor 4: Persuasiveness measures to what extent the manager uses persuasion and argument effectively; exhibits strong convictions. 

· Factor 5: Initiation of Structure measures to what degree the manager clearly defines own role, and lets followers know what is expected. 

· Factor 6: Tolerance of Freedom reflects to what extent the manager allows followers scope for initiative, decision and action. 

· Factor 7: Role Assumption measures to what degree the manager exercises actively the leadership role rather than surrendering leadership to others. 

· Factor 8: Consideration depicts to what extent the manager regards the comfort, well-being, status and contributions of followers. 

· Factor 9: Production Emphasis measures to what degree the manager applies pressure for productive output. 

· Factor 10: Predictive Accuracy measures to what extent the manager exhibits foresight and ability to predict outcomes accurately. 

· Factor 11: Integration reflects to what degree the manager maintains a closely-knit organization; resolves inter-member conflicts. 

· Factor 12: Superior Orientation measures to what extent the manager maintains cordial relations with superiors; has influence with them; is striving for higher status.

Initial cross-cultural use by Black and Porter (1991) and Selmer (1997) reported acceptable reliability and validity in cross-cultural use. “Cross-cultural” reliability and validity are difficult to define, as the instrument must measure both similarities and differences across cultures that are inherently different, each consisting of individuals that differ one from the other within the culture.  

LBDQ XII Scores From Uganda 

From Table A, for educators in Uganda, factors with high average scores, indicating desirable leader behaviors, were found to be:

Insert Table A. About Here

More desirable behaviors for Uganda educators:

· Factor 1: Representation: the manager should speak as the representative of the group.  

· Factor 5: Initiation of Structure: the manager should clearly defines own role, and let followers know what is expected. This finding is supported the study in Botswana by Jones et al. (1995), in which public sector managers reported that they perceive effective leaders primarily as those who provide clear direction and targets, accompanied by a paternal and supportive management style. 

· The findings are consistent with the definition of high power distance, which is a central feature of many African cultures. In a society where power is concentrated at the top, even quite senior managers will not be in positions where they can set the direction or pace of change. Those above them will decide these matters, and decisions to be implemented will be passed down. The leader's job then becomes one of operationalizing directions received from above, making them clear to subordinates and providing advice and support.

· Factor 11: Integration: the manager should maintain a closely-knit organization and resolve inter-member conflicts, consistent with a parental management style, consistently reported in the literature review above as an important aspect of African organizational culture. 

· Factor 9: Production Emphasis: the manager should apply pressure for productive output. This is an “anti-empowerment”. High scores for this factor were also observed in Mainland Chinese samples. This is in contrast to the conclusions above from Blunt and Jones (1997), indicating that followers appear to prefer a leader who is kindly, considerate and understanding to one who is too dynamic and productive and, possibly, too demanding. Leaders are seen to possess genuine authority but are expected by their subordinates to use it only sparingly and in a humane and considerate way. A possible explanation is in support of a high power distance, hierarchical leadership system where “the manager manages and the workers work”.

· As noted above, Smith, Peterson and Schwartz (2000) found high reliance on superiors, similar to LBDQ Factor 12, and we observe a higher score in the Ugandan sample. Factor 12: Superior Orientation: the manager should maintain cordial relations with superiors, develop influence with them, and strive for higher status. This high score is also predicted from Jones et al. (1995), in discussions above suggesting that African managers are concerned overwhelmingly about the quality of their relationship with their boss, rather than, for example, with individual or organizational effectiveness. 

· Factor 4: Persuasiveness measures to what extent the manager uses persuasion and argument effectively; exhibits strong convictions.

· Factor 7: Role Assumption measures to what degree the manager exercises actively the leadership role rather than surrendering leadership to others.

For educators in Uganda, factors with relatively low average scores, indicating less desirable leader behaviors, were found to be:

Less Desirable Behaviors for Uganda Educators

 These results are generally supported by the conclusions of Blunt and Jones (1997). The low average scores on Demand Reconciliation and Consideration could be explained in terms of Frederick Herzberg's Two Factor Theory, where these factors fall into the hygiene category (Herzberg, 1968). If these extrinsic factors are absent, they may cause de-motivation, but are an engrained aspect of the local culture and as such are expected and their presence is perhaps not even noticed.

· Factor 2: Demand Reconciliation: reflects how well the manager reconciles conflicting demands and reduces disorder to system. 

· Factor 10: Predictive Accuracy measures to what extent the manager exhibits foresight and ability to predict outcomes accurately. 

· Factor 8: Consideration depicts to what extent the manager regards the comfort, well-being, status and contributions of followers.

· Factor 6: Tolerance of Freedom: reflects to what extent the manager allows followers scope for initiative, decision and action. 

· Factor 3: Tolerance of Uncertainty: depicts to what extent the manager is able to tolerate uncertainty and postponement without anxiety or getting upset. 

The sets of more and less desirable behaviors, like the Smith et al. data, indicate a preference for high power distance on the part of education leaders in Uganda. The less desirable behaviors indicate a lower requirement for “employee empowerment” behaviors and for behaviors indicating “Western” performance competence than generally found in “Western” samples.

Meta-Analysis of Previous LBDQ XII Studies

To place the Ugandan sample in the context of available data, samples are available from seven surveys and the original surveys by Stogdill, yielding fifteen identified groups.
· Littrell and Valentin (Ro, in preparation), 40 randomly selected managers in Romania, collected in 2003;

· Black & Porter, 1991 (B&P US, B&P HK, HK-US B&P): 77 respondents from 200 randomly selected USA citizens who were managers working in Hong Kong, compared with 53 from 115 randomly selected executive education participants from a western U.S. university, and 39 Hong Kong Chinese managers.

· Littrell, 2002 (Table B columns “CN 1999 M” for managers and “CN 1999 S” for supervisors): 122 managers and supervisors in a complex of two hotels in central China.

· Littrell, 2003: columns “CN 2002 M” and “CN 1999 S”.

· Lucas et al., 1992 (Lucas US M, Lucas US Sub): Of 300 questionnaires distributed to defense plant employees in the USA, 178 were returned: 35 from management and 143 from labor (technical workers). 

· Schneider & Littrell, 2003 (GB and DE): UK: 36 respondents from 100 randomly selected managers; Germany: 46 respondents from 100 randomly selected managers.

· Selmer, 1997 (HK Sel): 240 managers self-identified as having worked for both Hong Kong expatriate managers in Hong Kong, from 2,396 graduates of the School of Business of Hong Kong Baptist University.

· Stogdill, 1963 (US Stogdill): a large number (unknown) of men and women identified by the LBDQ XII project as leaders in the USA.

The data is as yet sparse, however, analysis indicates that the LBDQ XII does discriminate between cross-cultural samples, and provide consistent geographic (regional and national) groupings.

Insert Table B. LBDQ XII Factor Scores By Country, about here

Hierarchical Cluster Analysis of All Samples

Insert Table C about here

Insert Chart 1 about here

The cluster analysis of the Table C scores separate into groups that, for the most part, can be reasonably explained, with Mainland Chinese Northern European clusters appearing, with diverse cultures such as Romania and Uganda failing to consistently cluster with other groups, and the USA yielding a mixed set of sample responses. 

· With two clusters, Uganda clusters with The Black & Porter samples from the USA and Hong Kong, with the proximity matrix indicating closer similarities to the two Hong Kong samples. But Uganda separates from that group in the next set of clusters, and remains in an isolated cluster thereafter. And, the clustering seems to be based upon the fact that these groups have generally lower average scores on all factors than the other samples. 

· One might speculate that the commonality of long-term British colonial rule might have led to the similarities between the Uganda educators’ scores and the Black and Porter manager scores in Hong Kong, however, Selmer’s (1997) sample of English-speaking Hong Kong Chinese managers cluster with the Mainland Chinese samples of hotel managers and supervisors. The Mainland China sample data was collected using a Chinese-character translation of the LBDQ XII.

Conclusions

From the literature reviewed and the research conducted and analyzed, assuming Uganda to be a reasonable surrogate for Sub-Sahara African countries, perceptions of desirable leader behaviors in Africa appear to be uniquely different from other cultures and geographies. The Hierarchical Cluster Analysis comparing samples from various geographic areas indicated an early separation of the sample of Ugandan educators from other samples. 

The sets of more and less desirable behaviors indicate a preference for paternalism and high power distance in leaders on the part of education leaders in Uganda. The behaviors need to be directed toward facilitating interpersonal interactions in organizations, rather than focusing upon task-oriented behaviors. The less desirable behaviors indicate a lower requirement for “employee empowerment” behaviors and for behaviors indicating “Western” performance competence than generally found in “Western” samples.
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Table A. Average Scores for Factors, Uganda

	Factor:
	 Mean Scores
	 Std Dev

	1. Representation 
	3.95
	0.78

	5. Initiation of Structure 
	3.86
	0.72

	11. Integration 
	3.81
	0.89

	9. Production Emphasis 
	3.74
	0.68

	12. Superior Orientation 
	3.73
	0.65

	4. Persuasiveness 
	3.63
	0.70

	7. Role Assumption 
	3.57
	0.56

	Average all factors
	3.51
	

	2. Demand Reconciliation
	3.32
	0.79

	10. Predictive Accuracy 
	3.31
	0.85

	8. Consideration 
	3.24
	0.65

	6. Tolerance of Freedom 
	3.00
	0.72

	3 Tolerance of Uncertainty 
	2.98
	0.51


Table B. LBDQ XII Factor Scores By Country

Factors by Samples
	
	Cn

1999

M
	Cn

2002

M
	Cn

1999

S
	Cn

2002

S
	HK

Sel
	HK

B&P
	US

B&P
	US

B&P

In HK
	US

Lucas

M
	US

Lucas

Sub
	US

Stogdill
	GB
	De
	Ro
	Ug


	Avg.

all samples

	 1 Representation
	4.5
	4.5
	4.5
	4.5
	4.3
	3.7
	3.9
	4.17
	4.1
	4.1
	4.1
	4.1
	4.3
	4.4
	3.95
	 4.21

	 2 Demand Reconciliation
	4.4
	4.2
	4.4
	4.3
	4.4
	3.4
	3.9
	3.4
	4.2
	4.1
	4.1
	4.2
	4.5
	4.5
	3.32
	 4.09

	 3 Tolerance of Uncertainty
	3.5
	3.6
	3.6
	3.7
	3.9
	3.0
	3.4
	3.0
	3.7
	3.7
	3.8
	3.6
	3.8
	4.1
	2.98
	 3.56

	 4 Persuasiveness
	4.3
	4.2
	4.3
	4.2
	4.2
	3.4
	3.7
	3.4
	4.1
	3.9
	4.0
	4.3
	4.2
	4.7
	3.63
	 4.04

	 5 Initiation of Structure
	4.3
	4.4
	4.4
	4.4
	4.4
	3.7
	3.7
	3.7
	4.1
	4.1
	3.8
	4.4
	4.1
	3.5
	3.86
	 4.06

	 6 Tolerance of Freedom
	3.7
	3.9
	3.8
	3.7
	4.3
	3.6
	3.9
	3.6
	3.9
	4.0
	3.7
	4
	4.1
	4.4
	3.00
	 3.84

	 7 Role Assumption
	4.1
	3.9
	3.9
	3.8
	4.1
	3.6
	4.0
	3.6
	4.2
	4.2
	4.2
	4.2
	4.1
	4.3
	3.57
	 3.98

	 8 Consideration
	3.8
	4.1
	4.0
	4.1
	4.2
	3.5
	3.9
	3.5
	4.0
	3.9
	4
	4
	3.8
	4.0
	3.24
	 3.87

	 9 Production Emphasis
	4.4
	4.1
	4.2
	4.1
	3.9
	3.4
	3.3
	3.4
	3.5
	3.3
	3.7
	3.8
	3.0
	4.1
	3.74
	 3.73

	 10 Predictive Accuracy
	4.3
	4.2
	4.1
	4.0
	4.4
	3.7
	3.7
	3.7
	4.1
	3.9
	3.9
	4.1
	3.9
	3.9
	3.31
	 3.95

	 11 Integration
	4.5
	4.3
	4.5
	4.5
	4.4
	3.7
	3.8
	3.7
	4.4
	4.2
	4.9
	4.4
	4.3
	4.1
	3.81
	 4.23

	 12 Superior Orientation
	4.2
	4.02
	4.1
	4.0
	4.3
	3.7
	3.8
	3.9
	4.0
	3.9
	4.1
	4.1
	3.8
	4.2
	3.73
	 3.99

	 Avg. all factors
	4.16
	4.14
	4.15
	4.11
	4.23
	3.53
	3.73
	3.58
	4.03
	3.94
	4.03
	4.10
	3.99
	3.85
	3.51
	3.94


Samples by Factors, Sorted by Average of All Factors

	Factor

Sample
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	Avg. 

all 

factors

	 HK Sel
	4.3
	4.4
	3.9
	4.2
	4.4
	4.3
	4.1
	4.2
	3.9
	4.4
	4.4
	4.3
	4.23

	 Cn1999M
	4.5
	4.4
	3.5
	4.3
	4.3
	3.7
	4.1
	3.8
	4.4
	4.3
	4.5
	4.2
	4.16

	 Cn1999S
	4.5
	4.4
	3.6
	4.3
	4.4
	3.8
	3.9
	4
	4.2
	4.1
	4.5
	4.1
	4.15

	 Cn2002M
	4.5
	4.2
	3.6
	4.2
	4.4
	3.9
	3.9
	4.1
	4.1
	4.2
	4.3
	4.02
	4.14

	 Cn2002S
	4.5
	4.3
	3.7
	4.2
	4.4
	3.7
	3.8
	4.1
	4.1
	4
	4.5
	4
	4.11

	 GB
	4.1
	4.2
	3.6
	4.3
	4.4
	4
	4.2
	4
	3.8
	4.1
	4.4
	4.1
	4.1

	 US Lucas M
	4.1
	4.2
	3.7
	4.1
	4.1
	3.9
	4.2
	4
	3.5
	4.1
	4.4
	4
	4.03

	 US Stogdill
	4.1
	4.1
	3.8
	4
	3.8
	3.7
	4.2
	4
	3.7
	3.9
	4.9
	4.1
	4.03

	 De
	4.3
	4.5
	3.8
	4.2
	4.1
	4.1
	4.1
	3.8
	3
	3.9
	4.3
	3.8
	3.99

	 US Lucas Sub
	4.1
	4.1
	3.7
	3.9
	4.1
	4
	4.2
	3.9
	3.3
	3.9
	4.2
	3.9
	3.94

	 Avg all samples
	4.21
	4.09
	3.56
	4.04
	4.06
	3.84
	3.98
	3.87
	3.73
	3.95
	4.23
	3.99
	3.94

	 Ro
	4.4
	4.5
	4.1
	4.7
	3.5
	4.4
	4.3
	4
	4.1
	3.9
	4.1
	4.2
	3.85

	 US B&P
	3.9
	3.9
	3.4
	3.7
	3.7
	3.9
	4
	3.9
	3.3
	3.7
	3.8
	3.8
	3.73

	 US B&P in HK
	4.17
	3.4
	3
	3.4
	3.7
	3.6
	3.6
	3.5
	3.4
	3.7
	3.7
	3.9
	3.58

	 HK B&P
	3.7
	3.4
	3
	3.4
	3.7
	3.6
	3.6
	3.5
	3.4
	3.7
	3.7
	3.7
	3.53

	 Ug
	3.95
	3.32
	2.98
	3.63
	3.86
	3
	3.57
	3.24
	3.74
	3.31
	3.81
	3.73
	3.51


Table C. Hierarchical Cluster Analysis: Table B Data

Cluster Membership

	Clusters

Case
	14
	13
	12
	11
	10
	9
	8
	7
	6
	5
	4
	3
	2

	 Cn 1999 M
	1
	1
	1
	1
	1
	1
	1
	1
	1
	1
	1
	1
	1

	 Cn 2002 M
	2
	2
	2
	2
	1
	1
	1
	1
	1
	1
	1
	1
	1

	 Cn 1999 S
	3
	2
	2
	2
	1
	1
	1
	1
	1
	1
	1
	1
	1

	 Cn 2002 S
	3
	2
	2
	2
	1
	1
	1
	1
	1
	1
	1
	1
	1

	 HK Sel
	4
	3
	3
	3
	2
	2
	2
	1
	1
	1
	1
	1
	1

	 HK B&P
	5
	4
	4
	4
	3
	3
	3
	2
	2
	2
	2
	2
	2

	 US B&P In HK
	7
	6
	6
	4
	3
	3
	3
	2
	2
	2
	2
	2
	2

	 US B&P
	6
	5
	5
	5
	4
	4
	4
	3
	3
	3
	3
	2
	2

	 US Lucas Mgr
	8
	7
	7
	6
	5
	5
	5
	4
	4
	4
	1
	1
	1

	 US Lucas Sub
	9
	8
	7
	6
	5
	5
	5
	4
	4
	4
	1
	1
	1

	 US Stogdill
	10
	9
	8
	7
	6
	6
	6
	5
	5
	4
	1
	1
	1

	 GB
	11
	10
	9
	8
	7
	5
	5
	4
	4
	4
	1
	1
	1

	 De
	12
	11
	10
	9
	8
	7
	5
	4
	4
	4
	1
	1
	1

	 Ro
	13
	12
	11
	10
	9
	8
	7
	6
	6
	5
	4
	3
	1

	 Ug
	14
	13
	12
	11
	10
	9
	8
	7
	2
	2
	2
	2
	2


Proximity Matrix

	Clusters

Case
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15

	Cn1999M
	.000
	.412
	.200
	.470
	1.020
	5.660
	3.620
	4.969
	1.310
	2.150
	1.550
	.780
	2.670
	2.160
	5.579

	Cn2002M
	.412
	.000
	.136
	.150
	.548
	4.512
	2.468
	3.893
	.750
	1.254
	1.366
	.396
	1.778
	1.992
	4.982

	Cn1999S
	.200
	.136
	.000
	.090
	.700
	5.280
	3.080
	4.629
	.950
	1.630
	1.290
	.500
	1.970
	1.980
	5.369

	Cn2002S
	.470
	.150
	.090
	.000
	.850
	4.790
	2.730
	4.179
	.860
	1.420
	1.120
	.570
	1.820
	2.230
	4.835

	HK Sel
	1.020
	.548
	.700
	.850
	.000
	6.120
	3.120
	5.577
	.770
	1.350
	1.530
	.460
	1.630
	1.600
	7.531

	HKB&P
	5.660
	4.512
	5.280
	4.790
	6.120
	.000
	.980
	.261
	3.390
	2.570
	4.010
	4.200
	4.170
	6.960
	.857

	US B&P in HK
	4.969
	3.893
	4.629
	4.179
	5.577
	.261
	1.013
	.000
	3.155
	2.375
	3.735
	3.925
	3.827
	6.363
	.871

	USB&P
	3.620
	2.468
	3.080
	2.730
	3.120
	.980
	.000
	1.013
	1.190
	.630
	1.930
	1.940
	1.530
	3.420
	2.327

	US Lucas M
	1.310
	.750
	.950
	.860
	.770
	3.390
	1.190
	3.155
	.000
	.200
	.500
	.250
	.580
	1.850
	4.481

	US Lucas Sub
	2.150
	1.254
	1.630
	1.420
	1.350
	2.570
	.630
	2.375
	.200
	.000
	.900
	.650
	.440
	2.330
	3.835

	US Stogdill
	1.550
	1.366
	1.290
	1.120
	1.530
	4.010
	1.930
	3.735
	.500
	.900
	.000
	.890
	1.480
	2.230
	4.583

	GB
	.780
	.396
	.500
	.570
	.460
	4.200
	1.940
	3.925
	.250
	.650
	.890
	.000
	1.110
	1.800
	5.009

	De
	2.670
	1.778
	1.970
	1.820
	1.630
	4.170
	1.530
	3.827
	.580
	.440
	1.480
	1.110
	.000
	2.290
	5.515

	Ro
	2.160
	1.992
	1.980
	2.230
	1.600
	6.960
	3.420
	6.363
	1.850
	2.330
	2.230
	1.800
	2.290
	.000
	7.977

	Ug
	5.579
	4.982
	5.369
	4.835
	7.531
	.857
	2.327
	.871
	4.481
	3.835
	4.583
	5.009
	5.515
	7.977
	.000


This is a dissimilarity matrix; higher scores indicate greater dissimilarity.

Chart 1. Chart Comparing Mean Factor Scores for Uganda and Black & Porter Samples
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