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Abstract

Purpose

To compare preferences of business managers for kinds of explicit leader behaviours from three European countries, to determine similarities and differences, indicating requirements for management practices and expatriate management development and training.

Methodology

Samples of managers from Romania, Germany, and the UK are compared using the factor scores of the Leader Behavior Description Questionnaire XII to determine the kinds of behaviour they prefer from leaders. 

Findings

Significant differences are observed between all three samples, indicating different leader style preferences. Comparisons and discussions are made concerning the relationships with the Hofstede value dimensions. 

Implications

Different leader behaviour should be employed in business situations in the three countries to successfully guide and motivate employees.

Research Paper: Keywords: leadership, management, Europe, Germany, Romania, UK

Introduction

Managerial leadership is crucial for successfully implementing change in organisations, especially during times of turbulence and dramatic and sudden change in the external environment. Unless the leaders create market-oriented organizational cultures, any required transformation and adaptation to a market economy may be seriously undermined. The change in the organizational culture is the critical condition in successful adjustment to a change in the external environment, requiring the managerial leader to meet the expectation of the members of the organisation. Hence, organisational leaders need to know and understand the desired leader behaviours expected of them by their subordinates, peers, and superiors. 

This study provides a systematic framework within which managers and executives can predict and assess differences in responses to various behaviours of leaders in different national cultures. From this understanding, guidelines and content of training and development programmes for management, supervisors, worker, and expatriate can be constructed for organisations employing multinational employees.

This study is a continuation of a project employing the Leader Behavior Description Questionnaire XII, translated to national languages, in a cross-national and cross-cultural comparison of employee preferences for explicit managerial leader behaviours. Reviewing the management literature, results are available from various studies and the original surveys by Stogdil (1963)l, yielding fifteen identified groups. See Black & Porter (1991), Littrell (2002), Littrell (2003), Lucas et al. (1992), Schneider & Littrell (2003), Selmer (1997l), and Littrell (2004)  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.

Delgado-Moreira (1997) pointed out that The European Union Administration, including the activity of the Commission, Council, Intergovernmental Conferences, and Reflection Groups, have been promoting the idea of the “citizen of Europe”. He further comments that “national citizenship”, as we know it, is both reportedly threatened by European identity and reluctant to holding European citizenship. European identity faces its limits when confronting culturalism or particularism at the national level. Ethnic wars in Eastern Europe are a source of concern for the European Union. In that regard, it has been said that some candidates to membership of the European Union from this region should not be "too ethnic", if they seek admission. While nothing seems impossible to government social engineers with the power to tax, creating a European identity that supersedes ethnic or national identities does appear to face some barriers. In this particular instalment of a series of studies of preferred explicit leader behaviours (see Littrell, 2002, Schneider and Littrell, 2003), we will discuss some rather profound differences between the preferences of managers in the UK, Germany, and Romania.

European Culture, Near-Term Historical Perspective

"If you can't join them, beat them".

Danish minister after a historic soccer match (Trompenaars, 2002)

Trompenaars (2002) comments that frequently we are asked whether the world of values is converging or diverging over time. If we reflect on political developments, we might conclude from the behaviour of the Basques in Spain, the Catholics in Northern Ireland and the Albanians in Kosovo or the Moluccans in Indonesia that cultures have an irresistible urge to diverge from each other. While evaluating these relationships, it is also appropriate to analyse European developments. Trompenaars comments, in general, it appears that the cultures of Europe described by historians of the Middle Ages were in fact much more similar than they are now. The process of the introduction of the Euro currency seems to have caused a stimulus for some cultures to dig in even deeper. The British tend to emphasise even more loudly "we and the Europeans", as if they have never been part of Europe. 

In my opinion, the European Summit in Nice in 2001 was at the bare bottom of European convergence. But what can you expect when the French are chairing? (Trompenaars, 2002)

Cultural anthropologists have fought a long intellectual battle over the question whether the world was converging or diverging in its value systems. Perhaps the question has been wrongly posed. The evidence from longitudinal research indicates that managers in countries like the Netherlands, USA, UK, and France, for which we have reliable data, have not changed significantly over the last 20 years. In contrast, Japanese managers seem to have changed dramatically, particularly towards individualism, but it also becomes apparent that variety by age and gender has decreased. Given our expectations and general observations of changes in society, it is not surprising that over the last few years, Japanese managers have drawn increasing attention to the role and contribution of successful females. The logical response of many Western females is that it is about time they caught up with this Western trend.

Eastern Europe

In the debate to determine whether basic management practices can be applied across cultures, particularly the dominant US/UK centred management concepts; Mueller and Clark (1998) investigated whether Western reward systems, which emphasize merit or performance-based compensation, might improve low productivity in the former socialistic economies. Assuming that "culture shapes beliefs, values, and perceptions ... and that people of different cultures cannot be expected to exhibit similar behaviour patters or react to stimuli similarly in an organizational context" (p. 320), they conducted a study comparing business students in the U.S. and those in Poland, Romania, Croatia, Slovenia, and the Czech Republic. Using the concepts of equity theory, they looked for behaviour suggesting that an attitude of entitlement, ​ the belief that rewards should be given expecting little in return, rather than that of benevolence, ​ the belief that people are altruistic. They hypothesized that the members of the former Soviet bloc would be more sensitive to social needs and have more feelings of obligations to the states than in the U.S. They expected that the national cultures of collectivism would result in higher benevolent propensities in these countries. However, their results did not support their hypotheses. "The collectivist cultures ... actually fostered a lower propensity for benevolent behaviour ... [and there were] abiding preference for entitlements over performance incentives among future enterprise managers" (p. 325) in the former Communist countries studied. 

	Note: Collectivism: Occasionally commentary in studies in which Individualism-Collectivism is a variable indicate an expectation that Collectivist societies will exhibit a concern for others in general, e.g., Mueller and Clark (1998) noted above, conducted a study comparing business students in the U.S. and those in Poland, Romania, Croatia, Slovenia, and the Czech Republic. They found that high Collectivist societies did not exhibit a general concern for others or the state. From the senior author’s experience and research (Littrell, 2002, 2003) Collectivist societies are defined by a quid pro quo concern for specific in-groups, generally devoid of benevolence, altruism, and based upon pragmatic consideration of reciprocal benefit. 




Luthans and Riolli (1997), in a case study in Albania, found that managers, who had been indoctrinated by a totalitarian system run by nomenklatura, were having great difficulties making individual decisions, having a participative style, encouraging creativity, and taking initiatives. The results, they say, in all these Central and Eastern European countries, in becoming market economies are mixed results, with varied reasons for success and failure involving "historical, cultural, political, and even geographical issues" (p. 71). 

A study comparing personal initiative in the former East and West Germanys (Frese et al., 

1996) showed significantly lower personal initiative in East Germany, which they assume is the result of over forty years of bureaucratic socialism which discouraged people from displaying any initiative at all in the workplace. "Because there was no feedback via the market, there was little pressure to change things [at work]. As there was no competition with other companies, there was little incentive to develop high-level goals. The company goal was not to reach a high productivity level but to not make mistakes. Managers in the East were by and large more conventional and risk-avoidant than managers in the West ... Employees in East Germany had little control [over their work]" (pp. 40-41), which led Frese et al. to conclude that the result was the low personal initiative found in East Germany as compared to its Western neighbour. 

Iankova (1998) examined the development of corporate organizations in Eastern Europe, and found "a contradictory cooperative-conflictual form that builds on individual [and group] interests and bridges politics and economics, hierarchies and markets in an indivisible, interest-driven systematic whole" (p. 226). Her findings suggest that for all the countries of the Soviet bloc, despite a myriad of individual differences, the forms of institutions and practices of integration and coordination have been remarkable similar.

Puffer's (1996) study of Russian leaders agrees with the consensus that these countries are more alike than different. She found that the Communist times stifled management development and frustrated those managers who had drive and initiative but were unable to use it. In fact, not only initiative was not rewarded, but it was also punished in some instances. She found in the transition era a "blind, burning envy of a neighbor's success ... has become [virtually at all levels] a most powerful break on the ideas and practice of restructuring [the economy]" (p. 308). She also found that since government and business are characterized by unethical behaviour, the omnipresence of corruption "makes it extremely difficult for ethically-minded business people to function. To run their businesses, people are forced to grease the palms of government officials to obtain permits" (p. 312) as well as those of threatening gangsters. 

Schneider and Barsoux (1997) also echoed this theme of similarity in business practices among the countries in Eastern Europe. They found a backlash against the imposition of Western or Japanese management practices to be very strong. "Given the history of foreign occupation and of forced ideology, there is a heightened sensitivity, if not ambivalence, towards the invasion of foreign companies and their business practices. In addition, national pride and the desire to develop their own style of management, one that is more congruent with cultural values, are a natural outcome of knowledge transfer and an increasing sense of self confidence and efficacy" (p. 6) in Eastern Europe. These countries are also uncomfortable with the concepts of risk and uncertainty, which had been reduced and sometimes almost nonexistent under the Soviet system. Managers still rely on hierarchical organizational structures with reduced flexibility in order to reduce uncertainty, and cultural values seem to overtake the values of strategic management. Hence we would expect a high Uncertainty Avoidance score on Hofstede’s scale for post-Communist/Soviet national cultures.

Bloc Culture

In a seminal work concerning Central and Eastern Europe, Grancelli (1995) covers similar themes. He proposes that the lack of a private sector prevented the economies of Central and Eastern Europe from developing efficiency in the public sector, and as a result market forces did not push that sector towards efficiency, and the range of viable economic actions is limited and cannot be compared with those in the West, "that is, not solely in terms of opportunity costs" (p. 35), and further, that the problem is how to construct new organization forms out of a melange of various cultures and historical origins. On the origin of cultures, Grancelli states (p. 238) that the culture in this region was peculiar in terms of the vast areas dominated by the Soviets. 

The imposition of similar institutional and organizational forms, similar life-ways, similar ideologies on a number of nation-states in Eastern and Central Europe, and their enforcement for several generations, enabled the communist system to create a common cultural framework over and above distinct national cultures and relatively insulated against wider global culture: the unique set of values, rules, norms, codes, standards that typify the bloc as a whole, namely the “bloc culture”.
According to Grancelli, even though there were obvious national variants in the manner in which these cultural precepts were implemented fundamental, underlying commonalities could be discerned. Life under communism produced a unique legacy, a peculiar cultural syndrome. Unexpectedly and unintentionally, this legacy came to play a twofold historical role. First, it had a `boomerang effect; on the project of `real socialism' by blocking its opportunities, undermining its efficiency, viability and legitimacy from within, and eventually engendering its collapse. It was a kind of hidden time bomb placed under the communist project from its inception. And second, outlasting the conditions that bred it, and even enhancing to some extent by the immediate effects of prolonged oppositional struggle and revolutionary experience, it has persisted since the demise of communism and stands in the way of democratic reform. Strangely enough, it has proved to be a subversive force against both totalitarianism and democracy. 

Grancelli further examines the historical context of the countries of Eastern Europe, which has been historically a periphery of two more remote civilizations, that of imperial Moscow and that of the Ottoman Empire. One result of this situation of structural dependency has been that Eastern Europe, for the most part of the modern period, has lacked autonomy in the economic as well as in the political sphere. Yet when the first wave of nationalism in the nineteenth century that [made] the political development of Western countries into modern nation-states, Eastern Europe also felt itself to be an area of `submerged nations'. Cultural nationalism and even armed struggles for emancipation (as in the case of Poland, Hungary, and the Balkan Ottoman dependent territories) were significant features of the Eastern European landscape. Nonetheless, except for a very brief interwar period when several countries achieved nominal independence in the wake of the dismembering of empires defeated in WWI, we can say that, in effect, the post-1989 period is the first time when Eastern Europe as a whole has been free to choose its own course of action. Or rather, for the first time Eastern European countries have been free to choose what each wishes to become, without this being defined or superimposed from above, by alien elites. (p. 256).

In a study by Chow (1992), of managers in Henan Province, the People’s Republic of China, he found that 97% of the managers were “far more concerned” about advancement in the Party than with managing their enterprise.  The managers attached most importance to “maintaining contacts with the Party representative in the organisation” and “to seeing that the employees have the right political attitude”.  Chow suggests that senior Chinese managers feel obliged to give most attention to relations with their higher administrative authorities.  Middle managers are more concerned with maintaining their good standing with the enterprise party secretary who continues to exert influence over personnel matters, where the political attitude of employees still counts.   Additionally, most enterprises were considerably overstaffed, so high production per employee was not required.  The managers paid little attention to supervision and management, and for the most part, workers were allowed to work as they pleased.

Approximately one-third of the world’s population live in some forty “transition economies” (World Development Report, 2003). In transition economies, managing cross-border inter-organizational relationships may be especially complex due to the legacies of central planning. Most academics and business practitioners agree that many of these legacies will continue to exert a strong influence on managerial behaviour for many years to come (Ernst, Alexeev, & Marer, 1996; Greenberg & Erdinc, 1999; Kornai, 1990, 1992; Markóczy, 1994; Mueller & Clarke, 1998; Pearce & Branyiczki, 1997; Soulsby & Clark, 1996; Vlachoutsicos & Lawrence, 1996; World Development Report, 1996).

Although there are great similarities among the former Soviet bloc countries, each country has its specific modes of interaction, artefacts, norms and values, and underlying assumptions - the components of culture. Communism did leave a unique legacy in the transitional economies by creating a peculiar cultural syndrome at the enterprise level with its distinct set of values, norms, and standards based on the notion of the communist theoretical conception of collectivism (Greenberg & Didar, 1999). This, in turn, stifled the development of management and organizational culture based on risk-taking, initiative, creativity, transparency, autonomy and performance based reward systems. Hence, one of the key managerial challenges was how to transform the organizational culture to promote organizational change in order to survive the turbulent economic environment and implement successful strategies to adapt to the new market environment. The new entrants, both foreign or domestic, the privatized companies as well as the state enterprises faced enormous difficulties and obstacles in dealing with the legacy of the organizational culture of the communist past and in implementing managerial strategies to improve efficiency and productivity, a precondition for economic growth and survival in the market economy.

In Eastern European countries, the deficiencies among business personnel for analytical business administration skills are well known (Welsh, Luthans, & Sommer, 1993; Nation's Business, 1991). Sasseen (1990, p. 24) addresses the situation concisely, if harshly. "Managers will have to be taught everything from basic organizational skills to how to price and market a product. Most of all, they will have to learn to lead after decades in which managers were not expected to think.” 

Cultures and Comparisons

This study will consider three national cultures, Romania, Germany, and the UK. Ethnically, the countries are relatively homogeneous (CIA World Factbook, 2003), with the following make-ups:

· UK: English 81.5%, Scottish 9.6%, Irish 2.4%, Welsh 1.9%, Ulster 1.8%, West Indian, Indian, Pakistani, and other 2.8%
· De (Germany): German 91.5%, Turkish 2.4%, other 6.1% (made up largely of Serbo-Croatian, Italian, Russian, Greek, Polish, Spanish)
· Ro (Romania): Romanian 89.5%, Hungarian 6.6%, Roma 2.5%, Ukrainian 0.3%, German 0.3%, Russian 0.2%, Turkish 0.2%, other 0.4% (2002)
Hofstede (1980, 2002a) is well known for his work on cultural variability and its consequences. His publications have attracted interest in numerous fields of science, for example in those of psychology, sociology, political science, and management settings, such as international trade, marketing, and human resource. Cultural variability and diversity play fundamental roles in connection with organizational strategies. 

The essence of culture is not what is visible on the surface. It is the shared way groups of people understand and interpret the world. It can also be defined as the way groups of people solve problems. Summarising the literature review, for comparing cultures we expect Romanian culture to be, on Hofstede’s scales, Collectivist (Low Individualism), high in Uncertainty Avoidance, high in Power Distance. The aspects leading to estimating Masculinity scores do not appear in the literature reviewed. Studies employing Hofstede’s concept of Collectivism have indicated Romania to be a Collectivist society, moderately low in Masculinity, high Uncertainty Avoidance, and high Power Distance. See Chart 1.
TAKE IN CHART 1 ABOUT HERE.

Chart 1. Estimates of Hofstede-Bond Scores for Three European National Cultures: Germany, Great Britain, and Romania

	Country 
	Individualism

IDV
	Power

Distance

PDI
	Masculinity

MAS
	Uncertainty

Avoidance

UAI
	Long Term

Orientation

LTO

	Hofstede (2002a) Ranges, Means
	6 – 91

Mean=51
	11 –104

Mean=51
	5 – 95

Mean=51
	8-112

Mean=64
	

	Hofstede (1994, 2002a)

	Germany FR 
	67 (Moderate)
	35 (Low)
	66 (High)
	65 (Moderate)
	

	Great Britain 
	89 (High)
	35 (Low)
	66 (High)
	35 (Low)
	

	Romania
	
	
	Moderately Low
	
	

	Timm et al. (1999)

	Germany
	67 (M)
	35 (Low)
	66 (H)
	65 (M)
	31 (L)

	United Kingdom
	89 (H)
	35 (Low)
	66 (H)
	35 (L)
	25 (L)

	Romania
	34 (L)
	63 (H)
	29 (L)
	72 (H)
	--

	Sundqvist et al. (2001)

	 Cluster 1-Germany
	53 (M)
	62.5 (H)
	58 (H)
	82 (H)
	--

	 Cluster 2-UK
	74 (H)
	28 (L)
	65 (H)
	54 (M)
	--

	 Cluster 3-Romania
	22 (L)
	70 (H)
	42 (M)
	79 (H)
	--

	University of Southern Denmark: Students, 1991 (personal communication):

	Germany
	70 (M)
	
	29 (L)
	
	

	Romania
	23 (L)
	
	36 (L)
	
	

	Aycan, et al. (2000), not Hofstede scale questions

	Germany
	
	99 (L)
	
	
	

	United Kingdom
	
	
	
	
	

	Romania
	
	82 (L)
	
	
	

	Consensus

	Germany (De)
	Moderate
	Mixed
	High
	M-H
	Low

	United Kingdom
	High
	Low
	High
	Low
	Low

	Romania
	Low
	High
	Low
	High
	--


	
	IDV
	PDI
	MAS
	UAI
	LTO


We do not see a great deal of similarity in the three national cultures on the Hofstede/Bond scales.

Explicit Leader Behaviour and Culture: Discussion of Some Hypotheses

The 12 LBDQ XII subscales represent a complex and varied pattern of leadership behaviour described as follows, from the factor analysis by Stogdill (1963). Relationships with Hofstede’s value dimensions are proposed: 

· Factor 1: Representation measures to what degree the manager speaks as the representative of the group. In terms of the Hofstede values, high Power Distance cultures can be expected to indicate that this is a more desirable leader behaviour.

· Factor 2: Demand reconciliation reflects how well the manager reconciles conflicting demands and reduces disorder to system. High Uncertainty Avoidance cultures can be expected to indicate that this is a more desirable leader behaviour.

· Factor 3: Tolerance of uncertainty depicts to what extent the manager is able to tolerate uncertainty and postponement without anxiety or getting upset. High Uncertainty Avoidance cultures can be expected to indicate that this is a more desirable leader behaviour.

· Factor 4: Persuasiveness measures to what extent the manager uses persuasion and argument effectively; the “official” users manual for the LBDQ XII includes “exhibits strong convictions” in this description, however, inspection of the items defining the factor lead to excluding this latter phrase. High Power Distance cultures, those that accept that large power differences exist, and that this is as it should be, can be expected to indicate that this is a less desirable behaviour.

· Factor 5: Initiation of structure measures to what degree the manager clearly defines own role, and lets followers know what is expected. High Uncertainty Avoidance cultures can be expected to indicate that this is a more desirable leader behaviour. As the Masculinity dimension of values is role-oriented, we can expect high MAS cultures to indicate this is a more desirable behaviour.

· 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. High Power Distance cultures can be expected to indicate that this is a more desirable leader behaviour.

· Factor 8: Consideration depicts to what extent the manager regards the comfort, well-being, status, and contributions of followers. As research has indicated (Littrell, 2002), a leader in a Collective society is expected to behave as a loving parent; we should expect collective societies to indicate this is a more desirable leader behaviour.

· 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. High LTO cultures can be expected to value this behaviour.

· Factor 11: Integration reflects to what degree the manager maintains a closely-knit organisation; resolves inter-member conflicts. As research has indicated (Littrell, 2002), a leader in a Collective society is expected to behave as a loving parent; we should expect collective societies to indicate this is a more desirable leader behaviour.

· Factor 12: Superior orientation measures to what extent the manager maintains cordial relations with superiors; has influence with them; is striving for higher status. In some national cultures, such as Germany, and in some industries, managerial leaders are chosen on the basis of technical competence, and hence would indicate this to be a less desirable behaviour.

The European Values Study

Considering the relationship of leadership and motivation, employees are motivated by leaders, and we are motivated to obtain that which we value. Let us look at the European Values Study (Halman, 2001, Stoetzel, 1983, Harding et al. 1986) for further comparisons of the three countries in terms of values.
The European Values Study is a large-scale, cross-sectional, and longitudinal survey research project on basic human values, initiated by the European Values Systems Study Group in the late seventies, at that time an informal grouping of academics Now, it is carried on in the setting of the foundation in the Netherlands, using the name of the group European Values Study (EVS). This project launched at the end of the seventies, aimed at investigating fundamental value patterns in Western Europe. Data was collected in 1981, 1990, and 1999 

For a comparison of the three countries, let us look at a comparison base on interpersonal trust. Chart 2 indicates that Great Britain and Germany, are typical of European countries, and Romania has a considerably lower level of interpersonal trust.  

TAKE IN CHART 2 ABOUT HERE.
Chart 2: Interpersonal Trust

Item: "Generally speaking, would you say that most people can be trusted or that you can't be too careful in dealing with people?"
	2001 Results
	Most people can be trusted
	Cannot be too careful
	N

	Romania
	10.1
	89.9
	1,115

	Great Britain
	29.8
	70.2
	954

	Germany
	34.8
	65.2
	1,935

	Average for EVS countries:
	30.5
	69.5
	37,279


Implications of Trust

Fukuyama (1995) examines the process of interpersonal association in a wide range of national cultures in order to show the reasons that make a prosperous society. He maintains that at the "end of history" social engineering is not enough to achieve further improvement. Stable social institutions cannot be legislated and it is only the habits, customs, and ethics that are responsible for the creation of a dynamic civil society, on which depend liberal and economic institutions. The implication is that developing a prosperous society, and doing business in Romania is more difficult than in the UK and Germany.

Economic life is pervaded by culture and is dependent on moral bonds of social trust; only societies with a high degree of social trust will be able to create the kind of flexible, large-scale business organisations needed for successful competition in the global economy and international relationships.

Fukuyama comments that the same national industrial policy that works in one society could be an utter failure in another. It is the underlying cultural foundation, not the state policy, which is usually the critical factor in success or failure. Rather than pursue the essentially fruitless debate about state policies, it is more important to look at the intermediate layer of society, the cultural terrain between the individual and the state.

The indication of lack of institutions of Trust in Romania, compared with Germany, the UK, and the average in Europe leads to the conclusion that building larger, globally competitive businesses in Romania will need to be supported by incoming Foreign Direct Investment.
Related to trust is the prevalence of corruption in a national culture. Toncar, Alon, and Mckee (1999) found that highly individualist cultures are more likely to develop and embrace a market economy, a balanced political structure, and the values required to sustain these systems, such as the emphasis on individual initiative, and the belief that the same value standards should apply to all.  Alon and Kellerman (1999) proposed that collectivism in South East Asia has perpetuated collusion and corruption in government and business circles, which ultimately led to the economic crisis of 1997. However, Hofstede (2002b) found that high collectivism was associated with high corruption, but had an extremely strong co-variable in level of national poverty. Hofstede found high Power Distance, highly correlated with high collectivism, to be a more reliable predictor of level of corruption in a nation. Noted below, in the comparison of Romania and Germany, Romania is a nation with a comparatively high degree of corruption, high Power Distance, and low Individualism; indicating difficulties in developing Western ideals of economic success.

Comparisons: Romania and Germany

Rohozinska (1999) characterised Romania as the former "pearl of Eastern Europe", having used its Roman roots to stress its Western orientation and, more importantly, its strategic geopolitical position as the natural bulwark against Russian expansionism. Romanian politicians, past and present, have used both these factors to present themselves as the last outpost of "civilised" Europe and therefore the West's natural ally. Through this relationship Romania acquired political and financial support that more often than not served to consolidate the position of the political elite rather than benefit Romanian society as a whole.

Rohozinska poses the question of how to define Romania's "social and political culture" and whether the repetitive pattern evidenced by its foreign-policy pursuits is indicative of the society's capacity, or desire, for reform. Perhaps it is best reflected in one of the striking features of Bucharest: the plethora of small kiosks, which take up sidewalk space at every intersection and in every metro station. These packed kiosks, where one can buy anything from soap to cigarettes to radios, stand in stark contrast to the echoing, cavernous buildings that were intended to house department stores. That idea obviously failed to catch on, as these buildings now stand mainly empty. Similarly, the more recently introduced Western-style self-service stores are, in general, few and far between and don't appear particularly popular. Upon inquiring why, the answer comes that these stores simply aren't trusted, even though the goods are of fine quality and are often cheaper than at kiosks. Is the answer then that there is a fundamental, ingrained mistrust of anything that appears to be officially organised or sanctioned?

Rohozinska further believes that the predominant features of Romanian nationalism are its general xenophobia (mainly directed at Hungarians and Russians) and strong anti-Semitism. Watts (1997) and Kurthen et al. (1997) characterise Germans as also exhibiting general xenophobia and strong anti-Semitism.

Rohozinska further characterises the Romanian government as irresponsible and exhibiting ineptitude at governing and corruption. “Politicians have only ever sought to manipulate the Romanian public and, given such experience, it is little wonder that the current public fails to expect anything different from those now in power.” 

If the statements in this section of discussion are accurate, results of comparisons of survey results in Romania and Germany may be influenced by a similar recent history, and similar attitudes of xenophobia and anti-Semitism. Differences are observed in the level of government corruption, with scoring higher (less corruption), and trust of government leaders, with Germany scoring higher (more trust).

Comparisons: UK and Romania

In a study of leadership of senior managers (managing directors/general managers) in the UK and Romania, Kelemen (1997) expresses the opinion that Romania is not a “Western” culture, and further, Romania and Britain are “two apparently dichotomous cultures” (p. 24). She reported one-on-one interviews with four managing directors of Romanian companies. She reports that Romanian directors are facing similar challenges to the British and that their understandings and accounts of leadership could also be seen to be a result of their education, experience, and emotions. Indeed, among the numerous factors that might influence the constructions of leadership in the Romanian directors' case, these three factors appear to underpin each account: 

1. Education: all four managers were educated as engineers. They all believe that one of the qualities associated with a good director is the ability to think systematically. As a matter of fact, Romanian education is very much anchored in systems theory, whether one does engineering or economics, medicine or art.

2. Experience: This category refers to situational variables; leader behaviour is influenced by the situation. The four managers consider that they spend too little time on core problems - the assimilation of a new product, the adaptation of technology to market demands, the state of investments, new markets, etc.-and too much time on trying to get material and financial resources. One participant argues: "I spend 90 per cent of my time chasing various suppliers, the bank, the customers, and that is because we need resources to survive" (Stephan, 26 August 1994). Interestingly enough, none of the directors considered that the most crucial resource at the moment is the human resource; training and education are never top of their agendas because, "our workforce is already highly qualified but does not have the chance to release its potential at the moment because of the material and financial resource scarcity

3. Emotions:  She reports the managers’ personal expectations and collateral emotions appear to colour descriptions as to what a good director should be like. All directors argue that the Romanian style of management has not changed for the better since the Revolution in December 1989. Although they had high expectations as to how things could be improved at the managerial level, the change only happened at the rhetoric level: they go on courses, just as before, to be taught "wonderful theories of motivation by Hertzberg, Aldefer and Maslow but when I come back I still have to fight the bank for my people's salaries" (Iosif, 28 August 1994). There is a consensus that the rhetoric cannot become reality, not because people are not able to cope with the change intellectually, but because the infrastructure and the legal system are not in a position to support this change. With all expectations unmet, directors argue that being a good leader does not mean being an intellectual any more, but "being pragmatic, down to earth, able to find practical solutions and `manage' - to manage has a negative connotation attached to it in this case - the whole system" (Ion, 26 August 1994).

As to the availability of materials for management education, Romanian management literature is an uncritical adaptation of Western translations, mainly French and American, and no attention has been paid to the specific of national culture. There seems to be an increased pressure on Romanian companies to align with Western standards in terms of management techniques. This pressure comes from both the International Monetary Fund, which has financially supported some of the main economic initiatives going on in Romania, such as privatization, as well as foreign partners that either trade with Romanian companies or have established joint ventures.

Directors feel that they are pushed to align with Western standards by any means because now "everything is judged by their standards" (Ion, 26 April 1994). They argue that as long as they do not operate in a Western environment, their success or failure cannot be measured by western standards. One of them said: "I would be curious to see if a Western director could handle this chaos. It is easy for everybody to offer prescriptions but when you have to manage chaos every day you do not care about their miraculous management techniques" (Andrei, 25 August 1994).

Comparisons: UK and Germany

Schneider and Littrell (2003) in a precursor to this study administered the Leader Behavior Description Questionnaire XII to managers in the UK and Germany in an effort to determine differences in preferences for explicit leader behaviours. The study found very large differences in the preferences for initiation of structure, production emphasis, and superior orientation between the two samples.

German managers' high preference scores
The factors on which the German managers indicated significant differences from the English managers, with higher scores for the German managers, were: Factor 1: Representation, the representation of the group by the leader was seen to be more important than by the British participants (4.1), a significance level of p = 0.016. Factor 2: Demand reconciliation. German participants considered the leadership factor "demand reconciliation" as the most desirable out of the 12 factors (avg. 4.52). This is not surprising. Germans espouse a world governed by Ordnung (order), where everything and everyone has a place in a grand design. Order is achievable when sufficient and effective rules, regulations, and procedures are provided. It is essential that the leader monitor, and, if necessary, enforce rules and thus create order. Factor 3: Tolerance of uncertainty. The British participants of the survey classified the leadership factor "tolerance of uncertainty" as the least desirable factor out of the 12 subscales (avg. 3.6). The German sample also rated it relatively undesirable, 3.8, but significantly higher than the British sample (p=0.0004).

Hofstede (1980) classifies Great Britain as a culture of low uncertainty avoidance, whereas Germany is regarded as medium high. These results indicate that tolerance of uncertainty is a highly undesirable trait (high uncertainty avoidance) in a leader and manager, opposite to Hofstede's assessment in Britain.

English managers' high preference scores
For the factors on which the English managers indicated large, significant differences in leadership factor preferences, higher than the German sample: Factor 4: Persuasiveness. The English sample indicated this to be a more desirable behaviour than the German sample. Factor 5: Initiation of structure.  British participants (avg. 4.4) rated "initiation of structure" as the most highly desirable factor of the 12. It was seen as an important behaviour of a leader. German participants see less need for a leader and manager to impose further structure on an already highly structured system (Lewis, 2000, p. 71.). Factor 9: Production emphasis. Germans regard the emphasis on production as, by far, the least important behaviour. Production emphasis is defined as the degree to which the ideal leader "applies pressure for productive output". In Germany high standards and procedures have already been implemented. Neither overtime nor a rapid pace of work is pursued by the German leader. E. Marx (2001, p. 85) adds, "long-working hours are not necessarily interpreted as high job commitment, but rather as not being clever enough to finish ... work within normal hours".

Factor 10. Predictive accuracy. Different attitudes of the two cultures can be examined when investigating the leadership factor "predictive accuracy". It exhibits the ability to predict outcomes accurately. With the English average at 4.14 and the German at 3.94 (p=0.002), both view this ability as desirable. The lower score of the German managers could perhaps be attributed to the expectation that extensive planning by everyone is required to achieve orderly progress toward a desired outcome; therefore this is not a leadership trait, but a general trait. Factor 12: Superior orientation. In Germany, team-orientation and thus the promotion of the achievements of the team are more important. This notion is further intensified by the attitude of German participants that the leader should not enjoy the privileges of his/her position (E. Marx, 2001). Germans believe that the status of an individual is on the first hand related to his or her knowledge and expertise and only as a consequence mirrored in the position. Technical skill is the basis for promotion, not relationships with superiors.

Comparisons of the Three Samples

Detailed lists of the means and standard deviations can be seen in the table in Appendix 1 and in Chart 3 below. Factors 1: Representation, 4: Persuasiveness, and 6: Tolerance of Freedom are consistently high across all samples. Factors 3: Tolerance of Uncertainty and 10: Predictive Accuracy are consistently lower across all samples. The Remaining factors vary among the samples, indicating differences in desirability of the behaviours stemming from cultural differences. Chart 4 includes brief notes on the differences in the three samples and related the differences to Hofstede’s value dimensions.

TAKE IN CHART 3 ABOUT HERE.

Chart 3. Comparison of Mean Factor Scores
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Chart 4. Comparison of the Three Sets of Managers on the LBDQ XII Scores

Higher scores indicate that the group indicated the behaviour to be more desirable.

	Clustering Based Upon T-Tests of Pairs of Samples
	Significance Levels of Differences in Means
	Means
	Comment
	Note

	
	p,

Ro-De
	p,

Ro-UK
	p,

De-UK
	Ro-Avg
	De-Avg
	UK-Avg
	
	

	Average of All Factors
	
	
	
	4.17
	4.10
	4.21
	
	

	Factor 1: Representation measures to what degree the manager speaks as the representative of the group.
	0.02439
	0.4106
	0.1265
	4.40
	4.21
	4.33
	Ro & De differ, Ro higher 
	Ro higher Power Distance than De, UK

	Factor 2: Demand Reconciliation reflects how well the manager reconciles conflicting demands and reduces disorder to system.
	0.0000
	0.0002
	0.6650
	4.52
	4.14
	4.18
	Germans & English similar, Ro higher
	Ro much higher, and higher Uncertainty Avoidance than De, UK 

	Factor 3: Tolerance of Uncertainty depicts to what extent the manager is able to tolerate uncertainty and postponement without anxiety or getting upset.
	0.0001
	0.8207
	0.0000
	4.11
	3.75
	4.13
	Ro & UK similar, De lower (behaviour less desirable in De) 
	Germans require 

Ordnung

	Factor 4: Persuasiveness measures to what extent the manager uses oral persuasion and argument effectively.
	0.0446
	0.5237
	0.0011
	4.67
	4.85
	4.61
	Ro & UK similar, De higher
	This LBDQ XII factor could indicate that the De leader, being the chief technician, engages in more frequent oral interaction with subordinates in a leading by example and training mode. 

	Factor 5: Initiation of Structure measures to what degree the manager clearly defines own role, and lets followers know what is expected.
	0.0000
	0.0000
	0.0292
	3.49
	4.30
	4.06
	All 

dissimilar, 

De much higher, Ro much lower
	Germans require 

Ordnung; in a Collectivist, high Power Distance society such as Ro, such behaviour may not be necessary or desired

	Factor 6: Tolerance of Freedom reflects to what extent the manager allows followers scope for initiative, decision and action.
	0.0397
	0.4226
	0.1980
	4.38
	4.18
	4.30
	Ro & De differ, Ro higher, UK highest
	Again, this finding can be related to desire for Ordnung

	Factor 7: Role Assumption measures to what degree the manager exercises actively the leadership role rather than surrendering leadership to others.
	0.0055
	0.2631
	0.0008
	4.25
	4.04
	4.35
	Ro & UK similar, De lower
	As the technically competent leader, the De leader is “first among equals” and might be expected to temporarily surrender leadership to one more technically competent in some aspect of a task.

	Factor 8: Consideration depicts to what extent the manager regards the comfort, well-being, status, and contributions of followers.
	0.1830
	0.5641
	0.4670
	3.99
	4.12
	4.05
	All similar
	Mixed results; some higher than the average for the country, some lower.

	Factor 9: Production Emphasis measures to what degree the manager applies pressure for productive output.
	0.5734
	0.1133
	0.3620
	4.08
	4.13
	4.21
	All similar
	Mixed results; some higher than the average for the country, some lower.

	Factor 10: Predictive Accuracy measures to what extent the manager exhibits foresight and ability to predict outcomes accurately.
	0.3303
	0.5890
	0.5466
	3.91
	4.03
	3.98
	All similar
	Generally lower averages, a less important behaviour

	Factor 11: Integration reflects to what degree the manager maintains a closely-knit organisation; resolves inter-member conflicts.
	0.7442
	0.0135
	0.0168
	4.08
	4.11
	4.31
	Ro & De similar, 

UK higher
	Ro and De higher in Power Distance than UK

	Factor 12: Superior Orientation measures to what extent the manager maintains cordial relations with superiors; has influence with them; is striving for higher status.
	0.0000
	0.0359
	0.0000
	4.19
	3.32
	3.95
	All differ, 

Ro higher
	In De, the managerial leader normally gains the post by technical competence, with company politics playing little or no role.


Discussion
We must always remember that management models are summarised, idealised types, and as such they do not always match with specific instances of reality, and certainly cannot predict individual behaviour. Pressing on regardless, from the results presented, we see significant differences in the desirable traits of leaders in Germany, England, and Romania. Applying these differences in business situations, we expect German workers to prefer a work environment where:

· Workers, supervisors, and managers are selected on the basis of technical competence, and are left alone to do their work, with considerable planning but little managerial direction or guidance after the plan has been made. 

· The most desirable behaviour of the leader is reconciling conflicting demands and reducing disorder in the system (imposing Ordnung). 

· The leader should not tolerate uncertainty and postponement, but demonstrate concern in these situations and move the system toward certainty and schedule (to impose Ordnung). 

For English leaders, the followers seem to prefer a more interventionist approach:

· The leader should clearly define his or her own role, and let followers know what is expected of them; 

· Demonstrate strong convictions in what he or she is doing, and use persuasion and argument effectively in managing and motivating followers; 

· Actively exercise the leadership role rather than surrendering leadership to others in the group. 

We find considerable differences in expectations of behaviours of managerial leaders between Germany and the UK. Significant differences were observed in the mean factor scores for six of the twelve factors.

For Romanian leaders:

Outlying averages were:

Factor 2: Demand Reconciliation (high) reflects how well the manager reconciles conflicting demands and reduces disorder to system, was ranked as a highly desirable leader behaviour by the Romanian sample, and significantly higher than the German and the UK samples, reflecting the fact that they also indicated the highest score on Uncertainty Avoidance.

Factor 4: Persuasiveness (low) measures to what extent the manager uses oral persuasion and argument effectively received the lowest average score from the Romanian sample, and significantly lower than the German and UK samples. This result corresponds with Romania exhibiting the highest Power Distance score of the three. In a high Power Distance environment, subordinates accept the fact that the high power differences exist, and that this is an acceptable fact of life. Managerial leaders do not need to resort to oral persuasion and argument.

Cultural Similarities of Factors For This Set of Samples

This small set of three national samples yields the following group of factors that did not differ significantly between at least two of the countries. Average scores for this factor were generally mixed, with some above and some blow the averages for all factors for all samples.

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.

For the majority of the factors, the remaining nine, significant differences were observed between at least two of the samples, indicating considerable dissimilarities in preferred explicit leader behaviour between the cultures.

Conclusions

Implications for management development
Recent research indicates a requirement for employment of expatriate managers and enhancement of managerial education in Romania to enhance the development of competitiveness in Europe. The expectations of behaviour of managerial leaders in the UK, Germany, and Romania differ significantly in a number of important areas, especially in the manner in which a leader interacts with the group. Understanding of such differences is crucial for successful expatriate managers and educators.

Additionally, while we are not privy to the internal events of such difficult cross-cultural mergers as BMW-Rover and Daimler-Chrysler, but from the results presented in this survey research, we perhaps can see the seeds of failure if those in managerial and worker positions are not aware of and do not effectively deal with the cultural differences. With the tremendous volume of research literature and scholarly and popular books available on the topic, failure on the part of organisational executives to expect, consider, plan for, and deal with cross-cultural issues in management and leadership constitute culpable negligence.

Cross-cultural training is essential in any organisation, including employees remaining in their home country as well as expatriates. Employees must have knowledge of the existence of culture-contingent opinions, attitudes, beliefs, and values, coupled with training in expectations of the directions of differences when encountering other cultures, particularly in critical situations involving success of employees and the firm.

As time and finances permit, plans are to re-factor the questions in the LBDQ XII based upon nationality of respondents. The goal is development of a reliable and valid cross-cultural instrument to assess similarities and differences in leadership traits as a step toward defining a system of measurements relating leader behaviours, follower behaviours, and situational variables differing across cultures.

Appendix 1

Means and Standard Deviations of Factor Scores for National Samples

Higher Scores Indicate Higher Desirability of the Behaviour
	Factor
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12

	Averages

	Ro:
	4.40
	4.52
	4.11
	4.67
	3.49
	4.38
	4.25
	3.99
	4.08
	3.91
	4.08
	4.19

	De:
	4.21
	4.14
	3.75
	4.85
	4.30
	4.18
	4.04
	4.12
	4.13
	4.03
	4.11
	3.32

	En:
	4.33
	4.18
	4.13
	4.61
	4.06
	4.30
	4.35
	4.05
	4.21
	3.98
	4.31
	3.95

	T-Tests:

	 Ro-De
	0.024
	0.0000
	0.0001
	0.045
	0.0000
	0.040
	0.0055
	0.18
	0.57
	0.33
	0.74
	0.0000

	 Ro-En
	0.41
	0.0002
	0.82
	0.52
	0.0000
	0.42
	0.26
	0.56
	0.11
	0.59
	0.014
	0.036

	 De-En
	0.13
	0.67
	0.0000
	0.0011
	0.029
	0.20
	0.0008
	0.47
	0.36
	0.55
	0.017
	0.0000

	Standard Deviations:

	Ro:
	0.38
	0.37
	0.41
	0.46
	0.60
	0.44
	0.32
	0.46
	0.38
	0.67
	0.48
	0.48

	De:
	0.36
	0.41
	0.38
	0.38
	0.48
	0.43
	0.36
	0.37
	0.46
	0.40
	0.44
	0.53

	En:
	0.31
	0.37
	0.36
	0.25
	0.51
	0.39
	0.46
	0.40
	0.33
	0.37
	0.28
	0.47

	F-Tests:

	 Ro-De
	0.79
	0.47
	0.57
	0.25
	0.13
	0.85
	0.54
	0.20
	0.24
	0.0007
	0.53
	0.52

	 Ro-En
	0.27
	0.88
	0.40
	0.0005
	0.31
	0.46
	0.0400
	0.45
	0.41
	0.0007
	0.0022
	0.95

	 De-En
	0.37
	0.58
	0.74
	0.011
	0.67
	0.56
	0.12
	0.64
	0.049
	0.75
	0.010
	0.50

	Factor
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12


Rankings of Factor Scores by County After Rounding to One Decimal Place

1 indicates highest, most desirable behaviour

	Factor
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12

	Rankings

	Ro:
	3
	2
	7
	1
	3
	3
	5
	12
	7
	11
	7
	6

	De:
	3
	5
	11
	1
	2
	3
	10
	5
	5
	9
	5
	12

	En:
	3
	6
	8
	1
	8
	3
	2
	10
	6
	11
	3
	11
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