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Multicultural Teams Effectively?
Abstract: Global leadership is a buzz word in today’s business world. It is not clearly defined
however who global leaders are: Do they work abroad or with people from different nationalities? Are they themselves living abroad or having a cross-cultural background? Are they leading
virtual or non-virtual teams? Do global leaders exist or is not every leader a global leader in
today’s world? The following article gives a definition of global leadership and compares it
with other leadership profiles: local, expat and glocal leadership. Another challenge about
global leadership are the expectations towards this group of people: their expertise, skills and
personality.Global leaders seem to be the answer to many questions of our globalised world.
This paper describes the challenges global leaders encounter and the competencies they are
supposed to dispose of. Interviews with global leaders and their teams show the way they deal
with those challenges in practice.Finally, the results of the interviews help the leader discovering
new opportunities to develop himself towards an inspiring global leader.
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Note: all the quotations have been translated into English by the authors to facilitate the
readibility of the article. The quotations in the original language can be found in the footnotes.

Introduction
Recent research focuses on the impact of multicultural teams and virtual
teams on creativity and efficiency. The role of the leadership of those teams,
however, is often neglected. This paper aims togive global leaders a self-reflection tool in order to assess where they position their progress towards
becoming a more efficient global leader. This tool also aims to give global
leaders strategies to facethe challenges they encounter (Leung, An, Tan, 2014).
Although internationalisation began with expatriation of experts to a foreign country, it is much more today. The opening of the European boarders
has facilitated migration – more or less temporary or definitive – of qualified
personnel (Withol de Wenden, 2013). Nowadays, increasing number ofrecent
graduatesalready have either studied or worked abroad (Bolten, 2007). Furthermore, the anglo-saxon way of working has a significant impact in other
regions of the world, be it through corporate culture or through educational
programs like MBAs (Massol et al., 2010).
Even though the global leader is often responsible for his own integration
in a foreign country, it can also be his role to assume the responsibility of
assembling his staff as well. Team work, like work abroad, is a necessity as
the tasks in businessbecome more and more complex (Podsiadlowski, 2002;
Rosenstiel (von)/Comelli, 2003). As globalisation leads to a great diversity in
the working population, it can be seen as cause and effect simultaneously
(Scheffer, Werner, 2012). Leaders can be seen as product of globalisation
and as driver of globalisation, accompanying a change in mindset in the
business world (Osland, 2017).
This leads us to the following research questions:
1) What is global leadership?
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2) What are the challenges global leaders are facing?
3) What are solutions for global leaders to cope with potential challenges?

The follwing paper focuses on global leadership. In today’s globalised world
global leadership seems to be the description of every kind of leadership
across the globe. However, the reality is different. Becoming a successful
global leader requires hard workand a high degree of self-reflection. The
checklist presented in this paper is based on the result of a two-year study of
MCTs (MultiCultural Teams) of software developers in the automotive sector.
The checklist can be of interest for every global leader regardless of sector.

Current state of knowledge
It is difficult to define Global Leadership (an overview is given in Mendenhall
et al., 2012). Reiche et al. (2016) distinguish between four types of global leaders according to the complexity of tasks and relationships in their function.
Forthomme (2014) puts the focus on the fact that global leadership can only
grow in the right environment, giving the organisations the responsibility to
foster diversity and a global mindset. Zenger, Folkman, Evans (2014) give
insights on how organisations can build up global competence).
Our understanding of global leadership is best described by Ghemawat
(2012): it needs working experience abroad in order to foster the committment
towards and the identification with the foreign culture. Beechler and Baltzley
(2008) differentiate between global and domestic leaders. The domestic
leader is comparable to the local leader mentioned below (see Figure 1.).
Based on the findings of Story et al. (2014) and the figure on global mindset of
Hruby (2013, p. 48), the authors distinguish between four profiles of leaders,
depending on the international background (cross-culturality) of the leader
and his team (see Figure 1.):
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Figure 1. Four leadership types

Source: own work.

·· Local Leader: this leader has no intercultural profile, meaning he has not
yet lived and worked abroad and leads a team of people having the same
cultural background ashimself;
·· Expat Leader: this leader has an intercultural profile, meaning he is currently working abroad, but his team is composed of local staff;
·· Glocal leader : this leader has no intercultural profile, but leads a multicultural team. This gives him the opportunity to get initial exposure to a foreign
culture even though he has never lived nor worked abroad;
·· Global leader: this leader has an intercultural profile, meaning he is currently working abroad and leading a multicultural team.
Figure 1. provides a snap-shot of the current evaluation of the leaders
and their teams. The authors will suggest potential development strategies
depending on this initial evaluation at the end of this paper. Another point
that cannot be considered in the figure is the role of the organisationalready mentioned above. Although it plays an important role, this factor will
8
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not be considered in depth in this article. After having defined the leader’s
and his team’s profile, it is interesting to look at different intercultural1 leadership styles. According to Kühlmann and Dowling there are four possible
strategies for leading MCTs:
1) The “dominance strategy” implies a highly autocratic style and the

interest to defend one’s own ideas without taking into consideration the
team members’ opinions. This strategy is particularly adapted to people
familiar with working within a strong hierarchy. This might be related to
the team member’s cultural background.
2) With the “adaptation strategy” the team leader adapts his leadership

style to the team’s needs. This is very efficient for a team working very
autonomously, but might be difficult for a team previously working within an
autocratic structure in which guidance and direction are readily provided
such as the “dominance strategy”.
3) The “strategy of compromise” is a combination of 1. and 2.
4) The “integration strategy” puts every team member on the same level

and has the objective to take everyone into consideration without privileging particular members. The choice of the strategy might depend on the
tasks and competences of the team (Kühlmann, Dowling, 2004, p. 934).
All four strategies might be helpful depending on the context in which they
are applied in. The choice of one of the approaches might be driven by the
cultural background of the leader or his team, as suggested by Kühlmann and
Dowling (2004). The global leaders interviewed for this article chose the third
leadership style and this led to different reactions from the team.In general, it
is helpful to be aware that different cultures may have different approaches
to hierarchy and power (Hofstede, 1993). Having this awareness is part of
developing intercultural competence (Lüsebrink, 2012). This competence can

1. Being originally from a German speaking background where the term „interkulturell“ is widely spread, the
authors prefer using the English term „intercultural“ rather than „cross-cultural“. When using the expression
„cross-cultural“, we use it as synonym to „intercultural“.
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be developed during an expatriation2 or from previous experience leading
MCTs (Dziatzko, 2016). Global leaders cannot content themselves with having
„Classroom training” (Bird et al., 2016, p. 353) as it is not sufficient to develop
those capacities. The global leaders should face situations where they are
inclined to go through the phases of cultural sensitivity (Bennett, 2014)3.
The awareness needed to build up this competence is not only important
for the team leader, but also for his team members. The authorsconsider
intercultural awareness to be passive knowledge made visible through the
active knowledge of intercultural competence.
According to Bolten (2002) intercultural competence can be adopted on
three levels :
1) on the behaviour level,
2) on the communication level (verbal and non-verbal) and
3) on the level of comprehension and interpretation of signs (which can

be different from a country to another).
Deal and Kennedy (1982) as well as Dubar (1996) hold the opinion that
a leader can more easily adapt to his environment – and by this means
guarantee the company’s success - by being conscious of his own culture and of his socialisation having a direct impact on his behaviour. While
Pinter (2013, p. 20) no longer speaks about „expatriates”, but about „flexpatriates”: meaning expatriates having shorter and more frequent stays
abroad, Ghemawat (2012) brings in the term “rooted cosmopolitans”: global
leaders being able to perform, because they are locally rooted within their
own culture of origin.
Although the present article focuses on global leaders, the role of MCTs,
as shown in figure 1 (cross-culturality of the team),is also relevant. The rapid
globalisation and the lack of experts in some areas lead to an increase in
recruiting employees with a diverse cultural background and foster the
creation of MCTs (Ghemawat, 2012). In this paper, we consider that MCTs
2. Limited stay abroad for working purposes.
3. The model of cultural sensitivity, called DMIS, will be referred to in the part on culture.
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are a reality in most organisations and the global leaders have to cope with
these teams. According to Dziatzko MCTs are :
„(...) a group of employees of more than two people from two different
nationalities with a feeling of belonging to each other, having common norms
and being in direct interaction and taking over mutual responsibility in order
to reach a common target” (Dziatzko, 2016, p. 136)4.
This definition does not cover virtual teams, as first, „direct interaction” implies direct personal contact and second,virtual teams can also be composed
of people only from one nationality. However, there are researchers who consider multicultural and virtual teams as being synonymous (Ghemawat, 2012).
This part summarized the profiles of global leaders, the strategies they
can use to lead MCTs and the importance of cross-cultural awareness and
competence. In the next part the authors will emphasize the challenges
global leaders encounter and which concrete competencies can help them
to cope with these challenges.

Which challenges do Global leaders face?
Although there is an awareness that cross-cultural issues play an important
role in a globalised world, there is, still todayroom for improvement when
it comes to the selection of adequate candidates for positions of global
leadership (Frank, 2009).
The results shown in this paper do not clearly state whether or not technical skills are necessary for a global leader, however it is seen as an important
competence, at least in the automotive sector. According to the interviews,
there still seems to be a gap in highly qualified fields like software engineering
between hard and soft skills mentioned and the impact on the company’s
success (Peters, Waterman, 1984).
4.« (...) un groupe d’employés de plus de deux personnes de plus de deux nationalités avec un sentiment
d’appartenance ayant der normes communes et se trouvant en interaction directe et se responsabilisant
mutuellement afin d’atteindre un objectif commun ».
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Another study shows that a lack of cross-cultural competence is the
main reason for the failure of international cooperation and expatriation
(Uehlinger, 2009). Uehlinger (2009)suggests thus to further enhance social
skills instead of focusing on hard facts. Nevertheless, most companies work
with measurable short-term targets (Peters, Waterman, 1984).
For a global leader it is not only relevant to assess and develop his own
intercultural competence (Mendenhall et al., 2017), but also to be aware of
the process of team dynamics (Tuckman, 1965), especially in a cross-cultural
environment.
Further expectations towards global leaders are having skills as presenter,
mediator and conciliator (Jedrzejczyk, 2007) as well as decisiveness and,
according to the interview results, dispose of technical skills in their area of
competence. According to Bugari it is also their responsibility to create an
atmosphere in which cross-culturality can be developed:
“The managers are responsible to create an atmosphere favourable to
cross-culturality in which (cultural) diversity can be managed in a positive
way and be seen as competitive advantage and in which the employees feel
invited to invest themselves day to day for an efficient cooperation beyond
cultural borders” (Bugari, 2009, p. 227)5.
Bugari points out the manager’s responsibility as representative of the
overall organisation. Empathy and recognition are important factors for motivation, and not only important in a cross-cultural context (Lesaulnier, 2013).
The following table (table 1.) shows a non-exhaustive list of competencies
which are particularly relevant for global leaders:

5. „Kulturell geht es für Führungskräfte darum, in ihrer Firma eine Atmosphäre zu schaffen, in der ein
positiver Umgang mit (kultureller) Vielfalt als Wettbewerbsvorteil wahrgenommen wird und in der sich
die Mitarbeitenden eingeladen fühlen, sich täglich für eine wirkungsvolle Zusammenarbeit über kulturelle
Grenzen hinweg einzusetzen“.
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Table 1. Competencies of global managers

Professional competence6

Social competence

Method competence

Intercultural Knowledge

Intercultural sensitivity
(Empathy and respectful
behaviour)

Language

Technical skills

Openness

Communication skills

Organisational knowledge

Flexibility, practical intelligence (ability to adapt)

Presenter, mediator, conciliator

Strategic perspective,
focus on and understanding of customer, spotting
trends, taking risks and
decisions

Self-assurance

Global mindset: Good
character, emotionally stable, inquisitive, motivated,
tolerant
Contextual intelligence,
implicit/tacit intelligence
Create team dynamics
and give recognition to
the team
Source: own work based on Khanna (2014); Sperber et al. (1985); Sternberg, Wagner (1986); Zenger,
Folkman, Evans (2014); Hruby (2014), Jedrzejczyk (2007).

According to Khanna (2014) the global leader should have a contextual
intelligence, also named implicit or tacit knowledge comparable to the intercultural awareness mentioned in the previous part (on the current state of
knowledge). According to the author this would help the leader to observe
differences and to better cope with them. Sperber et al. (1985) distinguish
between technical and organisational knowledge. In their article “tacit knowledge and intelligence in the everyday world”, published in 1986, Sternberg
and Wagner describe the practical intelligence as a capacity to adapt to an
environment in order to survive and to fulfillone’s own needs. Zenger, Folkman
6. The authors distinguish three kinds of competences: those which represent specific knowledge in a field,
those which describe the personality and those which can be used to obtain a certain result.
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and Evans (2014, p. 4) identify the following traits as being characteristic of
and particularly desirable in global leaders: good character, emotional stability,
inquisitiveness, motivation and tolerance. This can be sumarized as having
a global mindset (Hruby, 2014). In addition to these personality characteristics
(Winsborough, Hogan, 2014) found out that global leaders share common
personality traits), the global leader should have specific skills: taking a strategic perspective, focusing on and understanding the customer, spotting
trends, fostering an engaged team, showing a willingness to take risks and
having a comprehensive knowledge and expertise (Zenger, Folkman and
Evans, 2014). Comprehensive knowledge and expertise is emphasized in the
interviews mentioned in the chapter on material and methods.All the works
cited above mostly agree on the requirements global leaders have to fulfill
(see also Hruby, 2014). The challenge for global leaders is to demonstrate
all these skills simultaneously (see Table 1).

Culture and its impact on global leaders’ success
Even though it is commonly accepted that in the business world many cultures, be it nationality or corporate culture, influence the day-to-day business,
there is no common understanding of what the word culture means (for
definitions see Hofstede, 1993; d’Iribarne, 1989; Geertz, 1973; Schein, 2004).
Podsiadlowski (2002) points out the impact culture has on global cooperation.
Even though it is important for global leaders to have this in mind, it is very
difficult to take this always into consideration. Frank and Bauerle illustrate
why this can be challenging:
“Different processes of socialisation of team members lead to different
values, representation of norms, expectations and behaviour patterns which
can vary strongly within a group. When the understanding of what is polite,
appropriate, what a team is and what good leadership is, is not clarified in
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advance and brought to a common understanding, the multicultural team risks
heavy losses of efficiency in its cooperation”(Frank and Baeuerle, 2010, p. 1)7.
This knowledge and awareness do not only have an impact on the leadership itself, but also on the selection of team members beforehand as
Frank and Bauerle point out: “Even the expectations towards qualification
and working experience can vary highly from one culture to another, so that
one cannot only rely on the job description and on the field of work when
selecting new team members” (Frank and Baeuerle, 2010, p. 1)8.
This statement does not only make clear which difficulties can occur when
selecting new team members, but also in daily work in general. If for example
the team leader has defined objectives with his team without ensuring that
the team members have the same understanding of these objectives, the
success of the cooperation cannot be guaranteed (Shakir, Lee, 2017).
The intercultural competence can help global leaders to develop themselves from the so-called ethnocentrism towards ethnorelativism. This can
be illustrated by using Bennett’s model of cultural sensitivity (DMIS) (Bennett,
2014, see detailed description in Dziatzko, 2016). This process provides
a way to overcome culture shock by developing cross-cultural competence
(Demorgon, 2005). Global leaders who work abroad are especially vulnerable to culture shock in the foreign country in which they live (Huber, 2007).
A culture shock cannot only lead to limited success in team leadership, but
even to burnout (Expat-News, 2014). Bennett uses the so-called Platinum
Rule to describe the behaviour adapted in an intercultural context: “Do unto
others as they themselves would have done unto them” (Bennett, 1998, p.
213). This means respecting the other’s identity by treating the person like
7.„Unterschiedliche Sozialisierungsprozesse der Teammitglieder resultieren in verschiedenen Werten,
Normvorstellungen, Erwartungen und Verhaltensmustern, die innerhalb der Gruppe stark abweichen können. Wenn das Vorverständnis dafür, was höflich, was angemessen, was überhaupt ein Team und was eine
richtige Führung ist, nicht im Vorfeld ausführlich geklärt und auf einen gemeinsamen Nenner gebracht wird,
drohen dem multikulturellen Team große Reibungsverluste bei der Zusammenarbeit“.
8.„Auch die Anforderungen an Qualifizierung und Arbeitserfahrung können von Kultur zu Kultur stark variieren, sodass man sich bei der Auswahl der Teammitglieder nicht allein auf die Beschreibung ihrer Funktion
und ihres Aufgabenbereichs verlassen kann“.
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she would like to be treated and not to treat her like oneself would like to be
treated. Knowing this can be of great value for global leaders.
Further, the development of team members is seen as a task which a successful global leader should be aware of, without neglecting his own development. Regarding the development of the team as a whole Tuckman (1965) can
provide insights on evaluating the team’s status (see Dziatzko, 2016).
Most of these points take time and effort, especially in a global context
(Jedrzejczyk, 2007). In volatile and uncertain times, it is particularly endeavouring, but according to Beechler and Baltzley (2008) it is one part of global
leadership: to dispose of a global mindset in order to be able to cope with
complexity and ambiguity (Clapp-Smith, Vogelsang-Lester, 2014). If the effort
is made by the global manager he is more likely to get trust from his team.
Trust also fosters team identity(for more details on creating trust through
the use of humour see Dziatzko, 2016). Jedrzejczyk (2007) holds the opinion
that this takes more time for MCTs than for non-MCTs.

Material and Methods
The study belongs to the field of anthropology and ethnography as the main
aim was to unveil the functioning of cultures (Mulder van den Graaf, 1989;
Trochim, 2010). For this purpose qualitative, semi-directive interviews were
conducted. The qualitative approach helps to show unconscious behaviour
and hidden assumptions (Mulder van den Graaf, 1989) as well as socia interactions and symbols and rituals particularly valuable in a culture (Hofstede,
2006). As the interviews were only done by one resercher, the results might
be biased (Berger, 2015). A way to cope with this bias is to see situations in
a given context (Berg, 2012).
The following partpresents results of interviews done with MCTs of software developers in the automotive sector. The teams develop software for
electric vehicles and racing cars. As these fields of work need very specific
expertise, the competencies to fulfill the tasks cannot be covered by the
16
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local working market. This is the reason why people from all over the world
were recruited and MCTs were created. These MCTs work in an organisation
where other teams are not specifically diverse regarding cultural backgrounds.
This means that the company culture was, until then, mainly focused on
„monocultural teams“. With this background in mind, the following results
have even more significance for the organisation as a whole.
Global managers (according to the definition mentioned in the part on
the current state of knowledge) and their teams were asked to describe what
good leadership means for them9.
The first interviewed global leader sees himself more as a supporter. He
pays attention that no employee feels isolated in the team. In order to do so,
he fixes timeslots with each team member and listens to their concerns. He
also tolerates and values different opinions which is an indicator fora culture
allowing to learn from failure (Lenz, 2015).
It is interesting to see that he intervenesonly when his team members
need it. He offers technical support, but only if necessary. This is the key to
leadership for him : to be able to trust the employees as being able to do
their job and at the same time showing them that he can support if needed.
Cremer (de) (2015) speaks in this context about factual and relational trust
by giving the example of negotiations between Germans (more enclined to
build trust on facts) and Chinese (Guanxi, the in-group, will be subject to giving
trust). This shows that values, although considered as being universal, can
be interpreted differently in different countries (Glinkowska, 2016).
If we want to evaluate global leaders, it is not only helpful to look at how they
lead and why, but also to ask their teams how they feel about their leadership.
One team member appreciates his leader because he says what he thinks.
9. The selection of the research subject follows criteria fixed beforehand. In the present case the global
leaders were responsible for teams:
1.
Whose members were all multicultural (according to the definition in chapter 1.),
2.
speaking English as working language,
3.
working in an industry were the domestic market cannot provide the competence needed,
4.
working in organizations with a comparable size,
5.
with a low average age (about 30 years).
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Some of the team members however,feel they do not receive sufficient
guidance. The feeling of the leader that he thinks he might need to supervise some of his team members more closely, seems to be right. This
shows, that leadership also needs intuition. Other team members however,
appreciate the freedom they get from their leader. They recognize that their
team leader is open to discussion and values other opinions. He gives his
team members the opportunity to show their expertise in front of the top
management and at the same time he protects his team from the pressure
coming from above. One team member points out that the team leader is
listening to his team and provides support when problems occur. Two other
team members share this opinion as well.
Another team member provided his definition of good leadership. He has
been team leader in former jobs and is famliar with both leadership and followership: “Good leadership for me is by example. (...) So the good leadership
is to measure what skills every team member is having now” (Dziatzko, 2016,
p. 274). When speaking about his own experience as a leader he mentions
the role of honesty towards the team members and the importance of giving them the feeling to work for themselves as a team and not only for the
company. When asked about the current situation, he mentions that: “The
management was open to any discussion, so if I have any new ideas they
take it and we implement it. It’s not like we are prohibited to say something”
(Dziatzko, 2016, p. 274). He does not only feel that his opinionis valued, but
that suggesting new ideas is encouraged.
If we look at the statement of a person who wants to be led closer it
shows that he wants the manager to come towards him instead of having to ask: “Unless you go directly and ask, you don’t really know what’s
going to happen” (Dziatzko, 2016, p.274). Three other team members feel
the same about the situation.
This shows that the same behavior of the gobal leader can lead to different perceptions. In this case one half of the team appreciates the way
they are led while the other half would like to be led differently. They all point
18
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out that they want to be more closely led by their manager. In the next part
another global leader and his team’s views will be compared to the statements cited above. This will help us to develop general strategies which can
serve global leaders and their teams.
It is interesting to see that the leader of the second team, has an understanding of good leadership similar to his counterpart from the first team although they do not know each other and do not work in the same environment.
He also mentions the importance of understanding and giving the team the
freedom to work on things that matter and to make a contribution to the team.
He also focuses on strengths and skills of the team members. For this
leader it is important to develop his team’s potential and to support the
personal development of the team members. A key element he mentions
are the expectations towards the team’s work: what they are able and willing
to contribute. So this seems particularly relevant when working in a global
context. The previous part showed that the expectations of good leadership
and its implementation can be very different.
The reactions of the team members from the second team are slightly
different from the answers from the first team and seem to contradict the
view of their own leader. Half of the team sees him as the authority making
the decisions. One third of the team mentions the importance of personal
development. This point was not raised at all by the first team, but the leader
of the second team seems to emphasize this, so that his team members give
importance to this point as well. Like the first team, the second teamalso
respectstheir leader because of his technical knowledge.
It is obvious that technical expertise is a key factor for both teams. It is
clear for one intervieweethat the leader will take the decision and not his team.
For the first team this point is not mentioned, but the team members seem
to have more authority to take their own decisions.One team member does
not necessarily see the manager as being the technical expert, but more as
the expert to make the decision based on the technical information he gets
from his team. It is also his responsibility to communicate them to the team.
19
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In fact, there seems to be a contradiction within the team regarding the
viewof the leader’s responsibility. Other team membersalso value the manager as decision-maker and as visionary.

Results
The previous parts showed what is important when leading global teams.
Even though the results are not specific to MCTs, they are even more relevant
in an international, complex and rapidly changing environment.
The survey showed that the following points are particularly relevant for
global leaders:
·· Recognise and use the strengths of the team members
·· Be fair and prefer a transparent and trustful communication
·· Elaborate a common vision with the team
·· Be empathetic and listen to the team members’ needs
·· Defend the team’s ideas towards the higher management
The points mentioned above are relevant for every leader, be it a global
or a domestic one, although it is questionable to which extent domestic
leadershipstill exists. Companies might be far behind the expected benefits
of globalisation; however, the preception that leaders are able to act in every
culture is however still prevailing(Ghemawat, 2012). The following recommendations are based on the above mentioned outcomes of the interviews:
1) Dispose of language skills in English and in the company language (if

different) in order to be able to communicate appropriately.
2) Have cultural sensitivity (see Bennett, 2014), for example through

working experience abroad (as global leader).
3) Be aware that the understanding of leadership might differ between coun-

tries (see Frank, Baeuerle, 2010; Biermeier-Hanson, Liu and Dickson, 2015).
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Final remarks
The following paper adressed the question how global leaders can cope
with the challenges they encounter. First, the authors gave a brief definition
of global leadership and multicultural teams. Second, the competencies
global leaders need were highlighted and the challenges they encounter
where described. Third, the interviews illustrated how global leaders and their
teams cope with challenges and which competencies they value. Finally, the
results were briefly presented.
The limitations of this study consist in the small number of interviewees
and the concentration on one sector. For this reason it might be interesting
to conduct a similar study with teams from other departments or in other
sectors. Furthermore, the interviews have been conducted by one researcher
and not a group of researchers which can lead to a bias. It would be valuable
to conduct the interviews again in order to see the evolution they have gone
through over the time.
Further research could be done on the role of the company for the
success of multicultural teams. It would be of great interest to search for
measures supporting the formation of multicultural teams. Some hints have
already been adressed in former research, but could be explored more
in depth (Dziatzko, 2016). Looking at the recruitment strategy it might be
helpful to define personality traits and profiles of ideal-typic global leaders, former studies having already confirmed the positive link between
cosmopolitanismand global leadership (Levy, Peiperl and Jonsen, 2016).
An evaluation of the intercultural openness of the organisation could be
a good starting point for establishing a diversity management strategy on
an organizational level.
Another valuable contribution would be to develop a leadership training
to become a global leader. This could be a „train-the-trainer“ concept where
former expatriates would train their peers, benefiting the company by fostering the exchange of knowledge and experience.
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The goal of this paper was to outline possible strategies for global managers to effectively lead MCTs. If the manager’s values are in accordance
with those of the company, he will be able to authentically communicate his
expectations to the teams he is leading.
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Expansion of Islamic Finance
in Europe
Abstract:The development of Islamic finance, their crisis-resistance and possibilities for using
experience of this sector in conventional banking industry are being subject of studies in many
countries, also non-Muslim ones. In this paper the author presented the analysis of Islamic
finance development and its determinants basing on examples from Europe. Such banks and
investment funds have a growing share in European markets, which is confirmed by the latest
EY’s data. Main obstacles to Islamic finance development include, among others: incompatibility
of legal regulations in non-Muslim countries, low demand among Islamic diaspora in Europe,
shortage of qualified Sharia scholars, unsatisfactory standardization of Islamic financial products
and accounting policies. International Islamic finance institutions (incl. AAOIFI and IFSB) play
a significant part in overcoming them. Particularly beneficial legislative changes were introduced in Luxembourg, Germany, Russia and in the United Kingdom. Emerging of other Islamic
banks, increase in number of Islamic windows in traditional banks and further development
of Islamic investment funds in Europe are to be expected.
Key words: development, Islamic banking, investment fund, sharia

Piotr Masiukiewicz

Introduction
Islam is the world’s second largest religion after Christianity. It is estimated
to be professed by 20% of human population. It is followers of Islam who
are the main target group of Islamic financial institutions that operate under
Islamic religious law (Sharia law). However, their offer of financial services
is not limited to Muslims but also available for followers of other religions.
The dynamic development of Islamic finance and its robustness for
international crises are subject of scientific studies in many non-Islamic
countries. Furthermore, it is analyzed how the experience of this sector
may be possible to be implemented in conventional banking and what the
obstacles to its development are.
Although Islamic financial instruments in many cases significantly differ
from their conventional equivalents there are examples, such as investment
funds, where these differences are relatively small. Islamic financial institutions’ activity remains of course consistent with the principles of Sharia law
that commands participating in enterprises’ losses and gains instead of interest payments (the prohibition of Riba and PLS rule). Hence the evaluation of
participation units and Sukuk certificates is based on the enterprise’s revenue.
It is estimated that assets of Islamic financial institutions will exceed the
overall amount of USD 3 trillion in 2017.
The aim of this paper is to analyze the development of Islamic finance and
its determinants in Europe which has been the prime destination of many
migrants from Muslim countries in recent years.
Research methods used in this paper include literature review, desk research analysis, case study and comparative analysis.
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1. Determinants and dynamics of global
development
In Islamic financial sector (which was established only 50 years ago) the
leading role is played by banking industry (Górak-Sosnowska and Masiukiewicz, 2013). However, in many Muslim countries capital market is also
being developed (investment funds, Sukuk certificates, stock exchanges
trading Islamic securities).
The dynamics of assets growth in four main regions of Islamic banking (GCC,
ASEAN, Turkey, South Asia) in 2010–2014 exceeded 16% (Figures 1. and 2.).
22 Islamic banks now have USD 1 billion or more in shareholder equity
as compared to 21 in 2013. The largest Islamic bank has grown its equity by
nearly USD 1 billion in just one year, reaching USD 11 billion (World Islamic
Banking…, 2016).
Figure 1. Islamic banking assets (USD bn)

Figure 2. Share of Islamic banking assets

Source: World Islamic Banking Competitiveness Report 2016, EY.

Results of the analysis of Islamic banks’ share in total world assets (Table
1) indicate how modest their share is in European countries. However, the
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statistics do not include the assets of blooming Islamic investment funds in
Europe (Luxembourg, the United Kingdom, Ireland, Switzerland).
The most developed Islamic banks are located in Iran (assets worth USD
476 billion), Saudi Arabia (USD 227 billion) and Malaysia (USD 197 million)
(World Islamic Banking…, 2016).
Table 1. Share of Islamic banks in global assets of Islamic banking industry (by country)

No.

Country

Share in global assets of Islamic
banks (%)

1

Iran

40.21

2

Saudi Arabia

18.57

3

Malaysia

9.56

4

United Arab Emirates

7.36

5

Kuwait

5.97

6

Qatar

4.47

7

Turkey

3.20

8

Bahrain

1.67

9

Indonesia

1.39

10

Bangladesh

1.34

11

Egypt

1.17

12

Sudan

1.00

13

Pakistan

0.75

14

Jordan

0.49

15

United Kingdom

0.43

16

Brunei

0.43

17

Other

1.99

Source: Islamic Financial Services Board, 2015.

“Banking as It Should Be” study was carried out in 2013 for Abu Dhabi
Islamic Bank among one thousand bank clients in the United Kingdom, United
Arab Emirates, Egypt, Turkey and Indonesia. According to its findings 76% of
customers in Indonesia, Egypt, United Arab Emirates and Turkey put trust in
the local banking sector. In the United Kingdom this indicator reaches only
34

Expansion of Islamic Finance in Europe

21%. The following were recognized as the most important bank features:
simple language, looking after clients’ interests, keeping promises, ethical
conduct and transparency. Without the knowledge of Islamic banking characteristics only 7% of customers in the United Kingdom were ready to use
such services. However, after having been familiarized with the principles
of this kind of banking this rate grew up to 29% (Uwarunkowania i perspektywy rozwoju…, 2014).

2. Islamic financial services in Europe
2.1. Institutional development of Islamic banking industry
European sector of Sharia-compliant finance covers primarily banks and
investment funds. Such institutions have more and more share in Europe,
what is confirmed by the latest statistical data presented in the EY’s Report
(World Islamic Banking…, 2016).
The biggest potential for the Islamic banking industry lies in Turkey (Figure
3.). However, the share of Islamic banks in Turkish banking sector is small, i.e.
approx. 3% of the overall number of banks (Górak-Sosnowska, Masiukiewicz,
2013, p. 104). It is the result of long-standing secularization of the country
and its well-developed conventional banking sector.
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Figure 3. Islamic banking industry in Turkey

Source: World Islamic Banking Competitiveness Report 2016, EY.

The second place is occupied by the United Kingdom. In the sector of
investment funds the highest number of entities and the greatest value of
assets belong to Luxembourg (see 2.4.). Unfortunately there exist no comprehensive global statistics for Islamic finance.

2.2. United Kingdom
Main factors that foster the development of Islamic banking in the United
Kingdom are (Rzepicka, 2017; Sobol, 2016; Mair and Khan, 2015):
·· population of Islam followers – 2.8 million (the biggest minority),
·· endorsement of the British authorities,
·· flow of capital from the Middle Eastern countries,
·· London with its reputation as leading financial center.
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In 2001, government commission for development of Islamic banking
prepared a short list describing main barriers to further development of
Islamic banking industry. The main identified problem, double charge to
Stand Duty Land Tax, has already been solved (The development…, 2008).
British government published special study on the opportunities for development of Islamic finance industry in the UK, underlining in the introduction
that its goal is to become a leader in this field in Europe.
Law Society, association responsible for regulating lawyers’ profession
in England and Wales, in its critical resolution pointed out how to prepare
documents regarding property trade, so that they were Sharia-compliant
(IC Thomson Reuters, 2014).
The first to enter the British market with the offer of Sharia-compliant
mortgages and Mudaraba products was Saudi Arabian group Al Baraka already in the 1980s. However, the bank itself did not survive and transformed
into an investment company. In the early 1990s The United Bank of Kuwait
opened the first Islamic division in the United Kingdom, but its main target
were clients from the Gulf area (Wilson, 2010, pp. 214–215).
There have already been made several law reforms concerning Islamic
finance. Firstly regarding Stamp Duty Land Tax, so that entities would not
be charged with it more than once while using Islamic mortgages. This issue was solved by Finance Act in 2003. Another two legislations (2005 and
2006) provided further changes in law concerning Islamic finance, making its
products as competitive as conventional services. In 2003 HSBC introduced
in its offer Sharia-compliant mortgages based on Ijara. In 2007 regulations
regarding Sukuk certificates were completed.
Moreover, there were introduced Sharia-compliant student loans, i.e.
interest-free and without penalties for late payments.
Despite abovementioned facilities some of the issues remain unresolved.
For instance, in case of conflicts British courts cannot act under Islamic law.
There is no legal framework that would enable this as well as some matters
in Sharia law remain ambiguous. British courts would have to opt for one of
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their many interpretations (Wilson, 2010, p. 215). For example, Lloyds Bank
was accused of religious discrimination of non-Muslims, for the bank charged
them with interest for Islamic renewable loans – whereas Muslim customers
were free of that charge.
In 2008 there were five Islamic banks operating in the United Kingdom (in
2004 first Islamic commercial bank was established – Islamic Bank of Britain
and two years later first investment bank – European Islamic Investment Bank)
and twenty conventional commercial banks introduced Islamic financial
products (Islamic windows, Figure 4.). In addition, there were firms offering
investment advice and insurance services that comply with Sharia law.
Figure 4. Islamic banking in Great Britain

Source: own study.
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Figure 5. Ranking of Islamic Banks in Great Britain in 2016 (USD bn)

Source: Islamic Banks in UK (Online), Available: www.islamicfinance.com/islamic-banks-uk/, (22
Apr. 2017).

Four banks presented in Figure 5 are investment banks that address
their offer to the affluent customers and companies. Among their main
products are: asset management, trade and investment financing as well
as private equity services.
Furthermore, British Islamic banks engaged in funding infrastructural projects in London such as: Battersea plant renewal, building the Olympic village
or redevelopment of the Chelsea Barracks quarter (Sobol, 2016). Gatehouse
Bank invested GBP 200 million in building 6,500 houses in north-eastern
England and in the Midlands (Masiukiewicz, 2014).
The assets of Islamic banking industry in the UK add up to GBP 3.6 billion
and number of retail customers exceeds 100 thousand (Figures 4. and 5.).
If not for the well-developed education system, the success of the Islamic
banking industry in the United Kingdom would not have been possible. This
includes academic studies at faculty of Islamic finance at 16 British univer39
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sities, post-graduate courses, professional trainings organized, inter alia, by
Institute of Islamic Banking and Insurance (Adamek, 2016, p. 56).

2.3. Recent activities in other European countries
In 2015 German financial regulatory authority “BaFin” for the first time has
decided to grant license for banking activity to a Sharia-compliant bank. It has
been Kuveyt Türk Bank AG headquartered in Istanbul, whose shareholders are
mainly entities from Kuwait. It is one of the biggest banks in Turkey (considering the value of assets as a measure) and it has been applying for the license
in Germany since 2011 – while running its department in Mannheim (Kuveyt
Türk Bank, 2011). Bank’s management board hopes that 4.5 million Muslim
minority in Germany, which is dominated by people of Turkish descent, will
quickly become its clients. They refer to a market study according to which
21% of Muslims would prefer to use services from a Sharia-compliant bank.
Kuveyt Türk Bank AG plans to achieve balance sheet total similar to a medium-size credit union in Germany (popular in this country financial institution,
organized on a cooperative basis). The bank aims to establish its departments
in Berlin, Frankfurt am Main, Mannheim and Cologne (Rzepecka, 2017).
It is worth to mention that license granted in Germany enables Kuveyt
Türk Bank AG to operate in all member-states of the European Union without
the necessity to obtain separate licenses for each of the countries (Markets
in Financial Instruments Directive, EU).
In Kazan (Russia), after the first unsuccessful attempt by Nedrbank in the
1990s, the second Sharia-compliant bank was opened. The company was
established in 2017 by The Centre of Partnership Banking due to recent Russian legislation passed in January 2016 that enables financial institutions to
operate in accordance with Sharia law principles. The bank offers standard
Islamic financial products.
Substantial Muslim population in Russia should create a demand for such
financial services. However, the total area of the country justifies opening
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a considerable number of field bank agencies (Islamic Financing: New Opportunities…, 2013).
VTB Capital (Russian bank subsidiary) has helped arrange a USD 500
million Sukuk for UAE-based property developer Damac. The Sukuk issued
on behalf of Alpha Star Holding III Limited drew demand of around USD 1
billion and was priced at a profit rate of 6.25%. The issuance came in tighter
than its initial price guidance of 6.5% and will be used to repay Damac’s USD
650 million Sukuk due in 2019 (Russian Bank Helps…, 2017).
Norwegian Storebrand bank has been testing Islamic banking since 2017
by offering so-called halal loans (Norweski bank testuje islamską bankowość…, 2017). The bank offers Sharia-compliant household expenditures
financing. The offer also covers provision of home buying resources for
those who would not use traditional bank loans because of their religious
beliefs. In the first week of it being operational 300 individuals interested in
Islamic finance used the offer. Financial products are also offered non-Muslim
customers who are interested in such services.

2.4. Islamic investment funds
Islamic funds in Europe and North America should be considered not as
a separate group of financial instruments, but as a distinctive investment
policy. Such assumption was made by Ireland, Luxembourg and the United
Kingdom where the offer of Islamic funds is the greatest. In Luxembourg Islamic
funds began to operate in the 1990s, in Ireland shortly after the year 2000.
The main differences between conventional and Islamic funds appear in
the matter of investment policy. They emerge directly from the Islamic financial sector profile. Willing to assure the compatibility of the investment with
Sharia law, funds conduct transactions exclusively using instruments that
fulfill certain criteria (prohibition of Riba, Gharar and Maysir). Islamic funds, like
their traditional counterparts, engage in leasing transactions. Funds investing
in raw materials are also popular. Islamic funds can buy stocks and shares
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of companies – they use Mudaraba and Musharaka instruments in order to
achieve this goal. There are Sharia Supervisory Boards which are a part of
every Islamic fund’s structure to ensure that company’s investments are
compliant with the principles of Islam.
When it comes to enterprises that finance their activities with conventional financial instruments, according to binding rules investing in such
companies is allowed if conventional instruments add up to less than 33%
of their total debt.
A wide range of Sharia-compliant products is already offered in Luxembourg and this financial center has already developed the skills necessary to
service them. Luxembourg investment vehicles are regulated by the financial sector supervisory authority, Commission de Surveillance du Secteur
Financier (CSSF). The CSSF has considerable experience in the authorization
and supervision of Islamic finance investment structures (Islamic Finance
Service Providers, 2017).
Firms operating in the Luxembourg financial center are globally recognized for their expertise in the cross-border provision of financial services.
Thanks to dedicated training programs and an increasing volume of business,
consultants and financial service providers have also built up teams that are
experienced in the specific needs of Islamic finance clients.
The essential government decisions beneficial for the development of
Islamic finance in Luxembourg include (Adamek, 2016, pp. 45–46):
·· The Securitization Act introduced in 2004 that enabled issuing Sukuk
certificates,
·· the report of the Barriers for the Development of Islamic Finance Government Group in 2008,
·· tax administration circular concerning rules of Islamic finance transactions taxation in 2010,
·· issuance of EUR 200 million Sukuk certificates in 2014 as the first country
in the EU.
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Table 2. Investment funds compliant with sharia law in Luxembourg

No.

Content

2013

2014

2015

Dynamics
(%) 2015/13

1

Assets of investment funds –
USD bn

1.8

3.0

3.5

194.4

2

Sukuk funds (special) – number

x

x

7

x

3

Total enterprise of investment
funds (license) - number

x

x

49

x

Source: own study based on: EY Report 2015 and List of UCI and SIFS Having a Sharia-Compliant

Policy (Online), Available: www.cssf.lu/supervision/islamic-finance/, (20 Apr 2017).

According to the EY Report 2015, assets of Islamic investment funds in
Luxembourg were worth over EUR 3.5 billion. Even though it was only 0.14%
of the entire sector total value, the dynamics of Islamic funds’ assets growth
is impressive (Table 2.).
Luxembourg is followed by Ireland, where in 2012 Islamic assets amounted
to about EUR 1 billion. Although in absolute terms it is less than in Luxembourg,
Islamic funds’ share in total value of investment funds sector was more than
twice as large and amounted to 0.4%.
In 2016 in the United Kingdom 18 Islamic funds existed and their assets
value added up to EUR 400 million. Small, but still growing share of such funds
is due to the fact that this country prioritizes the development of Islamic
banking and Sukuk segment. So far, as the intention of British government
is to attract Islamic funds (it is expected that Sharia-compliant investment
value will exceed EUR 1.5 billion), investors have been more concerned
about potential rates of return and reconciling Western model of turning
a profit with recommendations of the Holy Quran (Zielewski, 2017). When it
comes to investment funds, they are seen as an appealing product for their
investment portfolio diversification, not only for risk dispersion but also for
achieving a higher level of ROE.
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For example, within six months of 2016, Sukuk that was offered by one of
the Luxembourg institutions gained 3.6%. In case of its conventional substitute it was only 0.15% (Czupa, 2017). In 2012 Munich-based investment
company FWU Gruppe offered its clients Sukuk certificates for more than
USD 55 million. The issuance was sold in full.

3. Directions of further development
The characteristics of Islamic finance causes several obstacles to its functioning that are difficult but not impossible to overcome (Pistrui, Fahed-Sreih, 2010).
According to J. Adamek (2016, pp. 58 and next) there exist four main
hurdles to its development in Europe:
·· low demand among European diaspora of Islam followers,
·· incompatibility of financial markets regulations with the specifics of Islamic
finance,
·· shortage of local but well-recognized in the world of Islam Sharia scholars
whose participation in Sharia Supervisory Boards of financial institutions
is necessary,
·· concerns regarding the process of islamization of Western countries.
In my opinion, the issue requiring further action to be taken by Accounting and Auditing Organization for Islamic Financial Institutions (AAOIFI) is
insufficient standardization of financial products and accounting policies of
Islamic institutions (Górak-Sosnowska, Masiukiewicz, 2013, p. 276; Adamek,
2016, pp. 172 and next). Moreover, Islamic banks’ deposit system needs to
become more appealing to the customers.
It is should be stressed that in admittedly short history of Islamic finance
no bank has ever become insolvent (although a few of them were liquidated)
(Masiukiewicz, 2015). In 2013 International Monetary Fund evaluated Islamic
banking market as more crisis-resistant than the market of conventional
banking services.
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The main concerns of Islamic banks are presented in the study carried
out by EY in 2016 (Table 3.).
Table 3. Main challenges faced by Islamic banks – EY study, 2016

No

Content

1
2
3
4

Cyber security threat
Loss of customer base
Reputational risk from social media
Emergence of nontraditional competitors

%
88,0
29,0
44,0
59,0

Source: World Islamic Banking Competitiveness Report 2016, EY.

Islamic banks from QISMUT gains amounted to USD 10 billion in 2014. EY
analysts predict that in 2020 Islamic banks profit will add up to almost USD
28 billion which means it will grow with an annual average of 46.6% (Figure 6.).
Geographical and corresponding the size of Muslim population distribution
of Islamic financial institution is disproportionate. New entities are expected to
be established in France, Germany, Russia and in the Scandinavian countries.
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Figure 6. Forecast of Islamic banking profit

Source: World Islamic Banking Competitiveness Report 2016, EY.

It seems that marketing is an underestimated field of activity of Islamic
banks and investment funds, both in Muslim and non-Muslim communities.
Further development of Islamic investment funds in Europe is to be anticipated. After Brexit, Indonesia and Malaysia have begun to deprive the United
Kingdom of Sukuk investors. The outflow has become noticeable also in
the case of investment funds. However, instead of traditional markets of
Islamic finance investors are more likely to choose Luxembourg or Ireland (Czupa, 2017).
Along with the development of Islamic finance, abovementioned European
countries have begun to desire, as it seems, to be global centers offering
Sharia-compliant products. The dynamic growth of Islamic investment funds
value is also due to unsatisfied demand for such instruments (Rzepecka,
2017; Sobol, 2016).
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The offer of European institutions is aimed not only to customers living
in countries where Islam is the dominating religion. It is often highlighted
that Islamic financial instruments are not exclusively addressed to Muslims
but also for others concerned, both individual and corporate clients (Pistrui,
Fahed-Sreih, 2010; Masiukiewicz, 2014).
Islamic funds (also known as ethical) may also be attractive for Polish retail
and corporate investors. Transactions with such instruments are safe, since
they are based on assets and offer higher rates of return than traditional
deposits or government bonds.
Due to the fact that global population of Muslims is to grow up to 2.2 billion
by 2020 and will make over one third of world population, further increase
in demand for Sharia-compliant banking and investments is to be expected
(Zielewski, 2017).

Conclusion
For many years Islamic finance sector has been characterized by high dynamics of its development (even more than 15% per year) which has been
linked with the increase in demand for its products as well as supporting government policy both in Muslim countries and in some non-Muslim countries.
Particularly beneficial legislative changes have been introduced in Luxembourg, Germany, Russia and in the United Kingdom. However, there still exist
barriers to its further development. Significant part in overcoming them is
taken by international Islamic finance institutions (including AAOIFI and IFSB).
The process of emergence of Islamic financial institutions is not due to
the pressure of European Muslim minority, but it is a consequence of strategy for financial markets adopted by authorities, including creating global
financial centers. In addition, there is being developed infrastructural and
educational supply network for such entities.
In future the offer of Islamic financial institutions will probably also become
more interesting for those customers who do not know much about and do
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not follow Sharia law, but wish to use services from more trustworthy and
ethical banks.
We are expected to see other Islamic banks being established, increase in
number of Islamic windows in conventional banks and further development
of Islamic investment funds in Europe.
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Case Study about Germans and
Thais: Impact of Locus of Control
and Organization-Based
Self-Esteem on Affective
Organizational Commitment
& Job Performance
Abstract: Individual self-evaluations like internal locus of control (ILOC) and organization-based
self-esteem (OBSE) are discussed as personality traits relevant for positive work behavior of
employees. Our case study focuses on the influence of these individual self-evaluations (ILOC
& OBSE) on affective commitment and job performance in the contrary cultural settings of
Germans and Thais. To test these assumptions, a case study was conducted with 196 German
and Thai students with experience in workplaces. As independent variables ILOC and OBSE
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were assessed, three relevant cultural dimensions were chosen as independent variables: In
comparison to Germans, high power distance, femininity and collectivism should be predicted
as cultural values of Thais. AOC and self-reported job performance were assessed as dependent
variables. Germans and Thais show different levels of three cultural values. Further findings
revealed that Germans and Thais have identical levels of OBSE and job performance, but differ
in ILOC and AOC. Regression analyses were employed to validate the relationships between the
variables. Overall, nationality and masculinity impacted ILOC, whereas OBSE was influenced
by masculinity and collectivism. In line with previous research, ILOC and OBSE predict AOC,
surprisingly no cultural values impact AOC, but nationality does. Based on our hypothesis,
job performance was impacted by ILOC, OBSE, AOC, and, however, also by masculinity. The
influence of nationality vs. cultural values is not consistent on both dependent variables.
Regardless of their German vs. Thai nationality our participants, i.e. highly qualified people,
share masculinity as a common value. Confirming previous studies, self-esteem like ILOC and
OBSE are valid predictors for commitment and job performance. Limitations and outlook for
further research are discussed.
Key words: German vs. Thai culture, locus of control, organization-based self-esteem, affective
organizational commitment, job performance.

Introduction
Leading human capital requires an understanding of drivers for optimizing
employees’ commitment and job performance in multinational workplaces.
Leaders of international companies ask themselves: Are the core self-beliefs
of the employees from different countries cultural-bound or not? Are these
core self-evaluations drivers for increasing their organizational commitment
and their job performance? Following the intercultural research major cultural
differences occur between Europe/North America and Asia, confirmed by
Hofstede (2001, pp. 79–370) and by House et al. (2004, pp. 235–644). Studies
on affective organizational commitment (AOC, Meyer & Allen, 1991, pp. 61–98;
Meyer et al., 2002, pp. 20–52; Tarigan & Ariani, 2015, pp. 21–42) revealed
that AOC is essential for high-performing companies. Employees with high
AOC enjoy working and go for an extra mile (Meyer et al., 1993, pp. 538–551).
Individual self-evaluations like internal locus of control (ILOC) and organization-based self-esteem (OBSE) are discussed as personality traits
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relevant for recruiting and developing the employees (for ILOC: Judge &
Bono, 2001, pp. 80–92; for OBSE: Kanning & Hill, 2012, pp. 13–21). ILOC
drives job performance (see Ng et al. 2006, pp. 1057–1087; for Taiwan: Chen
& Silverthorne, 2008, pp. 572–582). OBSE impacts positive work behavior
(e.g. organizational commitment) and fewer turnover intentions (see review
of Pierce & Gardner, 2004, pp. 591–622).
The current case study focuses on the influence of the individual self-evaluations (ILOC &OBSE) on affective commitment and job performance in the
contrary cultural settings of Germans vs. Thais. Previous research found that
cultural values like individualism-collectivism impact the ILOC (Spector et al.,
2001, pp. 377–397) and OBSE (Tang et al., 2000, pp. 535–559). We predict
that these individual traits increase organizational commitment and job
performance if the cultural setting supports these core self-beliefs.

Current state of research
Cultural comparison of Germans and Thais
Due to Hofstede (2017, see in figure 1; 2001, pp. 79–370, pp. 476–481) Germans and Thais mainly differ in four of the six cultural dimensions which are
power distance (belief in hierarchy), individualism vs. collectivism (focus on
work), masculinity (way of communication) and long-term time orientation; all
are also confirmed by the Globe project of House et al. (2004, pp. 138–141).
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Figure 1. Cultural values of Hofstede (2017) with 100% as the highest score

Source: Hofstede, G. (2017). Country Comparison Tool. 2017, Available: https://geert-hofstede.com/
germany.html [20 July 2017].

Long-term orientation is not considered in this study as Smith et al. (1995,
pp. 377–400) and Spector (2001, pp. 377–397) only showed impact of these
cultural values (i.e. power distance, individualism, masculinity) on ILOC and on
OBSE (Pierce & Gardner, 2004, pp. 591–622). No difference occurs concerning
indulgence which is not considered as well. Due to consistent comparisons
with previous studies on individual self-evaluations (e.g. Spector, 2001, pp.
377–397), the Hofstede’s three dimensions (power distance, individualism,
masculinity) are assessed in this case study.

Locus of control
Rotter (1966, pp. 1–28) explained locus of control (LOC) as an individual’s
belief concerning control over his environment as an internal locus of control
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(ILOC) vs. external locus of control (ELOC). Levenson (1974, pp. 377–383) introduced a novel version, i.e. IPC scale. Levenson’s ELOC (1974, pp. 377–383)
in contrast defines two separate dimensional constructs: chance and powerful others. Levenson’s scale overcomes the criticism concerning Rotter’s
scale (1966, pp. 1–28).
Ng et al. (2006, pp. 1057–1087) confirmed the predicted impact of ILOCs
on workplace behavior, e.g. job motivation and behavioral job orientation1.
Huizing (2015, pp. 76–88) claimed to analyze the validity and reliability of the
LOC scale, using it across cultures. Due to the correlational design of most
studies, Üzümceker (2016, pp. 149–158) questioned the causal direction of
LOC impact on workplace or vice versa, i.e. better job performance enhances
the self-belief in one’s own capabilities. However, in their longitudinal study
Abele & Spurk (2009, pp. 53–62) found that self-efficacy (closely related
variable to ILOC) affected the participants’ salary and hierarchical status.
Cross-cultural research on LOC was conducted in several countries
(Levenson, 1981, pp. 15–63). American students tended to be more internal-oriented than Japanese students; however, Japanese women tend to
perceive their lives as being more controlled by powerful others than men,
corresponding to the masculine Japanese culture (Mahler, 1974, pp. 135–139).
Smith et al. (1995, pp. 377–400) found in a study with 43 countries that the
LOC of Rotter (1966, pp. 1–28) is linked to the high individualism of Hofstede’s
cultural values. Spector et al. (2001, pp. 377–397) replicated in an intercultural
study the results of Smith et al. (1995, pp. 377–400) by a strong correlation
between LOC and individualism vs. collectivism. The findings are justified
with traditional western values with self-reliance and working hard toward
success are highly regarded in countries with western values by disregarding
expectations of external forces, i.e. the control from powerful others and
chance like in some Asian cultures or in the Middle East. However, Twenge
et al. (2004, pp. 308–319) found in a longitudinal study with US college and
1. Overlapping with other self-evaluation concepts like generalized self-efficacy (Bandura, 1977, pp. 191–215;
Judge & Bono, 2001, pp. 80–92) and their impact on work behavior is not solved yet.
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child samples between 1960–2002 that young Americans showed higher
AOC than before, i.e. more individualism and self-serving bias.
Our hypotheses are as follows:
·· Cultural values, e.g. high individualism, low power distance and high masculinity, are linked to high ILOC.
·· ILOC is a predictor for AOC and job performance in cultures with high
individualism and low power distance, i.e. for the Germans as opposed
to the Thais.

Organization-based self-esteem
Self-esteem (see Kanning & Schnitker, 2004, pp. 112–121) is a personal attitude about to what extent an individual thinks positive or negative himself
(Baumeister, 1998, pp. 680–740; Kanning & Hill, 2012, pp. 13–21). Judge et al.
(1997, pp. 151–188) define self-esteem as an aspect of a general self-concept, i.e. core self-evaluations, which includes ILOC, self-efficacy and emotional stability beyond self-esteem. Pierce et al. (1989, pp. 622–648) defined
a self-esteem concept for organizational context using the extent to which
a person believes he provides a valuable contribution to his organization on
three levels of self-esteem: task or situation self-esteem, organization-based
self-esteem (OBSE) and global self-esteem (Pierce et al., 1989, pp. 622–648;
Gardner & Pierce, 1998, pp. 48–70).
Impact of OBSE. Pierce &Gardner (2004, pp. 591–622) summarized that
organization-based self-esteem (OBSE) impacts job satisfaction and performance, motivation and commitment with one’s own organization (Bowling et
al., 2010, pp. 601–626; Gardner & Pierce, 1998, pp. 48–70; Kanning & Schnitker, 2004, pp. 112–121; Tang & Gilbert, 1994, pp. 127–134). OBSE is adopted
in this research, which focuses on the context of organization. Accordingly,
employees with positive experiences are considered to possess a positive
work-related attitude and job performance, while negative experiences will
lead to negative job performance and outcomes (Bhana, 2014).
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Cultural impact on OBSE. Sanandaraj & Thomas (1986, pp. 119–124)
identified that masculinity is correlated with high self-esteem; however,
a self-developed scale of cultural values is used instead of the Hofstede’s
one. Van Dyne & Pierce (2004, pp. 439–459) found a mediating impact of
OBSE between collectivism and organizational citizenship in a US sample
of a non-profit organization. Tang et al. (2000, pp. 535–559) found a relationship between Japanese culture (with high power distance and collectivism
– but not assessed) and OBSE in a Japanese in contrast to the US plant
of the same organization. Haar & Brougham (2016, pp. 720–735) identified
in their study with New Zealand European vs. Māori (indigenous people of
New Zealand) employees that OBSE influenced job outcomes and mood
outcomes of Māoris when compared with New Zealand Europeans. Haar
& Brougham (2016, pp. 720–735) suggest “the implementation of tailored
management policies to support cultural differences within New Zealand’s
diverse workforce”.
Our hypotheses are as follows:
·· Cultural values, e.g. high power distance, high collectivism and high masculinity impact OBSE.
·· OBSE is a predictor for AOC and job performance in general; cultures
with high collectivism, high power distance and high masculinity might
support this relationship.

Affective Organizational Commitment
Allen & Meyer (1990, pp. 1–18) and Meyer & Allen (1991, pp. 61–98) defined
organizational commitment as “a psychological state that binds an employee
to an organization, thereby reducing the incidence of turnover” including three
components: affective commitment, continuance commitment, normative
commitment. One of these three components is an extraordinary predictor for
positive work behavior and in the focus of our study: Affective organizational
commitment (AOC) refers to the willingness that makes employees continue
59

Susanne Rank | Teeradej Puapradit

their employment with the organization. A moderately strong correlation
between AOC and citizenship behavior reported by 22 studies suggests the
employees’ expression of “going the extra mile (Colquitt et al., 2016, p. 67).
Meyer et al. (1989, pp. 152–156; 2002, pp. 20–52) indicated a positive relationship between AOC and work performance; continuance organizational
commitment is negatively correlated with work performance. Hence, AOC
as a dependent variable is in the focus of this case study.
Cross-cultural effects on AOC. Contradicting results concerning the
impact of cultural values on AOC occur: Due to Meyer et al. (2002, pp. 20–52),
comparisons of studies conducted within and outside North America show
considerably similar results on commitment. No cultural impact on AOC was
identified across countries (European study: Vandenberghe et al., 2001, pp.
322–347; worldwide: Gelade, Dobson & Gilbert, 2006, pp.542-556). However,
Andolšek & Štebe (2004, pp. 181–209) showed that a personal value set in incentives (materialistic vs. post-materialistic: helping others) is more predictive
for AOC in individualistic vs. collectivistic countries. In a study in an Indian IT
service organization Messner (2013, pp. 76–100) found influence of Globe’s
values (House et al., 2004, pp. 235–644) on AOC: Power distance is negatively
correlated with AOC, in contrast uncertainty avoidance, collectivism, performance and humane orientation are positively related. Afaneh et al. (2014, pp.
129–146) revealed at a Jordanian university that masculinity, individualism
and uncertainty avoidance influence commitment. The impact of this study
is limited as AOC is combined with normative and continuance commitment
into one score in their analysis but three components show different impact
on job performance and withdrawal (Meyer et al. 2002, pp. 20–52).
Our hypotheses are as follows:
·· Cultural values like low power distance, high collectivism and femininity
(similar to humane orientation) impact AOC.
·· OBSE and IOC are predictors for AOC, see hypotheses 2. and 4.
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Self-rated Job Performance
Colquitt et al. (2016, pp. 37–47) define job performance as “the value set
of employee behavior that contributes, either positively or negatively, to
organizational goal accomplishment”. Yousef (2000, pp. 6–28) suggested
two dimensions of job performance: quality and productivity. In our study,
the self-appraisal technique of Youssef (2000, pp. 6–28) is used because
the approach of “self-appraisal technique on quantity and productivity” is
proven to yield plausible outcomes (Chen & Silverthorne, 2008, pp. 572–582).
Further, we stick to a cross-sectional study design rather to a survey in one
company to assess the cultural values of Germans and Thais instead of
a mixture of country and organizational cultures. In contrast to Meyer et al.
(2002, pp. 20–52), Yiing & Ahmad (2008, pp. 53–86) found that organizational
commitment significantly correlated with job satisfaction, but not with job
performance. Yousef (2000, pp. 6–28) showed in the United Arab Emirates
that nationality mediates the relationship between organizational culture,
job satisfaction and performance.
Our hypotheses are as follows:
·· OBSE, IOC and AOC are predictors for high job performance which might not
be impacted by cultural values, as the results of previous studies are mixed.
To sum up, we predict that specific cultural values are linked to individual traits. Next, individual traits as well as specific cultural values increase
affective organizational commitment. Job performance is only influenced
by traits and AOC.

Materials & Method
Sample & Demographics
The research is conducted by an online-based survey. 98 Germans and
96 Thais participated. The sample group consists of undergraduate and
graduate students who have some work experience in organizations. Of the
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total sample, 49% (N = 96) are male respondents and 51% (N = 99) female.
The respondents between 18-25 years old comprise 32.70% (N = 64); the
majority belonged to the age of 26–33 years old, comprising 35.70% (N =
70); the minority respondents were between 34-41 years old, comprising
13.30% (N = 26); and the oldest age category, 42-65 years old, accounted for
18.40% (N = 36). 55% (N = 108) of the participants hold bachelor’s degrees;
while 44% (N = 88) of them hold master’s degrees. Regarding occupation,
the participants were asked to select their current or former organizational
work experience, which is classified in five categories as follows: Managers
and senior officials accounted for 20.40% (N = 40), professional occupation
(healthcare, teaching, legal professionals) for 18.90% (N = 37), technical occupations for 12.20% (N = 24), administrative and secretarial occupations for
25.50% (N = 49), and sales and customer service occupations for 23% (N = 45).

Measures
Cultural Values
The Values Survey Module developed by Hofstede & Minkov (2013) was
employed to measure the variables. The scale uses a 5-point Likert scale,
where one was the lowest score and five was is the highest score. The reliability of VRM 2013 was tested by each dimension and values were found to
be over .70 (Hofstede & Minkov, 2013). Three dimensions (power distance,
individualism vs. collectivism, masculinity vs. femininity: each with 4items)
are applied. Because of our analysis requirements we decided to discard
the proposed index formulas of Hofstede & Minkov (2013). An aggregated
value of all items of each dimension are formed for our statistical analysis.

Internal Locus of Control (LOC)
ILOC is measured by adopting Levenson’s IPC Scale (Levenson, 1973, pp.
397–404). Eight items of ILOC scales out of the original 24 items are taken into
account. Further, a 6-pointLikert scale is labeled from strongly disagree as
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the lowest score to strongly agree as the highest score; the sum of 8 items
represents the ILOC attitude of each participant.

Organizational Based Self-Esteem (OBSE)
Due to its good reliability (between .86 and .96) and multi-language availability
(Kanning & Hill, 2015, pp. 13–21), the OBSE scale of Pierce et al. (1989, pp.
622–648) is applied with 10 self-assessment items. Each is rated based on
a 5-point Likert scale (1 = “totally disagree” to 5 = “totally agree”).

Affective Organizational Commitment
The AOC scale was developed and validated by Allen and Meyer (1990, pp.
1–18). For the AOC scale a revised version with six items is applied and rated
on the basis of a 5-point Likert scale (1 = “totally disagree” to 5 = “totally
agree”, Meyer et al., 1993, pp. 538–551; Meyer et al., 2002, pp. 20–52).

Self-Appraised Job Performance
This variable is measured by using Yousef’s (2000, pp. 6–28) job performance
scale. The scale is self-appraisal approach. The three items are only adopted:
quality of your performance, your productivity on the job, How do you evaluate
the performance of yourself at your job compared with your peers doing the
same kind of work?; the last item How do you evaluate the performance of
your peers at your job compared with yourself doing the same kind of work?
is excluded because it generated the smallest extraction value; the score did
not reflect job performance in previous research. A5-point Likert scale with
very low as the lowest score and very high as the highest score was employed.

Results
Reliability of Scales
To prove the reliability of each scale, the cronbach’s α is calculated. If the
cronbach’s α is higher than 0.70 (Streiner, 2003, pp. 99–103), an index is ag63
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gregated for each variable. For the ILOC the cronbach’s α is .83, regarding
OBSE the cronbach’s α is .88, for cultural values the cronbach’s α for power
distance is .85, for individualism.86, for maculinity.86; concerning AOC the
cronbach’s α is very high with .93, for self-assessed job performance it is
the lowest, but still fine at .79. Thus, an index is calculated for each scale.

Test of National Effects
Based on Spector et al. (2001, pp. 377–397), the first test is to show that the
cultural values significantly differ by nationality; all assessed variables are
considered by this analysis:
The Germans and the Thais show different levels in all three cultural values
analyzing with ANOVA with gender and age as control variables: the Germans
show higher individualism (M=4.01, SD=.59) than the Thais (M=2.33, SD=.49,
F(1,192)=454.08, p<.0001) and higher masculinity (M=4.16, SD=.49) than the
Thais (M=2.56, SD=.36, F(1,192)=655,14, p<.0001). In contrast, the Thais reveal
higher power distance (M=3.62, SD=.62) than the Germans (M=2.04, SD=.44,
F(1,192)=409.98, p<.001). Gender and age have no significant effect on all
cultural values. In addition, a main effect by nationality on the internal locus
of control and affective commitment occurred, see figure 2., the Thais show
higher value of internal locus of control than the Germans – contrary to our
hypothesis 1. As predicted by hypothesis 5., the Thais with higher collectivism
reveal higher affective commitment than the Germans with lower collectivism.
Figure 2. Means and standard deviations of AOC, job performance, ILOC & OBSE by nationality

Dependent
variables

Nationality

M

SD

F

p

Affective Commitment

German

2.53

.76

F(1,192)=75.05

p<.0001

Thai

3.56

.90

Total

3.05

.98
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Self-assessed
Job Performance
Internal Locus
of Control

Org. Based
Self-esteem

German

3.78

.64

Thai

3.75

.736

Total

3.77

.680

German

4.35

.68

Thai

4.58

.84

Total

4.46

.77

German

3.80

.53

Thai

3.79

.62

Total

3.79

.57

F<1

F(1,192)=5.21

p<.02

F<1

Source: own statistical Anova analysis via SPSS.

No effect of gender on the mentioned variables emerges. A significant
main effect of age occurs for AOC with F (1,192)= 5.21, p<.02: The participants
between 26-33 years show the highest AOC of all the groups, see figure 3.
Figure 3. Means and standard deviations of affective commitment by age groups

Age

Mean

SD

18-25

2.96

.89

26-33

3.31

.88

34-41

2.97

1.19

42-65

2.74

1.06

Total

3.05

.98

Source: own statistical analysis via SPSS.

Impact of Cultural Values on ILOC and OBSE
To test the cultural effects on the ILOC of Germans and Thais, separate
regression analyses for Germans and Thais are conducted by including power
distance, masculinity and individualism as predictors, as well as gender and
age as control variables, see hypotheses 1. and 2.:
For Germans, only a significant beta coefficient for high masculinity on
ILOC occurs: beta=.26, t(97) =2.62, p<.01, R2= 0.10; the other betas are not
65

Susanne Rank | Teeradej Puapradit

significant. For Thais, two betas are significant: for high masculinity on ILOC
with a beta=.24, t(97) =2.41, p<.02, R2= 0.12 and a surprising gender effect on
ILOC (beta=-.23, t=-1.26, p<.0.26): The Thai men show a higher ILOC (M=4.81,
SD=.65) than the Thai women (M=4.38, SD .92).
Besides the significant effect of nationality on ILOC (beta=.63, t(195) =3.07,
p<.002, R2=.1), a high masculinity impact on ILOC is confirmed by an overall
regression analysis (beta=.51, t(195) =3.46, p<.001, R2= .01. No significant
betas for power distance, individualism, age or gender occurred - in contrast
to our hypothesis 1 for individualism.
Cultural effects on OBSE are tested with separate regression analyses
for Germans and Thais. For the Germans, a significant beta coefficient for
high masculinity on OBSE occurs (beta=.31, t(97)=3,26, p<.002, R2= 0.21),
a significant negative beta for high collectivism (negative to individualism) on
OBSE (beta=.-26, t(97) =-2.70, p<.008), and a significant, negative beta for age
on OBSE (beta=.-28, t(97) =-2.93, p<.004). The younger the Germans are; the
more self-esteem they have. Other betas are not significant. For the Thais,
a significant beta coefficient for high masculinity on OBSE occurs (beta=.26,
t(97)=2,57, p<.01, R2= 0.13), and an almost significant, but negative beta for
individualism (i.e. high collectivism) on OBSE (beta=-.19, t(97) =-1.96, p=.05).
In the overall regression analysis on OBSE, no significant betas occur for
nationality in contrast to predictors for ILOC; but a strong significant beta
coefficient for high masculinity on OBSE occurs (beta=.59, t(195)=4.07, p<.01,
R2= 0.13), as well as a significant negative beta for high collectivism (negative
to individualism) on OBSE (beta=-.38, t(195) =-3.05, p<.003).

Predictors for AOC and Job Performance
The impact of the independent variables on AOC are first tested in a separate national regression analysis. For the Germans, a significant impact
of high OBSE on AOC occur (beta=.37, t(97)=2.876, p<.005, R2= 0.33),as
well as a significant impact of age on AOC (beta=-.18, t(97)=-2.00, p<.05).
Other betas (ILOC, culture values, gender) are not significant. For the Thais,
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a significant impact of high OBSE on AOC (beta=.48, t(97)=3.91, p<.0001, R2=
0.40) and a significant impact of age on AOC occur (beta=-.18, t(97)=-2.00,
p<.05). Other betas (ILOC, culture values, gender and age) are not significant.
The overall regression analysis revealed that, in contrast to our hypotheses, nationality significantly influences AOC (beta=.38, t(195) =2.50, p<.01).
As predicted, ILOC impacts AOC (beta=.16, t(195)=2.20, p<.03, R2= 0.53) and
OBSE influences AOC (beta=.38, t(195)=5.15, p<.0001).
Predictors for self-assessed job performance. As no national or
cultural impacts are predicted, first an overall regression analysis was calculated. In line with our hypothesis 7, high ILOC (beta=.22, t(195)=2.52, p<.01,
R2= 0.37), high OBSE (beta=.11, t(195)=2.24, p<.03) and high AOC (beta=.18,
t(195)=2.98, p<.003) significantly impact the self-rated job performance.
In addition, high masculinity influences high job performance (beta=.34,
t(195)=2.57, p<.01). High power distance failed the significance level for
influencing job performance (beta=.20, t(195)=1.92, p=.056). However, no
influence of individualism, gender, age or nationality occurred. Even though
no national impact on job performance is revealed in this overall regression
analysis, we calculate separate regression analyses to follow the previous
analysis pattern to understand the predictors on job performance for both
national samples. For the Germans, only high ILOC (beta=.31, t(97)=2.70,
p<.0008, R2= 0.40) significantly impacts the self-rated job performance.
No other influences of OBSE, AOC, masculinity, power distance, individualism, gender, age or nationality occurred. For the Thais, our hypothesis
7 is confirmed, as high AOC (beta=.27, t(97)=2.50, p<.02, R2= .38) significantly impacts the self-rated job performance. High masculinity (beta=. 17,
t(97)=1.94, p=.54) and power distance (beta=. 17, t(97)=1.95, p=.54) failed
the significance level for influencing job performance. No influence of
ILOC, OBSE, individualism, gender or age occurred. However, as nationality is not a significant predictor for job performance, the separate results
of the regression analysis for the Germans vs. the Thais are not valid for
further discussion.
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To identify whether our predictors (i.e. nationality, cultural values, self-beliefs) are inter-correlated or independent of one another, a factor analysis
with varimax-rotation is conducted. Two independent factors are detected:
The first factor (cultural value set) explains 56.31% of the total variance
formed by nationality (eigenvalues: .97), masculinity (eigenvalue: -.91), power
distance (eigenvalue: -.88) and individualism (eigenvalue: -.91). The second
factor (self-esteem) is based on ILOC (eigenvalue: .90) and OBSE (eigenvalue:
.93) and explains28.42% of the variance. Thus, Hofstede’s studies (2001)
are confirmed; there is a strong independent factor of the country’s cultural
values including nationality explaining more than 50% of the total variance.
In addition, a second factor of self-esteem emerged, but explaining less of
the total variance than the first factor. These two independent factors are
relevant to consider for recruiting and developing the right talents in international companies. However, both factors with their various sub-factors
(nationality, different cultural values (i.e. PD; M-F, I-C), locus of control and
self-esteem impact positive work behavior differently, i.e. operationalized by
AOC and job performance in this study.

Final Remarks
The nationality of Germans vs. Thais significantly impacts three variables
(cultural values, ILOC, and AOC) except OBSE and job performance. Interestingly, the younger people are more affective committed to their organizations
than the older ones, which might be explained by the daily work routine of
older people after working at organizations for years. The Thais are more
affective committed than the Germans, even though Asians leave companies more frequently (10%average turnover rate) than the Germans (Europe:
6%average turnover rate, Mercer’s Turnover Survey, 2015). Further studies
(the Nation, 2013; Turongsomboon & Pillai, 2016) report the same direction
that average turnover rate for Asians is higher than Europeans recently, especially for Thailand the turnover was 13%, comparing globally. Their junior
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management is the most vulnerable group for voluntary turnover. Suggested
from Hay Group’s study (Chulajata, 2012), this phenomenon resulted from the
government wage’s policy and the free flow of labor due to ASEAN Economic
Community (AEC). Due to the historical and political impact, the collectivist
perspective is valued more in Asia than in Europe (Hofstede, 2013). Due to
Meyer et al. (2002, pp. 20–52), AOC leads to lower turnover in organizations.
This opposing result should encourage the conducting of a future study at
a company by comparing the employee survey data of different age groups
concerning self-esteem, AOC and turnover.
The impact of cultural values on core self-beliefs is partly confirmed: High
masculinity predicts higher ILOC and OBSE, even though the Germans show
higher masculinity than the Thais. Focusing on achievements in business (high
masculinity) enables a strong belief in one’s own capabilities and self-esteem
(ILOC & OBSE) regardless of the level of masculinity between the Germans
and the Thais. However, this does not support our hypothesis 2., contrary
to previous ILOC studies of Smith (1995, pp. 377–400) and Spector (2001,
pp. 377–397) in which individualism impacts ILOC.
Confirming our hypothesis 3, OBSE is influenced by collectivism in line with
Van Dyne et al. (2004, pp. 439–459) and by masculinity accord to Sanandaraj
& Thomas (1986, pp. 119–124). Surprisingly, nationality only influences ILOC,
but not OBSE; this result was not expected. However, ILOC and OBSE are
highly correlated (r=.70, p<.001 for ILOC and OBSE); both form one factor in
the factor analysis supporting the general self-efficacy concept (Judge &
Bono, 2001, pp. 80–92). In general, international managers should place an
emphasis on hiring and developing people with high self-esteem (high ILOC,
high OBSE) and high masculinity regardless of their nationality.
For managers in international companies deploying highly qualified people, the most interesting results are that the self-esteem and nationality
influence AOC: Supporting our hypotheses 2 and 4, overall core self-evaluations, i.e. high ILOC and high OBSE, predict high AOC. Our results confirm
the previous results for ILOC by Ng et al. (2006, pp. 1057–1087) and of the
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OBSE by Pierce & Gardner (2004, pp. 591–622). Contrary to our hypothesis
3, cultural values do not influence AOC, but nationality does: The Thais show
higher AOC than the Germans. Further, the younger Germans show higher
AOC than the older Germans, in line with the generational review about the
self-confident generation Y (Twenge et al., 2010, pp. 1117–1141). Surprisingly,
in the country-by-country analysis, OBSE and age only predict AOC, but no
longer predict ILOC. OBSE might be a stronger success factor for hiring and
developing highly qualified people.
Due to hypothesis 6, the core evaluations (ILOC and OBSE) and AOC
impact the self-assessed job performance confirming the ILOC analysis of
Ng et al. (2006, pp. 1057–1087), the OBSE review of Pierce & Gardner (2004,
pp. 591–622), and the AOC studies of Meyer et al. (2002, pp. 20–52), and
Yousef (2000, pp. 6–28). Additionally the cultural value masculinity impacts
the self-rated job performance, but is not assumed by our hypotheses: This
strong belief and communication style in capabilities and results drives high
ratings of job performance. The results discussed need to be considered
carefully, as no objective measures of job performance (e.g. turnover of sales
representative) are assessed in our case study.
Further limitations of our case study are that the revealed results are
restricted to highly qualified people, as our sample only includes academics with work experience. A small sample of 196 people was analyzed from
a case study perspective. Future studies with large sample sizes and different
levels of qualification are necessary to prove our results. In assessing both
self-esteem components a future study should focus on more nationalities
than the assessed one. A final limitation is that our case study is based on
a correlational design rather than an experimental one (like the vignette task
of Dries et al., 2008, pp. 907–928).
In a nutshell, in line with previous research, ILOC and OBSE predict AOC,
and surprisingly cultural values do not impact AOC, but nationality does.
In our case study, high AOC is bound by high self-esteem and the Thai nationality, which needs to be considered by HRM to enhance the drivers for
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increasing AOC. Based on our hypothesis, job performance was impacted
by ILOC, OBSE and AOC, but by masculinity as well. Therefore, the influence
of nationality and cultural values on those we assessed is not comparable.
Cultural values like masculinity are shared among highly qualified people
regardless of nationality. Speculatively assumed masculinity might be
a core value/belief of one’s own self-concept/personality (like achievement,
self-enhancement of Schwartz et al, 2012, pp. 663–688) rather than a cultural
value as proposed by Hofstede (2017). Self-esteem like OBSE is a powerful
predictor for affective commitment and in addition ILOC and OBSE are predictors for job performance. But ILOC and OBSE are more culturally bound
than affective commitment.
As a research outlook, cultural bias is possible for self-esteem evaluations. Contrary to our results, the study of Cai et al. (2007, pp. 162–170)
revealed that the Chinese show lower self-esteem than Americans only on
cognitive self-evaluation, but on affective self-esteem evaluations American
and Chinese show similar affective self-liking. Cai et al. (2007, pp. 162–170)
showed that the measures of self-esteem are augmented on the cognitive
vs. affective dimensions to figure out where the cultural effects occur. This
might solve our dilemma of the different effects of national and cultural values. Future studies might expand the design by explicit vs. implicit measures
of self-esteem.
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Characteristics of Slovak Culture
in the Context of Bilateral
Austrian-Slovak Relations
Abstract: Objective: The main intention of the present paper is, on the one hand, to provide
a summary of the characteristics of Slovak culture by applying chosen theories and models. On
the other hand, we attempt to underline the significance of bilateral Austro-Slovak relations in
relation to the economy or migration tendencies. We assume that, based on geographical proximity and the above stated bilateral relations, intercultural encounters are relatively frequent as
well. Therefore, certain perception of Slovaks from the Austrian point of view is likely to exist.
Methodology: Our work is based on relevant scientific sources, as well as on our own empirical
research reposing in the analysis of an online questionnaire.
Findings: Overall, findings of our empirical research may be considered rather positive, as no
negative or hostile responses concerning Slovak culture were reported. Furthermore, none of
the participants experienced a conflict with a Slovak counterpart that could clearly be ascribed
to cultural differences.
Value Added: We believe that the conclusions presented in this paper might be helpful not only
for managers operating on the international level or businessmen intending to do business
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with their Slovak partners, for scholars engaged in similar topics but also for anyone interested
in intercultural communication and cultural differences.
Key words: Slovak culture, Austrian-Slovak bilateral relations, values, cultural differences,
intercultural conflict, Geert Hofstede, Richard D. Lewis

Introduction
In today´s globalized world it is almost unimaginable to exist without having
contact with representatives of other cultures. Moreover, it is impossible to
do business on international level without interaction with other cultures. In
order to succeed in business, one needs to be aware of differences that may
repose between the respective national cultures. On the grounds of such
divergences and not being aware of them, an intercultural conflict may occur,
which can further result in interruption of a business relation.
The present article is aimed at bilateral intercultural Austrian-Slovak
relations, while the characteristics of Slovak culture and the perception
of Slovaks from the Austrian perspective is predominantly being focused
at. We come out from the assumption that, due to geographical proximity
and significant business interactions, mutual bicultural contacts are quite
frequent and, therefore, certain culture-related specifics are perceived by
the representatives of both national cultures. Our opinion regarding the
significance of mutual Austrian-Slovak relations and the comparability of
the two countries might be perfectly mirrored in their description provided
by Kirschbaum (2008, p. 225). ,,…Each is landlocked, mostly mountainous,
situated in the middle of Central Europe…both states are relatively small…
Both populations are relatively homogenous…”. However, as he adds, no
more similarities between the two countries exist, since languages as well
as historical development show striking differences.
The main part of the paper is logically structured into several thematical
areas. Firstly, the most crucial characteristics of the Slovak national culture
will be summarized, by application of several models and theories. As the next
82

Characteristics of Slovak Culture in the Context of Bilateral Austrian-Slovak Relations

step, selected milestones in the Austrian-Slovak migration-related history
and chosen aspects of bilateral economic relations will be discussed. The
final part will be dedicated to the results of the empirical research having
been conducted with the purpose of data collection regarding participants’
personal opinions on Slovaks and Slovak culture, as well as their experience
with intercultural conflicts in relation to Slovaks. Special attention is thus paid
to empirical experience of the individual survey participants.
The main objective is thus, firstly, to summarize the most significant characteristic traits of Slovaks. Secondly, to emphasise the mutual Austrian-Slovak
relations (considering the aspect of migration, economy, education, etc.) and
to discuss the way Slovaks are perceived from the Austrian perspective.
Besides, we strive to find out whether occurrence of intercultural conflicts
is frequent or rare, or whether the individuals engaged in our survey have
experienced a conflict situation with Slovak citizens, the roots of which
were culture-dependent.
The present paper is meant to serve as a brief guidance (not only) for
(Austrian) businessmen about issues relating to Slovak culture that are to
be considered, but also for anyone contemplating doing business, studying or travelling to Slovakia. Everyone interested in the scientific field
of intercultural communication, intercultural management, intercultural
psychology or cultural differences and specifics in general is welcome to
read this contribution.

Materials and methods applied
Our research is based on the research of relevant scientific sources and their
synthesis. We present descriptions of Slovak culture coming out of several
well-known cultural categorisations, divisions and dimensions. However, since
the description of a typical Slovak is not the sole intention of this paper, we
will disregard many authors and their studies on Slovak culture. Nevertheless, we will predominantly refer to the work of Richard D. Lewis and Geert
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Hofstede, who belong to the most frequently cited and respected authors
dealing with issues relevant for the present paper.
Besides, a crucial role is played by the method of analysis of the online
questionnaire that was distributed among a few Austrians. As our research is
limited by a relatively lower number of interviewees, we pay attention to every
single submission and state concrete answers, not only broad generalizations.

Current state of knowledge regarding Slovak
culture and Austrian-Slovak relations
Culture-related issues, cultural values and culture-based differences in
behaviour attract attention of many academics, scientists and scholars
worldwide. Nowadays, a very frequent topic is exploring culture from the
business, management or marketing point of view, as well as in connection
to psychology. Also, comparative analyses of cultures are to be found in relevant scientific sources rather often. Overall, a wide spectrum of topic-related
works is available. In the following section, we offer a brief overview of those
mostly linked to the theme of our paper.
Concerning Slovakia, D. Pučko, A. Remišová, and A. Lašáková (2013, pp.
376–395) present research on leadership preferences and culture in Slovakia
in relation to Slovenia. Their work is a comparative study elaborated on the
grounds of the GLOBE project. They conclude that Slovak respondents are
less humane oriented, less gender egalitarian and less in-group collectivistic. Apart from that, they are (in contrast to Slovenians) more power distant
and institutional collectivistic. Regarding leadership, Slovaks would accept
considerably less autonomous and self-protective behaviour of leaders
(2013, p. 391).
J. Bašnáková, I. Brezina and R. Masaryk (2016, pp. 13–25) discuss cultural dimensions of Slovakia (and of the Czech Republic), with the cultural
dimensions and values research of Geert Hofstede being the basis of their
84

Characteristics of Slovak Culture in the Context of Bilateral Austrian-Slovak Relations

research. Since the original survey of Hofstede does not include scores
in values of Slovakia, they further build on data collected by Kolman et al
(2003). Therefore, they emphasise that their study is a replication and point
at several limitations of their work. Regarding the respective cultural dimensions, they predominantly focus on two of them - on the dimension Power
Distance and Masculinity, since Slovakia´s scores within these two dimensions were reported as extremes. Their primary intention was to provide an
updated version of the dimensions in Slovakia and the Czech Republic and
to verify the above-standard scoring of Slovakia within the two above stated
dimensions (more than 100).
Slovakia, as well as the Czech Republic, and values of the youth represent the core of the research of J. Ilgová and A. Ritomský (2009, pp.
73–113). They present a comparative empirical study regarding values
in the two respective countries, while concentrating on people aged 15–
34. They state the level of religiosity as the most crucial discrepancy between the two national cultures, whereby Slovaks are significantly more
religious and participate in religious activities more frequently than Czechs
(2009, p. 83). The portal SlovakiaSite (2017) reports, in accordance with
the latest surveys, 84% of Slovak inhabitants as being religious, mostly
Christian (Roman Catholics build up the group of 69,9% of the population)
. Another noteworthy point is that (in comparison to the Czechs) young
Slovaks are less open to accepting change and prefer status quo. Besides,
demonstrating own abilities, intelligence and reaching targets seem to be of
high importance for the Slovak population, or of higher importance than, for
instance, power and prestige, respectively (Ilgová, Ritomský, 2009, p. 106).
Austrian-Slovak intercultural relations, extended by the importance of
language competence and significance of German language, represent
the core of our recent research. The contribution, which was presented at
an international scientific conference, predominantly focuses on the way in
which Slovaks perceive Austrians, as well as the level of their language competence in German. Overall, the research results may be qualified as positive,
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and thus in connection to characteristics that Slovaks ascribe to Austrians,
as well as to the level of German among Slovaks (Čiefová, 2016, pp. 179–191).
In his book When Cultures Collide: Leading across cultures, Richard
D. Lewis offers extensive culture descriptions, including values, communication or behaviour patterns. His work, as well as the model we refer to,
is well-structured and comprehensible. ,,…Cultures of the world can be
roughly classified into three groups: task-oriented, highly organized planners
(linear-active); people-oriented, loquacious interrelators (multi-active); and
introverted, respect-oriented listeners (reactive),” (2006, p. 27). These three
categories are usually graphically illustrated as a triangle with each corner
being the ideal value of one of the three categories. We offer a simplified
version of the LMR model below. The approximate position of Slovakia is
marked in green (Figure 1).
Figure 1. Simplified LMR model of Lewis with the approximate position of Slovakia

Source: Own elaboration according to Lewis, 2006.

Based on Lewis´s model, we can summarize the characteristics prevailing
by the respective cultural categories and to derive those likely to be occurring
among Slovaks (Figure 2.). For this purpose, we come out from the linear-active
and multi-active traits, since the position of Slovakia demonstrates rather
multi-active tendencies with linear-active traits usually having lower impact
(2006, pp. 33–34).
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Figure 2. Characteristics of linear-active and multi-active cultures according to Lewis

Linear-active

Multi-active

introvert, patient, quiet, do one thing at
a time, punctual, stick to plans, job-oriented, unemotional, confront with logic, limited body language, rarely interrupt

extrovert, impatient, talkative, do several
things at once, not punctual, change plans,
people oriented, emotional, confront
emotionally, unrestricted body language,
interrupt frequently

Source: Lewis, 2006.

As emphasised above, based on Lewis´s scale, Slovaks incline to multi-active cultures, multi-active characteristics are thus supposed to be
dominated in Slovaks´ behaviour. However, we solely talk about tendencies
and presumptions. Of course, one might encounter a Slovak with introverted
and job-oriented approach who never focuses on more than one thing
only, and who would consider interrupting the communication partner to
be highly impolite.
Furthermore, Lewis concretely states following values regarding Slovakia
(2006, p. 289):
·· extended families,
·· respect for education,
·· love of music and sport,
·· defence of their Slovak nation and culture,
·· rather religious (marriage, baptism, funerals),
·· lack of self-confidence,
·· closeness to nature,
·· attachment to folklore, folk art,
·· epicureanism,
·· attachment to popular traditions,
·· sense of historical victimization.
As far as the Slovak communication style is concerned, Slovaks are said
to be non-confrontational and do not like saying things that could possibly
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offend the communication partner. According to Lewis, Slovaks are more
punctual than other Slavs. Moreover, they listen well, interrupt foreigners
only occasionally (although, they sometimes interrupt other Slovaks) and
are polite. Meetings are normally formal and meeting agendas are less rigid
than, for instance, those of Germans or Czechs (2006, pp. 299–300). Apart
from that, Slovaks tend to dialogue-oriented cultures. A good example of
dialogue-oriented cultures is Italian or Arab culture. They usually acquire information via their broad interpersonal information networks, in juxtaposition to
so called data-oriented cultures, for which research and information gathering
is the ground for further proceeding (Lewis, 2006, p. 48). Therefore, we can
conclude that for most of the Slovaks discussing certain issue may be much
more valuable source of information than for example databases or figures.
Other intrinsic characteristics of Slovaks are summarized by Lewis as
follows (2006, pp. 301–302): multi-active, charismatic, vigorous speakers,
Slavic tendencies, somewhat opinionated, nationalistic, sensitive to criticism, party a lot, slower pace, parochial, male-dominated, extended family,
relaxed about rules, autocratic leaders, somewhat vague instructions, spend
and borrow, Catholic traditions, complain and grumble, non-tactile, some
experimentation, religious in the countryside, status by family, wealth and
network contacts.1 According to Lewis, Slovak also like to be encouraged
and dislike being called Eastern Europeans. It is highly recommended to
avoid such addressing.
As already mentioned earlier, one of the most cited authors on the field of
intercultural communication, or cross-cultural psychology, is Geert Hofstede.
,,Hofstede´s work on culture and values provides scholars with valuable insights into the dynamics of cross-cultural relationships,” (Bašnáková, Brezina,
Masaryk, 2016, p. 15). Based on Hofstede´s extensive research, numerical
evaluations of values regarding national cultures within the 6 cultural dimensions were identified. For Slovakia, the following data was published.
1. In the book, these characteristics are compared to their Czechs equivalents. For those interested, we
recommend referring to the chapter.
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Figure 3. Unadjusted indices of Slovak cultural dimensions according to Hofstede

Dimension

Power
Distance

Individualism vs
Collectivism

Masculinity vs
Femininity

Uncertainty
Avoidance

Longterm
Orientation

Indulgence vs
Restraint

Score

104

52

110

51

77

28

Source: Hofstede, Hofstede, Dimension data matrix, 2015.

However, this is not the single version of Slovakia´s value calculations. As
stated by Bašnáková, J., Brezina, I., Masaryk, R., there are currently several
versions of Slovak indices (and the Czech ones as well). Besides the version
of Hofstede as it is to be seen from the Figure 3,2 there are also two versions
of Kolman (calibrated and uncalibrated) or the adjusted version of Hofstede
& Hofstede (from 2014), where the values above 100 were lowered to exactly
100, whereby lower values remaining unchanged (2016, p. 17).
To avoid confusion, we have decided to include solely the Hofstede´s
unadjusted version. Undoubtedly, significantly high scores within the dimensions Power Distance and Masculinity vs. Femininity attract the attention of
the reader. The high level of Power Distance can be explained as the state
when an unequal distribution of power is largely accepted and expected in
a society. With high score within the masculinity dimension, we can expect
Slovaks to consider values such as winning or being tough rather important
(Hofstede, Hofstede, 2017).
Interesting conclusions are provided in the Comparative Report of Country
Findings, published by I See You3 initiative. Within the Report, 10 key competences are analysed, whereby each competence is revised under 4 common
aspects (value in society, competence being taught in education, differences
in terms of gender, extent of competence of young entrepreneurs) (2015,
2. Estimated values.
3. Initiative to Foster Social Entrepreneurship Experience of Youth.
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p. 3). In this paper, we will exclusively refer to the aspect value in society.
The following Figure 4. offers a list of the key competences and the extent
of their being valued in Slovakia´s society.
Figure 4. Competences and their value in Slovak society

Competence

Value of the competence in Slovak society

Leadership

Very high

Ability to take decisions

Very high

Willingness to explore

High

Ability to plan

High

Digital competences

High

Taking initiative

Medium

Creativity

Low

Ability to prioritize

Low

Competitiveness

Low

Ability to think critically

Low

Source: Own elaboration according to Comparative Report of Country Findings, 2015

In the original comparison, 5 scales were applied, in concrete very high,
high, medium, low and very low. It can be seen that the 10 analysed competences are valued on a different level in the Slovak society. Although
competences such as leadership or decisiveness are of a very high value,
creativity or critical thinking are not considered to be that significant, and thus
despite them being generally required for instance by potential employers.
As the report demonstrates, several of the above stated competences lack
educational background. For example, ability to take decisions is highly valued, however, the level of its being taught is low. Vice versa, the competence
ability to prioritize does not belong to the competences with the highest level
of value, but the level of its being taught is high (2015, pp. 4-13).
Throughout the previous part, the term values was repeated several times.
As emphasised by Průcha (2004, p. 80), the system of values is typical not
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only for individuals, but is also shared by social groups, nations, etc. Therefore,
it has become a frequently discussed phenomenon not only on the field of
intercultural psychology, but comparative sociology, as well.
The main hypothesis behind this paper is engaged in significance of
Slovak-Austrian bilateral relations, and thus linked to mutual historical circumstances, as well as bilateral political and economic relations. We suppose, mutual intercultural encounters are relatively frequent, also due to
geographical proximity.
However, it should be noted that real direct bilateral relations could have
been established after the fall of the communist regime and founding of the
independent Slovak Republic (Hrabovec, 2008, p. 3).
As already mentioned, one of the facts emphasised within the present
work is the importance of Austrian-Slovak economic relations. To undermine
this statement, let us point at several macroeconomic indicators. As probably
presupposed, as of 2016, Slovakia was one of the most important business
partners of Austria, and thus related to export as well as import. More specifically, Slovakia´s position in both parameters was 11 (in concrete, 2,2%
import and 2,1% export)4(Statistic Austria, 2017). In the reversed perspective, the highest active foreign trade balance of Slovakia was recorded with
Germany, followed by the UK, France and Austria (data as of the first quarter
of 2017) (Štatistický úrad Slovenskej republiky, 2017). The trade partnership
of the two countries is thus of high importance for both national economies.
One of the facts behind our hypothesis regarding frequent international
encounters is the number of Slovaks residing in Austria. As of 01 January
2017, there were 38.094 Slovak citizens in Austria, with the migration balance
of 2.239 (migration from the abroad / immigration – 5.575; migration abroad
/ emigration – 3.336). Total population of Austria represented 8.772.865
(Statistik Austria, 2017); Slovaks therefore accounted for 0,43% of the total
population. Of course, we also need to take into consideration thousands

4. In the respective year, the most important business partner of Austria was Germany.
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of those commuting to Austria due to work or studies while keeping their
residency in Slovakia.
The tradition of Slovak migration to Austria has a long history. Poláčková
(2013, p. 7) identifies migration as the determinant for further development
of the bilateral relations. As Rydlo states, at the begin of the 19th century,
there were Slovak communities in Lower Austria and Vienna and the first
quantitative data concerning the concrete number of Slovaks in Austria
comes from 1844, when there are supposed to have been 6.667 persons
from Slovakia in Austria. The highest number of Slovaks residing in Austria
was reported in 1900 und amounted to approximately 60.000, depending on
the dataset considered. Prior to the World War I, the number started to decline
considerably, reaching only 20.000 Slovaks in 1914 (2008, pp. 44–47). Just
to mention a few migration-related milestones, the 20 th century (seasonal
migrants) and the time after the World War II (political emigration) represent
an era of numerous migrations of Slovaks to the neighbouring country (2008,
p. 43). To conclude, the number of Slovaks in Austria has undergone many
changes in its development, predominantly due to economic and political
situation (2008, p. 54).
Another crucial aspect undermining the hypothesis of inseparability of
Austro-Slovak relations is involved in education and employment. Austria is
a popular destination of Slovak students. Rydlo mentions the long history of
teaching Slovak language and culture at the University of Vienna (2008, p. 50).
One of the objectives of the empirical part of this article is to evaluate the
occurrence of intercultural conflicts. Or, more precisely, to assess empirical
experience of the involved in the survey with culture-based conflicts. In our
opinion, since for many Slovaks and Austrians mutual interaction takes place
on a daily basis, an intercultural conflict is likely to occur, as least occasionally. Besides others, intercultural conflict belongs to the topics discussed
by Morgensternová, M., Šulová, L. et al. They put emphasis on the fact that
not every conflict emerging between representatives of distinct cultures is
necessarily an intercultural one. What distinguishes a general conflict from
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an intercultural one, are the cultural differences behind acting or thinking of
the parties engaged in the conflict situation (2007, p. 126).5
The psychological aspect is considered by Průcha (2004). On the one
hand, he summarizes the theoretical background regarding the discipline
intercultural psychology. On the other hand, he deals with psychological
characteristics of cultures (e.g. differences in values), prejudice, stereotypes, linguistic and communication aspect, as well as relations and conflicts among nations.

Results of the empirical research analysis
In the previous part we attempted to summarize values and characteristic
traits of Slovaks referring to three sources (Hofstede, Lewis, the comparative report). In order to gain more information, we conducted online interviews with several Austrians. The questions that were supposed to be
answered were either open question requesting a statement from the side
of the respondents, or multiple-choice questions. One question had a form
of a semantic differential. Our main intention was to collect data regarding
empirical experience of the respondents concerning their cooperation with
Slovaks, encounters, impressions or perception of Slovaks. All the respondents were aged 18–25, or 26–35, respectively. As far as their occupation is
concerned, they were either students (high school, university students, or
PhD candidates) or employees in the private sector. We were also interested
in the frequency of their contact with Slovaks. According to the responses,
the respondents meet or encounter a Slovak citizen on a monthly basis,
or several times a year, and all of them have already met a Slovak citizen at
school or at the workplace. Similarly, all the participants also stated that they
had visited Slovakia before, mostly due to a trip to the capital, or because
of nature and culture.
5. For clarification, they state an example of an argument between a wife and a husband with distinct origin.
In such a case, the conflict does not need to be an intercultural one (2007, p. 126).
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Especially positive is the fact that, to the question Have you experienced
a conflict / an unpleasant situation with a person from Slovakia, which was
based on differences between the two cultures? everybody provided the
answer ,,No”. Furthermore, none of the interviewees reported a negative experience with Slovak citizens and nobody is bothered by the situation regarding
the relatively high number of Slovaks working, studying or living in Austria.
In the following, we provide an overview of the other open questions
and relevant responses with additional commentaries. However, it needs
to be emphasised that the responses in the Figure 5 below are concretely
cited (or stylistically adjusted) answers of individual respondents, not their
aggregated values, although some answers repeat.
Figure 5. Overview of open questions and related answers and comments

Question

Answers

Comment

What is the first thing that
comes to your mind when
you hear the word ,,Slovakia”?

Bratislava, Czechoslovakia,
Twin City region, friendly
people, ice hockey, cheap
food and drinks

The answer ,,Bratislava”
occurred in every single
response.

What Slovakia-related do
you like the most? (nature,
towns, food…)

Bratislava (or towns in
general), food, nature

Again, the answer ,,Bratislava” occurred very frequently.

What is usually your first
impression when you encounter a Slovak citizen?

Friendly, open-minded, nice
people, quiet, sometimes a
bit loud; nice conversations

We can conclude the responses are rather positive.
Interesting is the contrasting view of Slovaks regarding the volume of speech.

In my opinion, Slovaks are…

Friendly people with heart
in the right place, nice,
kind, helpful and pleasant
people

Also, these responses
demonstrate a very positive approach towards
Slovaks.
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As far as I am concerned,
the most typical characteristics of Slovaks is…

Happy, positive attitude,
cannot specify one

On the one hand, we can
say that the responses
are positive, on the other hand, not everyone is
aware of a typical attribute
of Slovaks. We therefore
suppose, the stereotypes
are not necessary widely
spread, or in some cases,
no significant divergences
are perceived.

How would you describe
the Slovak communication
style?

Sometimes a bit loud,
emotional, friendly, nice
and formal, indirect; Slovaks generally like conversations

When contemplating the
answers in depth, we can
see certain connection
to the model of Lewis
analysed above, according
to which Slovaks tend to
be more multi-active. To
multi-active cultures, characteristics such as talkativeness and people-orientation may be ascribed.

I consider the Slovak language to be ….

Hard to learn, good, similar
to Czech language

We assume, the way one
perceives a language may
have impact on their approach to a culture, or, for
instance, willingness to
travel to a country where
the language in question is
spoken or to interact with
speakers of that language.
Answers ,,hard to learn”
and ,,good” occurred repeatedly.

What famous / well-known
Slovak person from the
history or from the present
day do you know?

Ján Kollár, Martin Škrteľ,
Marek Hamšík, none

Within the majority of
answers, no reference to
a well-known personality
was offered. As we can see,
association with Slovak
sportsmen exists. However,
generally speaking, we can
conclude, certain niches
in knowledge regarding
the other culture/facts is
missing.

Source: own elaboration.
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As it can be seen in the Figure 5. above, we shortly included also the
linguistic aspect. Another question related to linguistics was included due
to the fact that communication incompetence may result in failure of a communication process. We attempted to find out how the respondents find the
knowledge of German language of Slovaks. Their responses were rather
satisfactory, as responses were either Slovaks speak German sufficiently
for everyday communication, or Slovaks speak German very well, also with
regards to business proficiency. To some extent, this corresponds with the
findings of our recent empirical research, when 60% of a survey respondents
(Slovaks) reported at least a certain level of their German language knowledge (Čiefová, 2016, p. 186).
Within the semantic differential, 12 spectra of characteristic traits were
included. The scale consisted of 7 areas of choice. The fields marked in the
darkest colour represent the mostly chosen areas. Sometimes, the opinions
of the participants were totally contrasting, as it is to be seen in the Figure 6
below. We suppose, this fact may be ascribed to distinct empirical experience
or standpoints of the respondents.
Figure 6. Semantic differentials with attributes

rational

emotional

career-oriented

family-oriented

modern

conservative

friendly

unfriendly

polite

impolite

optimistic

pessimistic

reliable

unreliable

individualistic

collectivistic

tolerant

intolerant
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hard-working

lazy

open-minded

stiff

direct

indirect

Source: own elaboration.

Number of answers
low

high

We can say that some attributes represent a pair of characteristics,
whereby one can be marked as a positive and the other one as a negative
trait. Apart from that, certain scales correspond either to cultural dimensions
or to other cultural divisions. For example, according to Hofstede´s dimensions, the index regarding Individualism – Collectivism was 52/100. In our
case, the average is located approximately in the middle of the spectrum,
as well. A positive finding is that Slovaks are mostly perceived as friendly,
rather open-minded people. They are also seen as rather conservative,
family-oriented people and emotional. Emotionality, for instance, agrees
with the model of Lewis.
However, it needs to be emphasised that filled questionnaires were submitted by younger generation, also with higher level of education. It is estimated
that this fact significantly impacted the results. Therefore, it is recommended
to apply the same methodology on a more diverse social group, the final
picture might demonstrate different tendencies.

Conclusions and final remarks
We are aware of the fact that the research presented in this paper has certain
limitations. First, not all of the theories regarding cultural similarities and differences or cultural values were applied. The research could be extended by,
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for instance, the work of Alexander Thomas (cultural standards), or Edward
T. Hall. Secondly, only several aspects of mutual Austro-Slovak relations
were highlighted. The part concerning historical background includes only
a few milestones related to migration tendencies. A much wider outline of
the mutual history could be included, even though the common history did
not represent the core of the research. Thirdly, we were interested in empirical experience and standpoints of the individual respondents. To be able
to generalize the outcomes, a quantitative approach to the research would
need to be adopted.
In conclusion, we would like to express our hope that the present contribution may motivate other scholars and experts to conduct similar research,
or to extend this work by new remarks, perspectives or other theories.
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Responsible Leadership and
Organizational Commitment
among Physicians: Can Inclusive
Diversity Climate Enhance
the Relationship?
Abstract: As a result of the attention paid to the concept of ethics over the past decade, responsible leadership has come to be a focus of research interest for management scholars. The
concept entails the degree of stakeholder engagement besides the sense of societal obligation
organizations have to fulfill. The growing concept also assumes that focusing only on maximizing shareholder profit is no longer acceptable in the global business and economic sphere.
That is why the concept has found a place in management literature as mentioned. Over the
past four decades, organizational commitment has come to be considered a buzzword in both
management and organization studies. The concept was developed in 1960 to assess employee
emotional attachment to their workplace, and currently its scope has been extended to include
all employee-employer relationships. The importance of the concept stems from its strong
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correlation with many wanted and unwanted workplace behaviors like absenteeism, turnover,
performance levels, citizenship behaviors and justice as proved by many quantitative studies.
This study focused on Kasr El Eini hospital (Egypt) and identified the effect of responsible
leadership on physicians’ affective, continuance and normative commitment through mediating
the role of an inclusive diversity climate by conducting a quantitative study. Upon collecting
140 questionnaire forms and using chi-square analysis followed by multiple regressions, it
appears that responsible leadership has a positive association with an inclusive diversity climate, an inclusive diversity climate has a positive association with physicians’ organizational
commitment and finally, responsible leadership affects physicians’ organizational commitment
through mediating the role of an inclusive diversity climate.
Keywords: responsible leadership; inclusive diversity climate; affective commitment; continuance commitment; normative commitment; Egypt

Introduction
Over the last decade, the concept of ethics has attracted a tremendous
amount of attention in both the study and practice of leadership. Pless et
al. (2012) have asserted its significance in assuring the best interests not
only for shareholders but also the general public. This may justify why many
management scholars continuously try to shed light on ethical practices at
low and high levels of corporate managerial authority (Avram and Kunhe,
2008). In fact the scandals in cross-border organizations like Tyco, Enron
and WorldCom and the 2008 global economic crisis the world has witnessed
have questioned the role of values and legitimacy for businesses in western
countries (Inglehart, 2008). As a result, firms focusing solely on maximizing
their material and financial profit may no longer be acceptable in national
and international economic spheres (Wade, 2006). Instead, firms should
accept all responsibilities and what societies expect and act as responsible
social agents in attaining them (Carrasco, 2007). Furthermore, firms should
understand that fulfilling such societal needs is considered to be the main
aspect of the social contract they are under with their societies (Maak and
Pless, 2006 and Waldman and Galvin, 2008).
It has therefore been realized that having aspects such as ethics and
corporate social responsibility is no longer considered enough, and accord104
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ing to Holt (2006), the leadership should implement a detailed managerial
approach. This creates what we label “responsible leadership” which is based
mainly on integrating stakeholders into the corporate decision-making process in addition to devoting a part of the company’s effort towards societal
development. Increasingly, organizations under such a model of responsible
leadership must actively take part in promoting righteousness, safeguarding
human rights, ensuring sustainability and addressing some other pressing
global challenges (Maak, 2007).
For Ciulla (2004) and Waldman and Siegel (2008), responsible leadership is still an underdeveloped domain, despite the growing scholarly trend
addressing it. The same has been confirmed by De Hoogh and Den Hartog
(2008) and Henriques and Richardson (2012), who consider the concept of responsible leadership as an emerging one in both management and leadership
science, which still faces many complexities such as the trade-off between
the financial profits required by shareholders and the socio- environmental
obligations needed by stakeholders, which has come to be known as the
main challenge faced by responsible leaders.
Organizational commitment, which appeared in the United States in the
1960s, has come to be the focus of research interest for many scholars and
practitioners (Turunen, 2014). In its early stages, some researchers saw this
as the employee’s attitude towards his workplace, and with the passing of
time, some other researchers saw it as an employee’s psychological behavior
during his work journey, while others believe that organizational commitment
is considered a radar screen for all employee-employer linkages (Etzioni,
1961; Kanter, 1968 and Faloye, 2014). Interestingly, this concept was first
introduced by industrial psychology academicians, and within a few years it
has become worthy of interest to many researchers in various managerial
disciplines like leadership, human resources management, organizational
behavior and organization studies (Wang, 2014).
Mirmohhamdi and Merfat (2014) elaborate the idea that the scope of organizational commitment differs from culture to culture and from individual
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to individual. Furthermore, many scholars have confirmed the absence of
a single generally accepted definition for organizational commitment (Grusky,
1966 and Steers, 1977). Ortiz, Rosario, Marquez and Gruneiro (2015) highlight
that the fact that commitment has been studied by many practitioners and
academicians, with various scientific backgrounds, has assisted in creating
the plethora of definitions. O’Reilly and Chatman (1986) conceptualize organizational commitment as “the degree to which an individual internalizes or
adopts characteristics or perspectives of the organization” (p.493) whereas,
Porter, Steers and Boulian (1974) consider it as “an attachment to the organization, characterized by an intention to remain in it; an identification with the
values and goals of the organization; and a willingness to exert extra effort
on its behalf” (p.604). Although organizational commitment was employed
to describe an employee’s emotional feeling toward his or her workplace at
the first stage it appeared, the concept has lately been divided into three
approaches: affective, continuance and normative (Allen and Meyer, 1990).
In the past 20 years, organizational commitment has been at the heart
of organizational research. For example, Chang (2002) has studied its relationship to distributive justice, Faloye (2014) has investigated its relation to
turnover intention, Furaker and Berglund (2014) have focused on its links to
job insecurity. Furthermore, there are other studies that have investigated
its relationship to workplace spirituality (Rego and Cunha, 2008; Malik and
Naeem, 2011; Mousa and Alas, 2016).
Kasr El Eini is the first and largest government civil medical school and
hospital in Egypt. (http://www.medicine.cu.edu.eg), and was established in
1827 in a region called El Manial Island, Cairo. According to its website, Kasr
El Ein includes 2,773 medical professors and physicians, 3,732 post-graduate
students, and 9,423 students. This governmental medical school and hospital
has the mission of training quality physicians capable of implementing various
levels of health care practices. The management of the school and hospital
are concerned about the development of a competitive human capital that
would serve the community and share in solving national health problems.
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Kasr El Eini is currently the focus of the media, and political and public
discourse because of the many difficulties that both physicians and patients
face. The majority of its physicians are facing the problem of low involvement
and low participation (Mousa, 2017). One famous Egyptian newspaper and
website called al3asma has published an investigation to explore aspects of
this dilemma (http://www.al3asma.com/40137 ). Many Kasr El Eini physicians
claim that besides their low salaries, the hospital is full of managerial corruption, bias, inequality and nepotism (http://www.albawabhnews.com/2419159).
Currently, many of its physicians leave despite a considerable increase in
their salaries over the past five years.
Owing to the fact that Kasr El Eini is the main destination for Egyptian
low and middle income families when they need medical assistance (http://
www.elwatannews.com/news/details/1255899) and that increased anger
among physicians is an undisputed fact that may hinder their performance,
engagement and loyalty, this research seeks to focus solely on physicians
at Kasr El Eini hospital and to fill a gap in the management literature by identifying the effect of responsible leadership on organizational commitment
among physicians and explore whether there is a role for an inclusive diversity
climate in enhancing such previously mentioned associations or not. The
author starts by providing a theoretical background for responsible leadership, organizational commitment and the notion of an inclusive diversity
climate, and ends his theoretical discussion by formulating his hypotheses.
Subsequently, the research methodology is presented, in which the author
elaborates his research plan and presents the reliability analysis for his variables besides illustrating the profiles of his respondents. Finally, the results
are presented and discussed, and the conclusions also offer suggestions
for future research.
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1. Theoretical contribution
1.1. Responsible leadership
Upon investigating the current literature on responsible leadership, it has become obvious for the author of this paper that there is no generally accepted
definition for this concept. However, it is worth mentioning that both Maak
and Pless (2006, p. 103) tried to define responsible leadership as “a relational
and ethical phenomenon, which occurs in social processes of interaction
with those who affect or are affected by leadership and have a stake in the
purpose and vision of the leadership relationship”. Seemingly, scholars engage in identifying its different perspectives primarily based on the extent
to which the interests of stakeholders are met and the scope of societal
obligations addressed. Moreover, in order to have a more comprehensive
view of responsible leadership, it is preferable to start by elaborating the
main theories examining the relationship between leaders and internal and
external organizational stakeholders.
·· First: agency theory, in which the principal (shareholders) delegates the
authority of decision-making to the agent (business leaders), who then
act on the principal’s behalf. Accordingly, the main and sole responsibility
for business leaders, according to this theory, is to maximize shareholder
profits without showing any care towards societal obligations and ethical
customs (Friedman and Friedman, 2002).
·· Second: Stakeholder theory, in which business leaders try to build and
maintain sustainable relationships with various stakeholders including
employees, clients, consumer groups, government officials and even environmentalists. Accordingly, any organizational decision-making process
should consider the needs of its full stakeholder list. This theory interprets
why responsible leaders devote considerable attention towards the problem
of eliminating poverty, safeguarding human rights and other socio-environmental developments (Maak and Pless, 2006).
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The responsible leader is constantly tied to the means, resources, capabilities and authority required to attain planned organizational results (Cameron,
2011). Furthermore, Pless (2007) asserts that responsible leaders guide and
are guided by a network of stakeholder relationships on which they are at
the center to ensure smooth continuous access to information, advice and
support. For example, Cunha et al. (2007) clarify that the main responsibility
of the leader is to act correctly on behalf of his or her shareholders as well
as internal and external stakeholders in attaining maximum shared benefits
for all. For Waldman (2011), responsible leadership has two approaches. The
first is the normative stakeholder approach in which responsible leaders seek
to attain a balance between stakeholder needs and shareholders’ interests;
whereas, the second approach is the economic or strategic approach, in
which responsible leaders give first priority to the shareholders and primarily
work to maximize their profits without ignoring social responsibility investments. Interestingly, the two illustrated approaches of responsible leadership
pay attention to societal investment even if they prioritize it differently within
their corporate priority agenda.

1.2. Organizational commitment
Over decades, the behavior of employees in-and-out of their workplaces
has generated great attention and research in the field of human resource
management, organizational behavior, leadership and strategic management
(Meyer and Allen, 1991). Even disciplines that are not considered a part of
behavioral science such as psychology, sociology and anthropology have
devoted a considerable amount of research space to employee behavior
(Meyer and Allen, 1997). Actually, such increasing awareness of human resource behavior is not surprising and comes in congruence with the findings
of the resources-based theory which indicates that human resources are one
of the most valuable resources that shape an organization’s current performance and future orientation (Brayfield, 1968 and Julius, 2000). According
109

Mohamed Mousa

to Arthur (1994), human resource behavior falls into two types: control and
commitment. The control type emphasizes an employee’s rules, efficiency,
rewards and results; whereas the commitment type elaborates on an employee’s behaviors, attitudes, personal goals, organizational goals, trust, and
satisfaction (Lin, Lin, and Lin, 2012). The concept ‘organizational commitment’
was first introduced by researchers of industrial and organizational psychology (Meyer and Allen, 1991). Early studies on organizational commitment
aimed to assess employees’ level of affective attachment to their employer
(Becker, 1960). This was known as the attitudinal perspective on commitment which was conceptualized by Porter, Steers and Boulian (1974) as “an
attachment to the organization, characterized by an intention to remain in it;
an identification with the values and goals of the organization; and a willingness to exert extra effort on its behalf” (p.604). The second perspective on
organizational commitment was made by Mowday, Porter and Steers (1982)
and known as “the calculation perspective on commitment”. According to
this perspective, employees have a tendency to continue their membership
in their organizations based on calculated costs and benefits of leaving it.
In 1990, Allen and Meyer have introduced the tri-dimensional perspective
on organizational commitment which divided the concept of organizational
commitment into three aspects: affective, continuance and normative.
In light of what has preceded, Porter et al. (1974) define organizational commitment as “the strength of an individual identification with and involvement in
a particular organization” (p. 604). O’Reilly and Chatman (1986) conceptualize
it as “the degree to which an individual internalizes or adopts characteristics
or perspectives of the organization” (p.493). Allen and Meyer (2000) consider
it a psychological state that reduces an employee’s likelihood of leaving his/
her organization. According to Carol and Perry (1996), organizational commitment has been perceived to be significant due to it positive correlation
with organizational performance. When studying the Malaysian public care
system, Omar et al. (2010) affirmed its negative association with employee
absenteeism, intentions to leave, and turnover. Li et al. (2012) examined the
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Taiwanese private sector and highlighted the role organizational commitment
plays in enhancing trust between employees and their employers. In their
research of faculty members in Pakistan, Malik and Naeem (2011) uncovered
a significant statistical relationship between organizational commitment
and members’ job satisfaction. Rego and Cunha (2008) investigated the
association between workplace spirituality and organizational commitment
approaches and emphasized the positive relationship between workplace
spirituality dimensions (meaningful work, sense of community and alignment
with organizational values) and organizational commitment approaches (affective, continuance and normative) in Portugal’s private sector. Kuruuzum,
Cetin and Irmak (2008) analyzed the effect of organizational commitment on
both job involvement and job satisfaction in the Turkish hospitality industry,
and they discovered the significant effect of commitment on both of these
constructs. In a Mexican setting, the situation was not different. Clercq and
Rius (2007) conveyed the role for organizational commitment in enriching the
entrepreneurial climate and orientation of Mexican small and medium-sized
enterprises. Moreover, Abidin et al. (2010) confirmed, after studying a Malaysian public sector, that organizational commitment is able to provide an
explanation for civil servants’ misuse of authority, irresponsibility, inefficiency,
and low levels of performance. In the Egyptian context, the author of the
present paper has examined many databases such as EBSCO and ProQuest
in search of previous studies on organizational commitment in Egypt, and
after many trials found a study by Rageb, Abd- El- Salam, El- Samadicy and
Farid (2013). This one study used organizational commitment as a mediator
between role stressors and turnover intentions.

1.3. Diversity and inclusive diversity climate
Owing to globalization, local and global uncertainties and interaction among
people who are from different origins, backgrounds and beliefs, cultural
diversity has become a rising trend than ever before (Devine, Baum, Hearns
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and Devine, 2007 and Mazur and Bialostocka, 2010). The concept has no
longer limited to western countries like USA and UK as many countries in
diverse parts of the world have become familiar with it. However; it noteworthy to highlight that both public and private organizations in the context of
western countries have had a long history in designing and implementing
diversity policies with the aim of ensuring a fair representation for minorities in workplace (Ashikali and Groenveld, 2015). Since 1960, the concept
of cultural diversity has gained a currency in the academic research arena.
This happened as a result of the adoption of some affirmative actions promulgated by the U.S government to eliminate the racial discrimination existed
in organizations and universities (Tereza and Fluery, 1999). Reportedly, initial
efforts to address cultural diversity have focused mainly on gender and race
(Morrison, Lumby and Sood, 2006). However and as a response to the social,
political, educational and economic changes occurring in both the local and
global environments, the term “cultural diversity” has markedly expanded to
include gender, race, religion, ethnicity, income, work experience, educational
background, family status and other differences that may affect workplace
(Heuberger, Gerber and Anderson, 2010).
Cultural diversity refers to the co- existence of people with various group
identities within the same organization (Humphrey, Bartolo, Ale, Calleja, Hofsaess, Janikofa, Lous, Vilkiene and Westo, 2006). Kundu (2001) indicates that
diversity requires an inclusion of all groups of people at all organizational levels. The issue that requires an organizational culture in which each employee
can utilize his/ her full capacity to attain his career aspiration without being
hurdled by religion, ethnicity, name, gender or any other irrelevant factor
(Alas and Mousa, 2016). That’s why Cox (1994) clarifies that any effective
management for cultural diverse groups should entail the attainment of both
individual outcomes (job satisfaction, job mobility, job involvement and fair
remuneration) and organizational outcomes (attendance, turnover, cynicism,
performance and consequently profit). Moreover, Pless and Maak (2004)
assert the role of diversity management in creating an inclusive diversity
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climate in which employee’s uniqueness is acknowledged, maintained and
valued while he feels an organizational citizenship and normally identifies
himself with his workplace. Therefore, under the umbrella of diversity management and its inclusive organizational climate, every employee is treated
as an insider and experiences a kind of mutual trust with his organization
(Nishi, 2013). Admittedly, diversity management reflects acknowledging
and respecting employees’ differences throughout organizations (Wrench,
2005). In Hudson institute publication titled “workforce 2000: work and
workers in the 21 st century”, a discussion has been raised about women’s
active participation and demographic changes in labor market and ended by
highlighting that diversity management has been proved to be a key asset
on which organizations can depend on to attain a competitive advantage in
such climate of multiculturalism (Johnston and Packer, 1987). Traditionally
and in order for organizational justice, diversity management has depended
on both affirmative action; which are programs to redress all past discrimination and inequality acts; and equal employment opportunity; which is
a program to ensure heterogeneity at workplace through legislations, rules
and laws. Noticeably, diversity management has been remotely and nearly
based on Social identity theory which has come to be a result of previous
research on stereotype and prejudice (Tajfel, 1978) and is considered a shift
from individual to group- level analysis of psychological research. The theory
claims that individual identity is supported by belongingness to a particular
group as it creates much more self-esteem for him. Accordingly, people feel
belongs to their in- group members and have negative attitude towards their
out- group members. For instance, in male- dominated societies male have
higher positions than women because of their belonging to the higher- status
group (males). Breakwell (1993) indicates that this theory not only explains
intergroup relationships but also reflects individual tendency to create a positive social identity. That’s why; Tajfel (1978) elaborate that the main mission
of social identity theory is to interpret intergroup conflict and differentiation.
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1.4. Responsible leadership and an inclusive diversity
climate
Responsible leadership looks like ethical leadership in accelerating both
individual and organizational performance (Brown and Trevino, 2006). However, the scope of ethical leadership focuses primarily on the leader-follower
relationship, whereas the scope of responsible leadership is much broader,
as it employs relational processes to engage stakeholders such as employees, consumers and environmentalists within the decision-making process.
Therefore, responsible leaders often seek to build social networks, listen to
various viewpoints and continuously collaborate with those who are inside
and outside the organization when practicing managerial duties (Chun, 2005).
To manage diversity, Pless and Maak (2004) highlight the role of an inclusive
diversity climate, in which dissimilarities and similarities are acknowledged,
respected and maintained. In such an inclusive climate, there is no place
for the word “otherness”, as all employees within the workplace are treated
as insiders. Some studies claim that diversity may lead to confusion and
thus negatively affect participation especially among people belonging to
minorities, an aspect that hinders some groups’ attendance, loyalty and
consequently productivity (Tsui, Egan and O’ Reilly, 1992; Cox, 1993; Mousa
and Alas, 2016). Given this idea, responsible leaders (managers at Kasr El
Eini hospital in this case), who primarily care about relational processes with
employees (physicians at Kasr El Eini hospital) should depend on having an
inclusive organizational climate to build a harmonized workplace. Accordingly,
the first hypothesis can be formulated as follows:
·· H1: There is a positive association between responsible leadership and
an inclusive organizational climate.
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1.5. An inclusive organizational climate and
organizational commitment
As explained earlier in part 1.3, an inclusive organizational climate aims at
finding a positive effect and curbing the negative effects of diversity through
enhancing the feeling of inclusion between organizational members (Nishi,
2013). The staff accept each other and evolve around what is known as an
organizational professional identity instead of focusing on their similarities
and differences. Organizational commitment reflects employee-employer
desire to maintain their working relationship. This is often guided by the
employee’s emotional or instrumental or normative connection towards
his or her job (Wang, 2014). In their tri-dimensional model of organizational
commitment, Meyer and Allen (1991) consider affective commitment as the
employee’s emotional connection with his or her organization. Moreover, to
a large extent, this reflects the image of employee satisfaction in the workplace. Continuance commitment describes the employee’s associated cost
if he or she leaves his or her workplace. Any employee invests effort, time
and other resources in not only reaching seniority but also making relationships with colleagues. Accordingly, continuance commitment reflects what
employees have to think about before leaving their occupation. Normative
commitment reflects an employee’s moral obligation towards his or her
organization. Often the employee feels like a citizen in organizations where
his or her personal ethical values match those of the organization. Given this
idea, the author believes that an inclusive diversity climate at Kasr El Eini has
a link with physicians’ affective, continuance and normative commitment.
Accordingly, the following hypotheses can be formulated:
·· H2a: An inclusive diversity climate is positively associated with the physicians’ affective commitment.
·· H2b: An inclusive diversity climate is positively associated with the physicians’ continuance commitment.
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·· H2c: An inclusive diversity climate is positively associated with the physicians’ normative commitment.

1.6. Responsible leadership and organizational
commitment
Since no studies, to the best of the author’s knowledge, have been conducted to elaborate the effect of responsible leadership on approaches
among physicians to organizational commitment (affective, continuance
and normative), the following hypotheses are formulated:
·· H3a: Can responsible leadership positively impact affective commitment
through the mediation of an inclusive diversity climate?
·· H3b: Can responsible leadership positively impact continuance commitment through the mediation of an inclusive diversity climate?
·· H3c: Can responsible leadership positively impact normative commitment
through the mediation of an inclusive diversity climate?

2. Methodology
As elaborated this is a quantitative study and its conceptual framework was
drawn from previous studies conducted on responsible leadership, organizational commitment and diversity as, to the best of the author’s knowledge,
no previous studies have been conducted to demonstrate the relationship
between responsible leadership and organizational commitment. The study
was conducted using the Kasr El Eini hospital as its research setting, which
is the first and largest government medical school and hospital in Egypt
(http://www.medicine.cu.edu.eg). Furthermore, the hospital is the focus of
media, political and public discourse due to the problems of low involvement
and low participation facing physicians there (Mousa, 2017). Moreover, physicians at Kasr El Eini complain about discrimination, nepotism, inequality
and a lack of training at their workplace. Consequently, they tend to leave
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the hospital despite increases in their salaries over the past five years.
As the author decided to rely on hierarchical multiple regressions in some
parts of his analysis, an A priori Sample Size Calculator was used to determine
the minimum required sample size on which the author could depend. Given
the Anticipated effect size for set B: (0.15), Number of predictors in set A: (1),
Number of predictors in set B: (2), and the desired statistical power level (0.8),
the minimum sample size the author can utilize is 68 questionnaire forms.
The author could reach 6 physicians who not only shared the research
in distributing 150 questionnaire forms by hand but also collected the
distributed forms for him. In total, 140 out of the 150 collected forms were
valid for analysis.
Before distributing the forms, the author agreed with the 6 physicians to
classify the respondents into 6 categories based on work experience. By
dividing the population into homogenous subgroups and then taking a simple
random sample from each subgroup, the author relies on stratified random
sampling in order to reduce any possible bias and at the same time ensure
that the chosen simple random sample represents the general population.
The use of stratified random sampling guarantees that each subgroup is
represented in the chosen sample. Needless to say, the sets of questionnaires delivered in Arabic were designed to match the abilities of all targeted
respondents and to motivate them to respond.

2.1. Measures
Responsible leadership: As the number of studies conducted on responsible leadership is limited and the topic itself is still at an embryonic stage
(Maak and Pless, 2006), there is no generally accepted model of responsible
leadership. Therefore, the author will develop a new model of responsible
leadership. To that end, the author decided to focus on the 4 dimensions
of responsible leadership (aggregate of virtues, stakeholder involvement,
model of leaders’ roles and principles of ethical values) developed in the
117

Mohamed Mousa

qualitative study by Antunes and Franco (2016). However, the model prepared
here includes 8 elements without any inter-model categorization. The eight
elements included within the model are:
·· My manager often involves internal and external organizational viewpoints
when making a decision.
·· My manager has long lasting relationships with various stakeholders.
·· My organization often cares about public-related aspects like education,
health and poverty.
·· My managers often differentiate between right and wrong.
·· I feel my managers are sincere when dealing with outsiders.
·· My managers respect diversity in and around our organization.
·· My organization considers social responsibility as a part of our organizational culture.
·· My organization accepts criticism from internal and external organizational stakeholders.
Organizational commitment: When conducting this study, the author
took into account that very many studies have been conducted on organizational commitment (Chang, 2002; Haim, 2007; Mousa and Alas, 2016).
Moreover, the tri- dimensional model suggested by Allen and Meyer (1990)
is the most widely accepted model for investigating organizational commitment, as it comprehensively covers the three approaches to commitment:
affective, continuance and normative commitment. A five-point Likert scale
of questions was formulated, in which 5 means strongly agree, 4 is agree,
3 is neutral, 2 is disagree and 1 is strongly disagree. The model includes 3
subscales. The first covers Affective Commitment, the second focuses on
Continuance Commitment, while the third includes questions dealing with
normative commitment.
Inclusive diversity climate: A 5-point Likert scale was prepared by the
author himself in which 5 means strongly agree, 4 is agree, 3 is neutral, 2 is
disagree and 1 is strongly disagree. The scale includes the following questions:
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·· I often feel like an insider at my workplace.
·· No place for the word “otherness” at my workplace.
·· My workplace utilizes equal employment opportunity when recruiting staff.
·· I am often fairly assessed in my workplace.
·· I feel affiliated only to my organization, not for my religious, gender or
ethnic group.
·· My workplace has an explicit anti-discrimination policy.
·· I freely communicate with my supervisors on any issue related to work.
·· My organization continuously conducts training sessions on inclusion to
both junior and senior staff.
The following is the reliability analysis for responsible leadership, organizational commitment and an inclusive diversity climate using Cronbach’s alpha.
Table 1. Reliability Analysis

Scale name

Number of
items

Coefficient alpha
values

Responsible leadership

8

0.865

Organizational Commitment

24

0.904

Affective commitment

8

0.864

Continuance commitment

8

0.814

Normative commitment

8

0.709

Inclusive Diversity Climate

8

0.788

Source: own.

The following table (Table 2) shows the demographic variables of the
respondents.
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Table 2. Profile of the respondents

Demographic Variables

Items

Count

Gender

Male

102

Female

38

below 25 years

19

26-30 years

58

31-35 years

55

36-40 years

8

41-45 years

0

46-50 years

0

More than 50 years

0

Single

54

Married

44

Other

42

Bachelor

0

Bachelor + Diploma

73

Master

67

EGP 1200

0

EGP 1300-2500

140

EGP 2500-4000

0

EGP 4000-5500

0

Above 5500

0

Less than 1 year

8

1-3 years

63

4-6 years

69

7-9 years

0

10-12 years

0

Above 15 years

0

Muslim

104

Christian

36

Full time

140

Part time

0

Age

Marital States

Level of Education

Level of Income

Organizational tenure

Religion
Work Bases

Source: own.
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3. Findings
3.1 Statistical association relationships
The first purpose of this research is to determine whether there is an association between Responsible Leadership and Inclusive Diversity Climate or not,
and also to determine if there is an association between Inclusive Diversity
Climate and the three subcategories of Organizational Commitment or not.
The chi-square test was employed to determine this association. Moreover,
and given the fact that using a chi-square test requires having nominal or
ordinal variables, the following were recorded.
·· Create the value of the variable Responsible Leadership (the total mean
of all 8 elements included under the variable responsible leadership divided by 8).
·· Create the value of the variable Inclusive Diversity (the total mean of all 8
elements included under the variable responsible leadership divided by 8).
·· Create the variable Affective Commitment (the total mean of all 8 elements
included under the variable responsible leadership divided by 8).
·· Create the variable Continuance Commitment (the total mean of all 8 elements included under the variable Continuance Commitment divided by 8).
·· Create the variable Nominative Commitment (the total mean of all 8 elements included under the variable normative commitment divided by 8).
·· Given the fact that the data were collected based on a Likert scale (in
which 1 means strongly disagree, 2 means disagree, 3 means neutral, 4
means agree and 5 means strongly agree), the author tended to record
all new variables as follows: values between 1 to 2.9 are Disagree, values between 3.0 to 3.9 are Neutral, values between 4.0 to 5.0 are Agree.
A chi-square test for association was conducted between Responsible
Leadership and Inclusive Diversity Climate. All expected cell frequencies
were greater than five.
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Table 3. Chi-square test for association between Responsible Leadership and an Inclusive Diversity Climate

Inclusive Diversity Climate
Disagree
Neutral

Agree
Count

6.0

3.0

21.0

Expected
Count

7.1

13.9

9.0

Count

22.0

60.0

5.0

Expected
Count

20.5

40.4

26.1

Count

5.0

2.0

16.0

Expected
Count

5.4

10.7

6.9

Pearson Chi-Square
Asymp. Sig. (2-sided)

Value

70.508

Cramer’s V
Approx. Sig.

Value

Disagree

Responsible leadership

Neutral

Agree

0.000
0.502

0.000

Source: own.

The table reflects a statistically significant association between Responsible Leadership and Inclusive Diversity Climate; χ2(1) = 70.508.195,p = .000.

φ = 0.502, p = .000 means a strong association between the two variables.
A chi-square test for association was conducted between Inclusive Diversity Climate and Affective Commitment and all expected cell frequencies
were greater than five.
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Table 4. Chi-square test for association between Inclusive Diversity Climate and Affective Commitment

Affective Commitment
Disagree
Neutral

Agree

Disagree

Inclusive Diversity Climate

Neutral

Count

13.0

7.0

13.0

Expected
Count

5.7

21.9

5.4

Count

2.0

60.0

3.0

Expected
Count

11.1

43.2

10.7

Count

9.0

26.0

7.0

Expected
Count

7.2

27.9

6.9

Pearson Chi-Square
Asymp. Sig. (2-sided)

Value

50.439

Cramer’s V
Approx. Sig.

Value

Agree

0.000
0.424

0.000

Source: own.

The table reflects a statistically significant association between Inclusive Diversity Climate and Affective Commitment; χ2(1) = 50.439, p = .000.

φ = 0.424, p = .000 means a moderate to strong association between the
two variables.
A chi-square test for association was conducted between Inclusive Diversity Climate and Continuance Commitment and all expected cell frequencies
were greater than five.
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Table 5. Chi-square test for association between Inclusive Diversity Climate and Continuance
Commitment

Continuance Commitment
Disagree
Neutral

Agree
Count

11.0

11.0

11.0

Expected
Count

6.6

20.5

5.9

Count

3.0

58.0

4.0

Expected
Count

13.0

40.4

11.6

Count

14.0

18.0

10.0

Expected
Count

8.4

26.1

7.5

Pearson Chi-Square
Asymp. Sig. (2-sided)

Value

39.200

Cramer’s V
Approx. Sig.

Value

Disagree

Inclusive Diversity Climate

Neutral

Agree

0.000
0.374

0.000

Source: own.

The table reflects a statistically significant association between Inclusive
Diversity Climate and Continuance Commitment; χ2(1) = 39.200, p = .000.

φ = 0.374, p = .000 means a moderate association between the two variables.
A chi-square test for association was conducted between Inclusive Diversity Climate and Nominative Commitment and all expected cell frequencies
were greater than five.
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Table 6. Chi-square test for association between Inclusive Diversity Climate and Normative Commitment

Normative Commitment
Disagree
Neutral

Agree
Count

11.0

7.0

15.0

Expected
Count

9.4

17.9

5.7

Count

18.0

45.0

2.0

Expected
Count

18.6

35.3

11.1

Count

11.0

24.0

7.0

Expected
Count

12.0

22.8

7.2

Pearson Chi-Square
Asymp. Sig. (2-sided)

Value

32.687

Cramer’s V
Approx. Sig.

Value

Disagree

Inclusive Diversity Climate

Neutral

Agree

0.000
0.342

0.000

Source: own.

The table reflects a statistically significant association between Inclusive
Diversity Climate and Nominative Commitment; χ2(1) = 32.687, p = .000.

φ = 0.342, p = .000 means a moderate association between the two variables.

3.2. The variation (regressions) in relationships
The second purpose of this research is to understand how much variation
in affective, continuance and normative commitment can be explained by
Responsible Leadership and Inclusive Diversity Climate. For the second
purpose, multiple regressions were used.
It is worth evaluating the regression models in the hierarchical multiple
regressions. Here the author used 2 models. In the first model the independ125
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ent variable is Responsible Leadership and the 3 elements of Organizational
Commitment will be used as dependent variables one by one. In the second
model, the independent variables are Responsible Leadership and Inclusive
Diversity Climate. As can be seen, the second Model is not a completely separate model but is a variation on Model 1 with one variable added. Each model
is a standard multiple regression procedure with the variables in that model
entered simultaneously. Therefore, each model has measures that show how
well that particular model fits the data, and these are presented in Table 7 below.
Table 7. Summary of the Regression Analyses of the Models

Affective Commitment

Continuance Commitment

Nominative Commitment

1
0.645

2
0.719

1
0.561

2
0.696

1
0.525

2
0.645

R Square
Adjusted R
Square
Std. Error of the
Estimate
R Square Change

0.416

0.517

0.315

0.484

0.276

0.416

0.412

0.51

0.31

0.477

0.271

0.408

0.347

0.317

0.402

0.35

0.399

0.359

0.416

0.101

0.315

0.169

0.276

0.14

F

96.490

97.433

63.463

64.297

52.633

52.822

F Change

96.490

98.645

63.463

64.929

52.633

53.859

df1

1

1

1

1

1

1

df2

138

137

138

137

138

137

Sig. F Change

0.000

0.000

0.000

0.000

0.000

0.000

Model
R

Source: own.

The measure of most importance when interpreting a hierarchical multiple
regressions is R2, which represents the variation in the dependent variable
explained by the independent variables. We can see from these results that
each model explains a greater amount of the variation in the dependent
variable as more variables are added. Essentially, the models here get better
at predicting the dependent variable.
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In the case of the dependent variable Affective Commitment in Model
1, in which responsible leadership alone is the independent variable, R2 is
0.416, with statistical significance of p<0.005, and F= 96.490. Due to the
inclusion of Inclusive Diversity Climate as an additional independent variable,
R2 increased by .101 (the variance explained increased by 10.1%), and this
increase was statistically significant (p < .0005) and F increased to 98.645.
In other words, Inclusive Diversity Climate adds statistical significance to the
prediction of Affective Commitment. In summary, the addition of Inclusive
Diversity Climate to the prediction of Affective Commitment (Model 2) led to
a statistically significant increase in R2 of .101 and F(1, 137) = 98.645, p < .0005.
In the case of the dependent variable Continuance Commitment for Model
1, in which Responsible Leadership alone is the independent variable, R2 is
0.315, with statistical significance of p<0.005, and F= 63.463. Due to the addition of Inclusive Diversity Climate as an independent variable, R2 increased
by .169 (the variance explained increased by 16.9%), and this increase was
statistically significant (p < .0005) and F increased to 64.929. In other words,
Inclusive Diversity Climate adds statistical significance to the prediction of
continuance commitment. The addition of Inclusive Diversity Climate to
the prediction of continuance commitment (Model 2) led to a statistically
significant increase in R2 of .169, F(1, 137) = 64.929, p < .0005.
In the case of the dependent variable Normative Commitment for Model 1,
in which Responsible Leadership alone is the independent variable, R2 is 0.276,
with statistical significance of p<0.005, and F= 52.633. Due to the addition of
Inclusive Diversity Climate as an independent variable, R2 increased by 0.14
(the variance explained increased by 14%), and this increase was statistically
significant (p < .0005) and F increased to 53.859. In other words, Inclusive
Diversity Climate adds statistical significance to the prediction of normative
commitment. The addition of Inclusive Diversity Climate to the prediction of
normative commitment (Model 2) led to a statistically significant increase in
R2 of .14 and F(1, 137) = 53.859, p < .0005.
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Table 8. Hierarchical Multiple Regression predicting organizational Commitment from Responsible Leadership and Inclusive Diversity Climate

B

Model 1
Affective
commitment

Model 2

Model 1
Continuance
Commitment

Model 2

Model 1
Normative
commitment

Model 2

β

(Constant)

1.047

Responsible
Leadership

0.606

(Constant)

0.736

Responsible
Leadership

0.314

0.434

Inclusive
Diversity
Climate

0.439

0.545

(Constant)

1.186

Responsible
Leadership

0.537

(Constant)

0.756

Responsible
Leadership

0.179

0.158

Inclusive
Diversity
Climate

0.521

0.576

(Constant)

1.301

Responsible
Leadership

0.476

(Constant)

0.924

Responsible
Leadership

0.073

0.158

Inclusive
Diversity
Climate

0.545

0.624

R2

F

∆R2

∆F

0.416

96.490

0.416

96.490

0.517

97.433

0.101

98.645

0.315

63.463

0.315

63.463

0.484

64.297

0.169

64.929

0.276

52.633

0.276

52.633

0.416

52.822

0.140

53.859

0.745

0.561

0.525

Note: N=140; p<0.05
Source: own.

·· Hierarchical multiple regressions were run to determine if the addition of
Inclusive Diversity Climate improved the prediction of Affective Commitment over and above Responsible Leadership. The full model of Responsible Leadership and Inclusive Diversity Climate for predicting Affective
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Commitment (Model 2) was statistically significant – R2 =0.517, F(1, 137) =
97.433, p < .0005, and adjusted R2 =0.101. When Responsible Leadership
is used alone (Model 1) to predict Affective Commitment R2 =0.146 F(1, 138)
= 96.490, p < .0005; therefore, hypothesis 3a is confirmed.
·· Hierarchical multiple regressions were run to determine if the addition
of Inclusive Diversity Climate improved the prediction of Continuance
Commitment over and above Responsible Leadership. The full model of
Responsible Leadership and Inclusive Diversity Climate for predicting Continuance Commitment (Model 2) was statistically significant – R2 =0.484 F(1,
137) = 64.297, p < .0005; adjusted R2 =0.169. When Responsible Leadership
is used alone (Model 1) to predict the Continuance Commitment R2 =0.315
F(1, 138) = 63.463, p < .0005; therefore, hypothesis 3b is confirmed.
·· Hierarchical multiple regressions were run to determine if the addition of
Inclusive Diversity Climate improved the prediction of Normative Commitment over and above Responsible Leadership. The full model of Responsible
Leadership and Inclusive Diversity Climate for predicting Normative Commitment (Model 2) was statistically significant – R2 =0.416 F(1, 137) = 52.822,
p < .0005; adjusted R2 =0.140. When Responsible Leadership is used alone
(Model 1) to predict Normative Commitment, R2 =0.276 F(1, 138) = 52.633,
p < .0005; therefore, hypothesis 3c is confirmed.

4. Discussion
The findings support the hypothesis that responsible leadership is positively
associated with an inclusive organizational climate. The confirmation of this
hypothesis seems to be logical because physicians are considered one of
the main stakeholders with whom responsible leaders should collaborate,
build their social network and open continuous neutral communication
channels (Chun, 2005). Such collaboration and networking, as previously
mentioned, is constantly perceived by physicians as an inclusion. Western
literature shows that urging inclusion in the workplace fosters the feeling
129

Mohamed Mousa

of insiderness through which each employee can attain both individual
outcomes (e.g. job mobility, job satisfaction, involvement etc.) and organizational outcomes (e.g. high performance, alleviated turnover etc.) (Pless and
Maak, 2004; Nishi, 2013). That is why having the values of involvement in any
work setting enhances employee emotional attachment and organizational
commitment to this setting.
My research also found a statistically significant positive association
between an inclusive diversity climate and organizational commitment approaches (affective, continuance and normative). This is consistent with the
study by Mousa and Alas (2016) of a number of public schools in Menoufia
(Egypt) in which the authors explored a positive relationship between the two
main challenges of diversity (communication and training) and organizational
commitment approaches (affective, continuance and normative), where
a negative correlation was discovered between the third diversity challenge
Discrimination and the three approaches to commitment. Actually, supporting
this hypothesis represents an obvious adoption of social exchange theory,
as both the employer and his or her employees seek to keep their working
relationship. On the one hand, the employer cares about his or her employee
by churching a climate of justice, organizational belongingness and inclusion,
whereas employees on the other hand, offer the feelings of love, loyalty and
the desire to continuously maintain membership with their employer (Fao
and Fao, 1974; Wrench, 2005, Cropanzano and Mitchell, 2005).
The research also found a statistically significant effect of responsible
leadership on organizational commitment approaches (affective, continuance
and normative) through the mediation of an inclusive diversity climate. The fact
that responsible leadership primarily accounted for a relational approach by
which both internal and external stakeholders can participate in organizational
decision-making and formulating objectives, has an influence over employee
behavior (Cunha et al., 2007). Employees turn out to be effective partners
with a general interest in the organization instead of, as previously, being followers only seeking profit for the shareholders (Waldman and Siegel, 2008).
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Consequently, they accept their organization’s goals because they assist in
setting them and then do their best in fulfilling them. Accordingly, they often
feel proud of continuing the membership in their current organization. This
can be described as organizational commitment, which was defined earlier
by Porter, Steers and Boulian (1974) as “an attachment to the organization,
characterized by an intention to remain in it; an identification with the values
and goals of the organization; and a willingness to exert extra effort on its
behalf” (p. 604). Admittedly, accepting organizational objectives because the
employee contributes to their design and attainment is one case, and having
contributed to both the design and achievement of these objectives within
the organization that respects my similarities and dissimilarities with other
organizational members is the second case. The second case guarantees
absolute mutual recognition, self-esteem and trust between leaders and their
employees – an aspect that positively reflects on employee commitment.
With regard to managerial implications, managers at Kasr El- Eini hospital
should create a social network with both internal and external stakeholders.
As seen in the statistical results, employees feel a desire to continue their
organizational membership if they are fairly treated and feel like a partner in
any decision-making process. This fosters open neutral communication in
work-related activities and creates a kind of mutual trust between the hospital
and its surrounding stakeholders, which positively affects the hospital’s
continuity. Second, having addressed the effect of responsible leadership
on the organizational commitment of physicians through mediating the
role of an inclusive diversity climate urges the managers at Kasr El- Eini
hospital to re-address the issue of their physicians’ organizational commitment, which is no longer limited to material or financial variables like
pay and financial benefits. As mentioned earlier, the salaries of physicians
have been increased at a considerable rate over the past five years and
yet they constantly consider leaving the hospital. Accordingly, ensuring
the existence of inclusion and justice at Kasr El- Eini hospital plays a role
in enhancing physician commitment.
131

Mohamed Mousa

The research has clear limitations. First, focusing only on Kasr El- Eini
hospital, even if it is the oldest and largest, diminishes the author’s ability to
generalize his results. Second, depending only on one source, physicians in
this case, to collect the research data may lead to an inflation of the statistical
results. Third, relying mostly on references with an organizational and business
background due to the fact that not so many studies have been conducted
to cover the topic of responsible leadership given its novelty, the choice of
the health sector, especially the Egyptian one, was considered a challenge
for the author of this paper because of the lack of scholarly published papers
and limited information available focused on this sector.

5. Conclusion
The study focused on physicians at Kasr El- Eini hospital and provided empirical support for a positive association between responsible leadership and
an inclusive diversity climate. Furthermore, it offered additional insights into
the positive association between an inclusive diversity climate and affective,
continuance and normative commitment. As mentioned earlier, the association between diversity and organizational commitment approaches was
firstly discovered by Mousa and Alas (2016). Finally, this study statistically
highlighted that having a climate of justice, solidarity and tolerance in the
context of Kasr El- Eini hospital ensures the effect of responsible leaders
on the organizational commitment of its physicians.
While studies have examined the topic of responsible leadership in western countries, the uniqueness of the present research emanates from being
considered the first, to the best of the author’s knowledge, to address the
topic of responsible leadership not only in Egyptian but also the Arabian
context. This subsequently opens further academic research opportunities
for both Egyptian and Arabian researchers in investigating this topic and
maybe testing the same hypotheses in other organizational settings (e.g.
private hospitals, military hospitals, public and private companies, ministries
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and so on). Furthermore, this research is also the first globally, to the best of
the author’s knowledge, to examine the effect of responsible leadership on
organizational commitment through the mediating the role of an inclusive
diversity climate, an aspect that adds a new sphere to the academic literature
in the fields of management and organization. Finally, it appeared that the
majority of respondents are Muslim, male and less than 35 years old and all
of them work on a full-time basis. To a large extent, this presents an image of
Egyptian society which is mostly young and male-dominated, and has often
been described as a Muslim society with a Christian minority (Mousa and Alas,
2016). However, the situation at Kasr El Eini hospital cannot be generalized
to other Egyptian public sectors or even other Egyptian health care systems
(e.g. military, private hospitals etc.) without testing the same hypotheses and
having more data about the demographics there – information the author of
the present paper does not have access to.
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