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INTRODUCTION

The modern world can be described by three majabajltrends — reinforcing

technological development, globalisation and thiedogenisation of lifestyles.

It has been stated that it would be more precisemspeak about globalisation
in general and universal terms, but rather abaezific wave of globalisation,

which started in the first half or the middle ofett1980s. This wave of

globalisation, which is mainly based on two propell forces (economic

liberalisation, especially in the sphere of the sment of capital, and the
development of information technology and transpwtworks) has resulted,
besides positive outcomes, in a rising gap betvesemtries and the increased
vulnerability of different types of systems, andnsequently threats to the
sustainability of development (Terk, 2002).

Changes in post-soviet organizations have beeneddkan those typical of a
market economy because the new economic ordesesllzn different attitudes
and values and attempts to shift the organizationllire toward new values or
beliefs, and this has been considered one of gteatellenges (Buledon,
2000). This deeper challenge is interesting anferdiht from two angles — on
the one hand, globalization, and on the other tridwesformation itself. These
two in combination can cause quite unique results.

As stated by social scientists, organizations, ewext kind they are (family,
school, religious-, economic-, non-economic andtipal institutions), do have
structure and the structure usually means thaethes leaders and followers.
Kanungo & Mendonca (1996) state that organizatreeed leadership. Without
leadership the organization is like a rudderlesgp sdrift in a turbulent
environment. Especially when an organization ofetgas in a change process,
leadership and leaders are needed.

Political and economic leaders together took théesdrepublic of Estonia into
a new stage of development — the re-establishniéftie@Republic of Estonia —
a state that was once again recognized by thergliffecountries of the world,
also by Russia, and was ready to join the Europkdon already in 2004.

An important issue that must be considered, andtloaecertainly cannot be
underestimated when talking about the re-estabbshnof the Estonian
republic, and that affects the value of the prilegpf law throughout society, is
the continuum derived from the first Estonian Réjousit the beginning of the
20" century. It has to be emphasized that this neweldemental stage in
Estonian history, the new Republic of Estonianftuenced by the fact that the
independence was re-established based on a leg@hwan confirmed by the
constitution accepted in 1992. As Schneider & Almaf2005) state, the



principles of legal consistency have obtained thtus of a battle flag ide jure
existence ande factore-establishment of the Republic of Estonia.

Estonia, the smallest of the three Baltic stated, dready practiced democracy
and a market economy and enjoyed living standardmparable to
Scandinavian nations before the unlawful incorporainto the Soviet Union in
1940 (Zamascikov, 1978). With reference to its Gipewth rate, Estonia has
been one of the leading countries in the EuropeaiorUin recent years.
Estonia’'s competitiveness and economic freedomats@ remarkably high in
the context of the European Union, but the distidruof wealth in Estonia is
still one of the most uneven in the European Uiideidmets, 2007).

For Estonia, the last 15 years have not simply hesms of change, but rapid
and fundamental reform ... almost everything has b&ansformed: the

political and economic system, ownership relatiand citizenship, friends and
enemies. Estonia has reinvented itself as a couwmig society. The path
Estonia has taken has been complicated and comtrav@Heidmets, 2007). It

started with the Singing Revolution in 1988 anceiathat life in Estonia has
been full of turbulence all these years.

During the last decades Estonia has passed thrdlwghchange from a
hierarchical, centralized system of state-ownersigh command planning, to a
decentralized, market-driven economy founded owagei property and based
on different values. This transformation could lesatibed as social transience,
in which a complex set of normative and operatinggyples, embodied in
historical structures, systems and practices, besomeplaced by another
unknown set making this period for actors very agabus and uncertain. Fifty
years of Soviet occupation left Estonia with a dpemt workforce with
differing attitudes toward change both in society @rganizations. There are
people who have had work experience in vastly difie economic systems
(Alas, 2004).

Estonia has developed over the last fifteen yewans fa socialist economic
system to an independent economic society, reingeds own institutions step
by step and with the vision of a market oriente@dneeny always on the
horizon.

The mission of the leaders who were in the fordfhming the re-establishment
of independence is being carried out. Estonia’serdias to be to continue to
become an equal member of the European Union anevdinld. For its future
development it is important to find out what welnede people like who had the
assignment to lead Estonia through the transfoomafrom soviet state
ownership to a Western style market orientation.



According to Schein (1993), during the transforimati process, the
responsibilities of companies were redefined — camgs focused solely on
economic priorities and renounced their corporatponsibility for workers
and, as Ducker said (sited by Barnowe 1992), alwéwoary managerial
culture was needed.

Change is the essence of development (Kanungo &dblesa, 1996), but
leading the change needs initiative, guidance &fodteLeadership of a change
effort involves setting a direction, aligning peeplith a vision and motivating
them to achieve it (Kane, 2005).

Kanungo & Mendonca (1996) pointed out that duringbtlent times
transformational leadership is the best for meetiiregneeds of organizations.
When a company changes its strategy, its people dwthing differently as
well. And it is the job of leaders at all levels thfe organization to help
employees identify and understand the changes dewdexecute the new
strategy and to motivate and guide them toward waws of working (Kaplan
& Norton, 2005).

The author of the current thesis, based on abovetiomed ideas, will
concentrate on the assumption that during the geridransformation from a
Soviet state to an accepted member of the Europedon, Estonia needed
transformational leadership to lead the changd, & the theoreticians point
out, the line between transformational leadershigh tiansactional leadership
is practically invisible, but the main motivationfactors are distinguishably
different.

1.1 Motivation for Leadership Study in Estonian Organizations

The historical events and theoretical background docieties in change
processes highlights the need for the current reBe&nowledge acquired in
history can be turned into strengths for the futdfet only Estonians, but also
other transforming nationalities can benefit frdra insights of this research.

Starting from the demolition of the Berlin Wall 989 and the dissimilation of
the Soviet Union, management and leadership stui@smer Soviet countries
have been an interesting topic. The main questiortHese recently liberated
countries has been whether the managerial forcdsramagement styles are
more similar to their geographical neighbours othi® countries of the Western
world. Do they suffer from holdovers from the Sdviegime or are they

establishing their own specific style. According ltang (2003), leadership
studies in Eastern Europe suggest a more or |&ssedfit pattern of leadership
behaviour in these countries to those in Western Northern Europe.



Explanations of this see it as a result of theated communist heritage, while
leaving out any consideration of the influencehsf transformation process as a
fundamental process of change, which may have stggbmore strict types of
leadership. This also includes the influences cgrnfiom different stages of the
transformation process.

Estonia has been one of the best examples of gevelus in a transitional
economy; therefore, much research has been caotédn different fields.
According to Kooskora (2006), most of the resedrat dealt with political and
macroeconomic  policies, ownership  structures  and ivatsation,
internationalisation and foreign investments, irat@ns and fiscal
determinants. But a limited number of studies ofagement and business
corporations have been conducted (Kooskora, 2006).

The number of studies related to leadership isssiesmall; however, the
following authors can be mentioned: Hentze/Lind&®&92), Nurmi & Uksvarav
(1994 & 1996), Lindert (1996), Stout (2003), VaaDQ3), Alt et al (2003), Alas
& Tuulik (2003 & 2005), Lang et al (2005) and StmyrHartz & Schiffinger
(2006). In 2001, Fontes also carried out a studgadership among successful
business leaders.

The limited number of leadership studies, espgcaialing with the concept of
transformation processes, led the author to redliaé the theme has to be
investigated more thoroughly. To expand the fiefdleadership studies in
Estonia during the transformational period was ainde reasons for the current
research to study Estonian management styles agfdr@nces, and existing
values in Estonia on the doorstep to the Europeaarl)

The second reason for the leadership study in Esteas that the team of
international managers is expanding as trade iméve Baltic states is growing
rapidly and the emphasis is sliding slightly tow#nd East. Estonians however,
mainly accept the Nordic Leadership Style. For Histios, the best example is
evidently Finland, but Estonians do complain thahnk are relatively
patronizing. Estonians are a proud, organized awdlvidualistic nation and
being compared to Finns does not please them gxtmsider themselves more
European and believe that their culture contairssnompolitan elements (Lewis,
2003).

Lewis (2003) stated that the Nordic Leadershipesiylacceptable to Estonians,
and so the third reason for this study was to énotdwhether this statement can
be supported. Weather Nordic leadership is sintifaiEstonian expectations
about leadership.



Changes continue to be a natural part of the dpuetat of Estonian society.
Change needs leading and leaders capable of seftinigion and directions,
exercising control and executing other functionsoaimer to achieve their
objectives. Leaders have to be accepted by thoseand led; otherwise, the
targets will not be met. It is very important fartdire managers/leaders to know
what kind of leadership is accepted by Estoniansolider to sustain the
development of the country.

Lastly, the motivation for the author choosing tbpic of leadership is partly
personal. The author had the possibility to startvaorking career (in 1992) in
one of the first entrepreneurial Estonian compaesgtablished already in 1988 as
one of the first joint ventures in the Soviet Unighthough it was a joint
venture, the foreign investors in the company wereactively involved in the
every day management decisions. The company waslaped and run by a
management team consisting of local Estonians aocbrding to their
understanding of management philosophy. The tiramdr for these events falls
into the same period that is under investigatiothecurrent thesis.

In 1998, the foreign investor decided to sell hignership to another foreign
owner. The new foreign owner, who was also fronemmbouring country, was
totally different. This owner wanted to be activefwolved in the every day
management and company representatives of a diffendture were sent to
Estonia. The first months were a shock for the lldestonian managers and
subordinates as their attitudes and opinions wetally different to the

newcomers.

These provided the main motivational factors foe @uthor of the thesis to
concentrate on the subject of leadership and Ishgein an Estonian cultural
background. From the case described above, therdughself learned that while
dealing with people of different cultures, one bagnow as exactly as possible
the values, attitudes and also historical backgitoahthese cultures. This is
especially essential when one wants to change smigedy something.

Carrying out the survey and writing the thesisnpartant and is relevant in a
number of different wayslt is anticipated that the current thesis will
contribute to the Estonian field of management resech in the following
ways:

Firstly - to the best knowledge of the author, the curstmdy of leadership
has its origin in and reflects the transformatiopatiod of Estonian history
between the Republic of Estonia being re-estaldisaed its subsequent
accession to the European Union. In addition to@lthe gaps in Estonian
management research, the theme of leadership i®levant topic in
international management studies and the complefiehis research makes a



valuable contribution to global management studies.

Second- based on existing information development denisiabout the future
can be made. The author considers the main chasdicte of the thesis to be its
practical application for deriving management/leallig related decisions. The
understanding of the situation with regard to leski@ and subsequent
expectations can be used by practicing company uéixes, future foreign

investors, the academic community and trainers.

Third — Estonia is considered to be a country of vergidraeconomic
development. In this sense, Estonia can be usead bsnchmark for other
countries interested in joining the European Unéenwell as for other new
democracies. An overview of the leadership qualitead guiding values in
comparison with the economic achievements can geowseful information for
these countries when setting and achieving their @angets.

Fourth — this study is the one that provides managers#lsagracticing in
Estonia and academics the possibility to compatentz leaders with those
of other cultures and societies in the world. Ag¢dsand reliable research tool
has been used to provide comparative results egabdi-operation with other
cultures in the future.

Fifth — this research breaks new ground and its valuelials in the fact that it

can be repeated. It provides results from a cert@nod seen as the
transformational period in Estonia’s recent histofyne existence of these
results is valuable for future researchers to ooietifrom the point where this
research ends — when Estonia joined the EuropaamlU

1.2 Objectives of the Leadership Study in Estonian Orgaizations

According to the author, the period between reiggirndependence in 1991
and joining the European Union in 2005 is considexréransformational period.
This thesis concentrates on describing and anagyadership in Estonian
organizations during these transformational ye@ine best guiding theory that
applies is the concept of transformational leadprshlso called the new
leadership theory.

In order to find answers to the subject of interémt following conceptual
research strategy shown in Figure 1, was formulated

10



Theoretice Methodolog

aspects
\ 4 A 4
Researcl Researcl Result: Implemer
question strategy | T tation
A \
Time Skills Cost

Source: author

Figure 1. Conceptual Research Strategy

The strategy consists of two leadership surveysethiout in Estonia in 2001
and 2003. To formulate the survey strategy, moeeesesearch questions and
hypotheses were constructed.

Firstly, the thesis discusses results based orrigtige analyses and research
guestions (research questions R1 and R2) andtletdrypotheses become the
basis for investigation.

Based on the aims of the thesis and theoreticalngstsons that are the
grounding for similar understandings of leaderstéfated issues, the first
research question was formulated.

R1 — How can the value systems of Estonian compangutixes and their
subordinates be characterized?

The first research question was constructed tostigate the value systems of
Estonian managers and employees. The second argarelst was what were

the leaders in Estonia like during the period ahsformation? The picture of

Estonian leaders is provided by their subordinatesow Estonian leaders are
perceived by their subordinates. More preciselg, gbcond research question
was formulated as follows:

R2 — What were the characteristics of the Estonianagarileader during the
transformational period?

11



The first research question investigated the welated values among Estonian
enterprises, while the second question was intteist leadership style. Both

themes were the subject of the first wave of resedn addition, the first wave

of research investigated the subject of subordicatemitment, effectiveness
and job satisfaction (SCES). Based on all thesgestghof interest the first

research hypothesis was constructed as follows:

H1 — Subordinate commitment, effectiveness and jolsfaation (SCES) is
related to ethical considerations and leaderskip.st

One of the main objectives of the current thesi leadership research was to
investigate leadership in Estonia around the tdirth® century; that is, at the
beginning of 21 century on the way to the European Union. Theleefi
years before joining the European Union can bentsk® a special era for
Estonians as we had to build up the state and expmo a relatively short
time. This period in Estonia is considered to bangformational.
Transformational periods also need charismaticnstaamational, “New
Leadership” leaders to cope with the changes akel tiae organizations to
meet new challenges. Based on the above mentitweiitowing hypothesis
was constructed.

H2 — The leadership style practiced in Estonia durihg period between
regaining independence and joining the EU can tmee@ transformational.

In addition to the idea of transformational leatigys actual leadership
perceptions and the desirable leadership was &lsiied. Again this picture is
provided through evaluations by subordinates alsmdcessful leaders and
leadership.

As there is considerable doubt about whether toaméhg countries in Europe
are transforming in the same way or whether thewe special, country-specific
pattern, this became the focus of the third hypsthe

H3 - The leadership expectations in independent Esttwave differences
compared to other East European Countries (EEChaigthbouring countries.

To find the answers to the above-mentioned questi@an methodology
developed at Wharton Business School in the Uritiedes of America, was
used through the cross-cultural project of Globakadership and
Organizational Behaviour Effectiveness (GLOBE).réturn for becoming a
member of the GLOBE network, Estonian investigatoexeived the
opportunity to compare local results with resuitshie entire GLOBE project.

This ready-made fieldwork methodology was choserthas author of the

12



current research wanted to use a reliable methggdlmat had already been
tested. The other major reason was the importahbawng comparable data
from other countries and cultures. Estonia is toalka country, and a locally
developed research method with local results céy affer local interest and
expose local phenomena. This is definitely notdhe of the current study.
The common methodology and access to a cross-aufitmject provided the
opportunity to compare the results of the currestearch with other nations.
This is considered to be an advantage of the curesearch.

1.3 Structure of the thesis

In order to carry out the research strategy and éinswers to the questions
and hypotheses stated in 1.2, two different wavessearch were carried out.
The first wave, investigating actual perceptionslezdership, work related

values and subordinate commitment, effectiveness satisfaction, was

carried out in 2001. The second wave, interestesilbordinate evaluations of
effective leader attributes, was carried out in 200he current thesis is
written on the basis of the results of these tweasaf research.

The thesis is divided into following six main chayst

It starts with a general introduction to the subjadrief overview of the work
of other authors interested in the field, the metion for the study, the
research questions and hypotheses and the impertétice subject.

Chapter 2 is devoted to general leadership theories. Theoaygrovides an
overview of different leadership theories to budldbroader understanding of
existing theories and to form a background to teent thesis. Starting from
the beginning of the 2D century and therait approach to leaders and
concluding with contemporarypopular leadership theories Different
leadership theories have different viewpoints —thegi the leader or the
follower viewpoint, or either a context or procegproach.

According to the authotransformational leadership — the new leadersisip
considered the guiding theory and that is why tleoty of transformational
leadership receives more attention in comparisariter theories.

The question of cultural influences on managinglileg is discussed by

looking at whether local convictions have any intaoce or is management a
universal profession. Are leaders born or can theyleveloped. What is the
role of context — do leaders make the contextomsdhe context make them
as leaders, what happens to leaders if they asedifferent context or taken

out of their context. What made them leaders.

13



Leadership involves balancing on the margins oficathand unethical
behaviour. The line is very thin, and instead efdiag, it can turn out to be
manipulating people. Basic theoretical notionseaidership and ethics are also
dealt with in the second chapter.

Chapter 3 deals with theoretical standpoints about societregconomic
transformation. An overview of historical processesEstonia is provided
with an emphasis on the decade when independerseessstablished — the
era of transformation.

Chapter 4 is divided into four subchapters. In the first chdypter, the
research questions and hypotheses are stated.efharch methodology is
described in the second sub-chapter. In the thiletisapter, an overview is
provided of the two phases of empirical researchezhout in 2001 and 2003
in Estonian organizations. The fourth subchaptefedicated to analyses and
the results of the current thesis.

Chapter 5 is the discussion chapter and is devoted to aingjytee empirical
results and outcomes. Correlations with theorythadretical viewpoints, and
between different parts of thesis are discussed.

Chapter 6 deals with further implications — suggestionsgractical use and
potential for further advanced research are desdridn addition, the
theoretical limitations of the current thesis aighlighted, and the author
provides some suggestions for further improvemdaytsfuture researchers
carrying out next phases of research.

Chapter 7 provides a summary of the thesis. A brief overviswgiven
including the research questions, the guiding themsearch methodologies,
fieldwork processes and research results. The firalings — answers to the
research questions — are presented and whethbypbéheses found support
or not.

The thesis ends with an Estonian language sumnaaligt of references and
the appendices, containing the overview of the CE@dership scale

composition, preferred leadership scale compositidnagments of
questionnaires and factor analyses.
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2  OVERVIEW OF LEADERSHIP THEORIES

2.1 Leaders and Leadership

The word manager usually indicates that the indizidso labelled holds a
directive post in an organization, presiding oviee tprocess by which the
organization functions, allocating resources prtigerand making the best
possible use of people (Gardner, 1990).

For Gardner (1997) a leader is a person who, bylwsad/or personal example,
markedly influences the behaviours, thoughts anfi#elings of a significant

number of their fellow human beings. He divides tiwion of leader into

ordinary, innovative and visionary. The line betweenovative and visionary
is not so easy to determine. According to Gardwisipnary leadership is far
more readily achieved in specific domains (e.gtipalar arts or sciences), or in
specific institutions like universities or corpacats than in the guidance of an
entire society (Gardner, 1997).

There has been discussion about whether leadersade or born. Hesselbein
believes that leaders grow; they are not made @ftasinn et al, 1996). The
guestion here is, since leaders come in many ferithsmany styles and diverse
qualities, are leaders born or are they educated

According to Murphey (1996), in every successfujamization every leader
works and every worker leads, working is both a@naad a science, but this is
contrary to the traditional notion that leaders lamen and not made. According
to Murphey, anyone can learn how to be a workimgh. His work offers a

different understanding of what a leader is — akimg-leader. The foundation

upon which these working-leaders build an architecbf achievement consists
of Seven Guiding Principles: be an achiever; beymetic; practice strategic
humility; be customer focused; be committed; beearrded optimist; be

responsible (Murphy, 1996).

Jack Welsh (2005) in response to the question adthdr leaders are born or
made says that it is both. According to him, som&racteristics, such as IQ and
energy seem to come with the package. On the d¢thed, you learn some

leadership skills, such as self-confidence, at yoather's knee and at school or
in the academic arena and while doing sport. And kgarn others at work

through iterative experience — trying somethingtigg it wrong and learning

from it, or getting it right and gaining the setirdidence to do it again, only

better (Welsh, 2005).

16



Maxwell (1993) tells that leadership is developeot discovered. According to
him, the “truly born leader” will always emerge,thio stay on top, natural
leadership characteristics must be developed. KHefdwe major categories or
levels that leaders fall into and these are:

o the leading leaderborn with the right qualities, has seen leadgrshi
modelled throughout life, has learned added le&aderskills through
training, has the necessary self-discipline to bexa greater leader);

e the learned leadefhas seen leadership modelled through most adrhis
her life, has learned leadership through trainhag the necessary self-
discipline to be a great leader);

¢ the latent leadefhas just recently seen leadership modelled aisiieg
to be a leader through training, has the necessalfydiscipline to
become a good leader);

e the limited leader(has little or no exposure to leaders, has lbtleno
exposure to leadership training, has the necesissiye to become a
leader).

In addition, there are plenty of authors who baiévat leaders are born. At the
beginning of the twenty-first century there wascomsensus among authors and
researchers of leadership whether leaders aredv@tucated.

The other important feature in the developmenteatiers is history. Do leaders
make history or does the historical moment makdabhder — Thomas Carlyle
and Sidney Hook placed excessive emphasis on #et gerson; Karl Marx,
George Hegel and Herbert Spencer placed emphasisistarical forces.
According to Gardner, historical forces create thieumstances in which
leaders emerge, but the characteristics of thécphat leader in turn have their
impact on history (e.g. Martin Luther — historidatces set the stage for him,
but once there, he was himself a historical for@&p historical moment is the
broadest context affecting the emergence and fumiatj of leaders. But, the
makeup of the group to be led is a crucial featdirthe context. The leadership
or leadership style that will be effective dependsamong other things, the age
of the individuals being led, their educational kground and competence, the
size, homogeneity and cohesiveness of the graimativation and morale, and
its rate of turnover (Gardner, 1990). It may take type of leadership to start a
new enterprise and quite another kind to keep ihgydghrough its various
phases.

Leaders cannot be thought of apart from the histbrtontext in which they
emerge, the setting in which they function and s¢lgetem over which they
preside. They are integral parts of the systemjestio the forces that affect
the system. They perform certain tasks or functithed are essential if the
group is to accomplish its purposes. Interactiontwben leaders and
constituents or followers tells us that communmatnd influence flow in both
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directions, and as part of this two-way communargtnon-rational, nonverbal,
and unconscious elements play their part. In thiggss, leaders shape and are
shaped (Gardner, 1990).

Researchers into leadership (Edgar Shein, etc)ttethe of the same opinion
that it may take one type of leadership to starieas enterprise and quite
another kind to keep it going and a different tggmin to change it according
to the processes in society and the needs of tjenation. Schein’s (1996)
opinion is that leadership should depend on th&cpdear situation, the task to
be performed and the characteristics of the leadeibordinates.

Murphey (1996) defined leadership as a form oflligence. According to him,
conventional wisdom tends to separate the peopkkimgin an organization
into two distinct and separate categories, those wbrk and those who lead.
Leaders know how to say the right thing to the trigliople at the right time to
get the right work done well and on time and witthia budget. They master the
art of communication; they follow well-crafted gus in all their
communications. According to Murphey, leaders m@tyspecific tools to fulfil
eight specific roles: select the right people; awinthem to the right cause;
solve problems that arise; evaluate progress tawanjectives; negotiate
resolutions to conflicts; heal the infected wourptsitect their cultures from the
perils of crisis; and synergize all stakeholdersaimvay that enables them to
achieve improvement together.

Handy (1996) states that leadership is a tough teskuthority has to be earned
and it demands an unusual combination of attributeselief in oneself
combined with reasonable doubt, a passion for dte gombined with an
awareness of other worlds, and love of people coethiwith a capacity for
aloneness. Living with these paradoxes requireatgseength of character.
Handy believes that money alone is not enough twige the motive to live
with these contradictions; even the love of poweansufficient.

Leadership is not an easy concept to define (Stbetal, 2006). Scholars have
advanced a wide variety of definitions. The corealohost all such definitions

concerns influence; that is, how leaders influentigers to help accomplish
group or organizational objectives (House et aQ4@0Values are important to
understanding leadership because they explain dlcesf and direction of

people’s actions. In any established group indiaigldill different roles and one

of the roles is that of leader.

Leadership . . . is the indispensable social egstdrat gives common meaning
to common purpose, it creates the incentive thatesather incentives effec-
tive, that infuses the subjective aspect of cosstliecisions with consistency in
a changing environment, that inspires the persoo@viction that produces the
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vital cohesiveness without which cooperation isosgble (Barnard, 1938).

Leadership must not be confused with status, pandrofficial authority. High
status given by somebody does not guarantee thty &bilead. The same is true
with power — leaders always have some measureowkmprooted in their
capacity to persuade, but many people with poweried from money or from
the capacity to inflict harm, or from control ofmsething or somebody, or
through military power, or from access to the mgdiee without leadership
gifts. Official authority is simply legitimised paw. Leadership requires major
expenditures of effort and energy — more than mmsiple care to make
(Gardner, 1990).

Leadership is a subject that draws attention awasn feverything else. But
attention to leadership alone is sterile and inappate. The larger topic, of
which leadership is a subtopic, is the accomplisitroégroup purpose, which is
furthered by effective leaders but also by innok@tentrepreneurs and thinkers
through the availability of resources and the doasbf moral and social
cohesion (Gardner, 1990).

Today’'s world may have leaders, but celebrities m@ershadow them. Leaders
are known by their achievements, the celebrityofeing well known. The leader

reveals the possibilities of human nature; thelm@lereveals the possibilities of

the press and media. Celebrities are people whe ek news; but leaders are
people who make history (Boorstin, 1995).

Leadership is the process of persuasion; for exaniyyl which an individual (or
leadership team) induces a group to pursue obgtheld by the leader or
shared by the leader and his/her followers (Gardir890).

According to Thomas Gordon, the word leadershipeapgd to the English
language somewhere in 1800. It took more than ateahyears before social
scientists began to investigate this syndrome. Mgurithe last 65 years,
researchers and investigators have been working tarmake up for this
(Gordon, 2001).

Already in 1959, Bennis wrote “... more has beentemitand less known about
leadership than about any other topic in the behewal sciences” (Bennis,
1959) and in 1994 Kets de Vries said “As far asléeship studies go, it seems
that more and more has been studied about lesdeand.. with a group of
researchers studying everything about nothing” §Kiet Vries, 1994).

In the past 50 years, there have been as many aBfféfent classification

systems developed to define the dimensions of tehite (Fleishman et al,
1991).
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One such classification system views leadershigpfasus on thgroup process
another conceptualises leadership frorpeasonality perspectiveand a third
defines it as anact or behaviourIn addition, it has been defined in terms of the
power relationshipbetween leaders and followers, and still otheeswit asan
instrument of goal achievemewhere leadership transforms followers through
vision setting, role modelling and individualizeteation (Northouse, 1997).

Despite the multitude of approaches, several commmisncan be identified as
central to the phenomenon of leadership and theyleadership is a process;
leadership involves influence; leadership occurghiwi a group context;
leadership involves goal attainment (Northouse,7199

The examination of leadership as a group and azgidonal phenomenon has
been the focus of both theoretical and empiricalyais (Bass 1990; Bennis &
Nanus 1985; Burns 1978; Hollander 1978 etc.). Yke¢ any complex social

psychological phenomenon our understanding remiagmsnplete in spite of the

decades of research (Kanungo & Mendonca, 1996).

2.2 Different Theories of Leadership

In Chapter 2.1 the author showed the different eptecof the terms leader and
leadership. The following chapter is devoted to el known approaches to
leadership.

Theories of leadership stress different viewpointshe leader's point of view
(trait and style approach), the follower and contapproach (situational
approach, contingency and path-goal theory) and phecess approach
(exchange theory).

The trait approach was one of the first systematic attempts to stedgérship

at the beginning of the Zentury. These were the “great men” theories and i
was believed that certain traits or qualities meel¢ain people great leaders. It
was also believed that people are already born thigke characteristics. In the
mid-1900s the question of the universality of théisgts arose. As a result,
attention shifted to incorporating the impact efigtions and followers.

As a result of several studies, it is clear thahyn@aits contribute to leadership
and these traits include intelligence, self-coniiks determination, integrity and
sociability (Northouse, 1997).

The style approachis different to the trait approach. While the tirapproach
emphasizes personality characteristics, the stylproach emphasizes the
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behaviour of the leader, what leaders do and hey #ct, and this includes the
actions of leaders towards subordinates in varcagexts.What leaders das
what is important rather thamhat leaders areThere are mainly two different
kinds of behaviours: task behaviours and relatign&lehaviours. How these
two types are combined is central to the style agghn (Northouse, 1997).

The next approach is th&tuational approach, which is one of the most

recognized approaches. Developed by Hersey anciBdan in1969, it has been
revised by several authors on several occasions. Situational approach

focuses on leadership in situations. The essendbeo$ituational approach is
that different situations demand different kindsle&dership. In order to be

effective, the leader must adapt his/her style e tlemands of different

situations. This approach stresses that leadeishipmposed of directive and
supportive dimensions, and to determine what isectly needed the leader has
to evaluate his/her subordinates in terms of tt@mnpetence and commitment to
the task.

The situational approach assumes that the leadg@tsatis/her style to meet the
employee needs. Leadership style in the situatiapglroach is divided into
four:
e directive (high directive-low supportive style) — subordmdevel of
development is low in competence and high in comeitt;
e supportive (high supportive-low directive style) — subordemtare
moderately competent but lacking commitment;
e coaching (high directive-high supportive style) — subordésa are
moderately competent and low in commitment;
e delegating(low supportive-low directive style) — subordinateave high
competence and a high degree of commitment.

The strength of the situational approach is that:
e it can operate as a standard for training leaders
e itis very practical and can be understood easily
e it sets a clear prescription for how leaders shauldif they want to be
successful
e it stresses that there is no single best styldeatkrs need to be flexible
and adapt their style to the situation (Northol$87)

Contingency theory shifts from focusing only on the leadership tokiog at
both the leader and the situation the leader workdHere it is important to
match the leaders style with the demands of theatsin. This theory
emphasizes the impact of situations on leadersraahs that leaders may not to
be effective in all situations. The drawback ofttheory is that the connection
between style and situation has not been descritbesl theory is not easy to use
in organizations (Northouse, 1997).

21



Path-Goal theory deals with how the leader motivates subordinaies t
accomplish designated goals (Northouse, 1997). thkery first appeared in
1970 in the works of Evans, House & Dessler, anduddo& Mitchell
(Northouse, 1997). The theory concentrates on #etofs that motivate
employees and emphasize the relationships betwesadelship style,
characteristics of the subordinates and their wOrke of the key issues is how
the subordinates are motivated by the idea of beamable of achieving their
tasks.

The basic idea of the theory involves defining gual, clarifying the path,
removing obstacles and providing support. Leadars help their subordinates
to achieve their goals by removing the obstacles selecting behaviours and
styles (directive, participative, supportive or i@slement oriented styles) that
are best suited to the situations the subordiratesvorking in. The directive
leadership style is effective with ambiguous taskgyportive with repetitive
tasks, participative when tasks are unclear andrdutates are autonomous and
achievement-oriented leadership is the preferndd &r challenging tasks.

Leader-Member Exchange (LMX) theory addresses leadership as a process
centred on the interaction between leaders andwells and the pivotal concept
in the process is the leader-member relationshiptfiduse, 1997). This concept
appeared 25 years ago and since then has beerf tre anncepts of interests
for several researchers (Dansereau, Graen & Hag8, I@aren & Cashman
1975 and Garen 1976). The latest development m ttieory is that leaders
should try to develop high quality relationshipsthwtheir subordinates and
partnerships that are marked with a high degreewgtal trust, respect and a
sense of obligation are the most profitable.

Transformational leadership is also called “the New Leadership” paradigm
and has been the focus of research since the 19B8sWeber was the first one
to use the word charisma in 1947 in the contexttlef leader-follower
relationship. In 1976, House published the thedrycharismatic leadership.
After that, starting from the 70s, several researgh(House 1977, Conger,
Kanungo 1987, Beyer 1998, Shamir, House, Arthur3]9fve developed new
concepts of charismatic leadership (House et &40

Transformational leadership is a process that addbmagd transforms individuals
and is concerned with values, ethics, standards lang-term goals. The
transformational leader plays an important role, followers and leaders are
inseparably bounded together in the transformapimcess. Transformational
leadership also involves assessing followers’ nestignd needs. It is a process
that subsumes charismatic and visionary leade®hipthouse, 1997), and can
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be used to describe processes at the one-to-oeé déwnfluence up to very
broad levels of influence for entire organizationgntire cultures.

The beginning of transformation leadership theergansidered to be 1978, with
the work of political sociologist, James Macgredgurns, titled Leadership
(Northouse, 1997). Since that time there has beesgneement among scholars
about whether charismatic and transformationaldestdp theories are the same
or two different theories. Burns has distinguishieetween two types of
leadership transactional and transformational.

According to Yukl (2002), transformational and dbaratic leadership mainly

concentrates on the leader's influence on thewelts to make self-sacrifices
and to put the mission of the organization aboedr thhaterialistic self-interests.

The names charismatic and transformational are eféed interchangeably, and
while the theories have many similarities, accaydim Yukl, there are important

distinctions. The central feature of both theoigethe process by which leaders
appeal to the follower’s values and emotions, drer tcommitment to shared

objectives.

House suggests that charismatic leaders act inuanicpys that have specific
charismatic effects on followers. House states ttfarismatic leaders are
dominant, have a strong desire to influence otteesself-confident and have a
strong sense of their own moral values. They atsnahstrate specific types of
behaviours: they are strong role models for theefsebnd values they want their
followers to adopt, they are competent for theitofeers, and they articulate
moral ideological goals. They also communicate higdpectations for their
followers together with having confidence in thédwers abilities to meet these
expectations. They also arouse task relevant nwtrvéheir followers that may
include affiliation, power or esteem. According Hmuse’'s theory, there are
several effects that are the result of charisma#idership — followers trust in
the leader’'s ideology, a similarity between follovand leader beliefs exists,
there is an unquestioning acceptance of the leddere is an expression of
warmth toward the leader, followers are obedidrgrd is an identification with
the leader, followers exhibit an emotional invohearhin the leader’s goals, the
goals are ambitious and followers are confident uabachieving them.
Charismatic effects occur in the context of digr@s¢orthouse, 1997).

In addition to Burns, Weber and House, there axers¢ authors who have
contributed to the theories of transformational ahdrismatic leadership —
Bass in the mid-1980s, Bennis and Nanus also i%,188hy and DeVanna (in
1986 and 1990).

According to Bass, transformational leadership aimst four components:
charisma or idealized influence (attributed or kédaral), inspirational
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motivation, intellectual stimulation and individim@d consideration (Bass et al,
1999).

Transactional leadership involves contingent recgment. Followers are
motivated by the leaders' promises, praise andrasyar they are corrected by
negative feedback, reproof, threats or disciplinaections. The leaders react to
whether the follower's carry out what the leadensd afollowers have
"transacted" to do. In contingent rewarding behawiohe leaders either make
assignments or they consult with followers abouatih to be done in exchange
for implicit or explicit rewards and the desiredoahtion of resources. When
leaders engage in active management-by-exceptioey mMmonitor follower
performance and correct followers' mistakes. Wheadérs engage in passive
management-by-exception, they wait passively fdlodeers' mistakes to be
called to their attention before taking correctaation with negative feedback or
reprimands. Laissez-faire leaders avoid leading$B# al, 1999).

In reality, most leaders have a profile that inelsidhe full range with both
transformational and transactional factors. Thoke are call transformational
do much more of the transformational than the tatisnal. In their defining
moments, they are transformational. Those who aflled transactional
leaders display much more transactional leaderséimviour. They are more
likely to have attitudes, beliefs and values mooasistent with transactional
leadership, but they still might be likely to bartsformational at times. Both
styles of leadership, transformational and tramsaat, have strong
philosophical underpinnings and ethical componéBiéss et al, 1999).

Team leadership theory — leadership in organizational groups or working
teams has become one of the most popular and yapialving areas of research
in leadership theory. Teams are organizational ggotomposed of members
who are interdependent, who share common goalsnarsi coordinate their
activities to accomplish these goals (Hill, 200Within a rapidly changing
environment, the use of organizational teams has eund to lead to greater
productivity, more effective use of resources, dretiecisions and problem
solving, better quality products and services amckeiasing innovation and
creativity (Parker, 1990).

In team leadership theory, the leader's functiontoisassist the group in
accomplishing its goals by monitoring/diagnosing tiroup instead of taking
action, and focusing on internal group issues atste external group issues.

According to Hackman and Walton (1986) the fouretymf group leadership
functions are:

¢ diagnosing group deficiencies

¢ taking remedial action to correct deficiencies
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e forecasting impending environmental changes
e taking preventive action in response to environ@ectianges

According to the psychodynamic approach, childhood and adolescent
experiences in the family are reflected in reacitmpaternalistic, maternalistic
and familial patterns of leadership and manageni&syichological development
produces personality types and the key to effedéaglership is to understand
these types and the differences between them. $ywhpdynamic approach to
leadership started already in 1938 with Sigmundu@rand his concept of
psychoanalysis, and he was followed by Carl Jungportant concepts in the
psychodynamic approach to leadership include thelyeof origin, maturation
or individuation, dependence and independenceessgm and the shadow self.
Each of these plays a unique role in the leaderstupess. The psychodynamic
approach suggests that the leader with insight iigfher personality and into
those of the subordinates will function effectivéBtech, 1997).

Popular leadership theories — in addition to tredamic approach to leadership
theories, there are lots of books about leadershitien by non-academics
intended for the general and leadership-practitioaedience. The most
important difference between this popular literatand academic writing is the
religious approach to the subject that is unactdgtan academic writing. In
popular literature, the discussion is mainly focus@on which, how and why
leadership occurs in organizations and what shoutwur to make leadership
effective (Bowman, 1997).

The popular approaches to leadership in the 19%0& fseveral common

features. Many of them are influenced by the sdreader paradigm where

leaders are motivated by the desire and opportuttityserve others. The

spiritual-ethical orientation is also one of therttes in the popular approach to
leadership, where the issue deals with characteica¢ behaviour and the

meaning of life. Also, all the popular approachagpbkasize the importance of
the empowerment of followers. Leadership shouldhered with employees so
that it incorporates collaborative teams in coopesadecision-making. There is

a shift from the individual leader to creating awvieonment in which employees

can grow and learn together — the learning orgénizaThe strengths of such
popular approaches to leadership include the faat they have a positive

humanistic focus and employees in these theorieshaman beings with

individual concerns and needs, there is the existeh a spiritual aspect, which
Is missing from the academic literature; they argydo understand; and finally,
they are consistent with accepted managerial iesi They highlight the value

of an empowered workforce working cooperativelyetigr with leaders and

decision makers (Bowman, 1997).
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The most well known popular authors are Stepheredveter Senge, Max Du
Pree, James Kouzes, Barry Posner, Peter BlocknBdtieifetz and Robert K.
Greenleaf (Bowman, 1997).

Servant leadershijs one of these popular theories. The servaneleiadservant
first. It begins with the natural feeling that omants to serve, to serve first then
this conscious choice brings one to aspire to |&ad sharply distinct from the
situation where the subject is a leader first, ppshbecause of the need to
assuage an unusual power drive or to acquire rahtpossessions. For this
subject, the choice to serve will come later —erafieadership has been
established. The leader-first and the servantdinsttwo extreme types. Between
them there are various degrees that are part ofnfivéte variety of human
nature (Greenleaf, 1977).

Authentic leadership theorys also one of the theories sometimes considered
part of the popular literature. Bill George (20@@¥ines the concept of authentic
leadership as comprising five dimensions:

understanding your purpose

practising solid values

leading with your heart

establishing connected relationships

demonstrating self-discipline

Being an authentic leader is about being true toself and your values — not
presenting a false corporate image or trying tolatauhe leadership style or
characteristics of others. According to George,ldbst leaders are autonomous
and highly independent. Without the right mind sety attempts to develop
authentic leadership will fail. The pillars of aatitic leadership are especially
pertinent in these days of corporate social respiityg (CSR) and employer
branding. Employees and customers want to see sistency of message and
actions that demand more of leaders than mereigfay the board and
improving the bottom line. Authentic leadership exist at all levels — not just
in the boardroom. It cannot be taught on a traimiogrse, but can be developed
as long as you have the correct motivation (Ge&gee6).

In the Table 1 the author provides an overview le# different leadership
theories covered in this chapter and their appraténtime of relevance.

For the author of current thesis, the conceptardformational leadership, also
called new leadership, is the guiding theory fer tifesis.
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Table 1. Different Leadership Theories

Theory / Approach Approximate Main emphasis of the theory Representatives
Time
Psychodynamic Approach 1940s (1938) Childhood and adolescent experiences in the faaméy| Freud, Jung
reflected in reactions to paternalistic, materislisand
familial patterns of leadership and management.
Trait Approach Up to 1940s Leaders depend on pafspalities. Mann
Style Approach 1940s to 1960s Leader behaviour mkeziers. Stogdill
Considering and initiating structure
Situational Approach 1970s Leadership in situatiendifferent situations demandHersey, Blanchard

different leadership.

Four styles of leadershigtirective, supportive, coaching,

delegating.

Zigarim, Nelson

Contingency Theory

1960s to early 1980s

Lookingoatth - the leader and the situation, how
leader matches situations.

tHéedler, Carcia, Chemers

Path-Goal Theory

1970s

Leadership is how to mativaibordinates to achie
goals.

eEvans, House, Dessle

Mitchell

Leader-Member Exchang

e1970s (1975)

Leadership is a process between keaddrfollowers.

Danserau, Garen, Ha

Theory (LMX) Cashman
Transformational Leadership1980s (1978) Leadership is a process that changes t@ansformsg House, Conger, Kanung
Theory, “New Leadership’ individuals and is concerned with values, ethitandards| Beyer, Schamir

(Charismatic sometimes used

)

and long-term goals.

Team Leadership Theory Started in 1950 and |hHBESere are organizational teams where members| Bagter, Beyerlein
developed till 1990s interdependent. The leaders role is to assist thapgin | McGrath
achieving its goals.
Popular Leadership Theories Leadership is serving first and then leading Glen
Servant Leadership George

Authentic Leadership
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2.3 Local versus Global

Paul Gooderham and Odd Nordhaug claim that nationl&liral differences are
diminishing much more quickly than Greet Hofstedesuemed, due to of
European integration. According to them, every dag cultural variety of
mankind becomes more and more impoverished and dgemwed, hundreds of
natural languages are becoming extinct (Magala5200

As with leadership, there is no universally agrepdn definition among social
scientists for the ternculture. Generally speaking, culture is used by social
scientists to refer to a set of parameters of ctilles that differentiate each
collective in a meaningful way. The focus is on tlsbaredness" of cultural
indicators among members of the collective. Theci§ipecriteria used to
differentiate cultures usually depend on the pefees of the investigator and
the issues under investigation. The criteria tendeflect the discipline of the
investigator (House et al, 2004).

Culture matters because it is a powerful, latentl aften unconscious set of
forces that determine both our individual and atilee behaviour, ways of
perceiving, thought patterns and values. Orgamimati culture in particular
matters because cultural elements determine syragopls and modes of
operating. The values and thought patterns of ksaaled senior managers are
partially determined by their own cultural backgnde and their shared
experience. If we want to make organizations mdfieient and effective, then
we must understand the role that culture playsrgamizational life (Shein,
1990).

Globalisation opens up many opportunities for besén but it also creates many
challenges. One of the most important challengesadknowledging and
appreciating cultural values, practices and subfein different parts of the
world. All experts in international business agthat to succeed in global
business, managers need the flexibility to respoositively and effectively to
practices and values that may be drastically differfrom what they are
accustomed to. This requires the ability to be ojgethe ideas and opinions of
others. Being global is not just about where yowyalar business, it is also about
how you do it (House et al, 2004).

Percy Barnevick, the CEO of ABB once said, “Glolbalnagers have
exceptionally open minds. They respect how diffe@untries do things, and

they have the imagination to appreciate why theythdmn that way. ... Global
managers are made not born (Ehrlich, 2002).

The implications of this way of thinking about euk are profound. For one
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thing, you begin to realize that culture is so Eadnd difficult to change

because it represents the accumulated learning gfoap — the way its

members think, feel and perceive the world has ntagegroup successful. For
another thing, you realize that the important paftsculture are essentially
invisible. Culture at this deeper level can be tifduof as the shared mental
models that the members of an organization holdtakd for granted. They
cannot readily tell you what their culture is, ampre than fish, if they could

talk, could tell you what water is (Schein, 1990).

Perhaps most important of all, you begin to redtiieg there is no right or wrong
culture, no better or worse culture, except intr@tato what the organization is
trying to do and what the environment in whichsitoperating allows. General
arguments of the sort you read in popular liteealout becoming more team-
based, or creating a learning organization, or emeping employees — are all
invalid unless they show how the basic assumptiomswhich these "new

values" are based are adapted to the environmewhich the organizations

have to function. In some markets and with soméarelogies, teamwork and
employee empowerment are essential and the only theyorganization can

continue to succeed. In other market environmentwith other technologies,

tight discipline and highly structured relationshipre the prerequisites to
success. There is no best or right culture (Scli€80).

Leadership is culturally contingent. That is, vieailsout the importance and
value of leadership vary across cultures. The GLO8&earch program, along
with the many other programs (House et al, 19983, shown that the status and
influence of leaders vary considerably as a resfiltcultural forces in the
countries or regions in which the leaders functiénowing what is considered
to be effective or ineffective in the cultures witlnich one interacts is likely to
facilitate conflict resolution and improve the perhance of individuals as they
interact. Individuals from different cultures ofterake contact with each other as
negotiators, managers, members of joint venturesexpatriates working in
foreign cultures. Being prepared by obtaining aaltuknowledge and
information about the countries you have to work @n understanding the
culturally endorsed leader behaviour exhibited ®presentatives of the
nationalities you have to work with helps a lotidtbeneficial to all who are
involved in substantial intercultural interactigiouse, 2004).

The increasing globalisation of industrial orgatimas, the growing
interdependencies between nations and the undeisgaof cultural influences
on leadership and organizational practices hasrnbeen greater. Leaders
confront situations that are highly complex, conyaevolving and difficult to
interpret. Managers of global firms are facing wuadented fierce and rapidly
changing competition. More questions than answegssigt regarding the
culturally contingent aspects of leadership. TheOBE Project is designed to
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contribute theoretical developments and empiricalifigs to fill this knowledge
deficiency (House, 2004).

Because there is an emotional component to autheetdership, any
development must target the limbic system — thetiemal part of the brain. This
means that training is not sufficient for developmeDeveloping authentic
leadership is about learning how to think and behdyferently. This means
‘unlearning’ old patterns and relearning new omésch requires motivation,
time and energy in the form of extensive practiod feedback. This can come
from on-the-job feedback from a mentor and workleamjues as well as a
coaching relationship (George, 2006).

2.4 GLOBE Background Theories

The following chapter will provide an overview ¢fet GLOBE research program
and its basic theoretical background and methodtbgonstruction.

The Global Leadership and Organizational Behavigfifiectiveness (GLOBE)
definition of leadership ithe ability of an individual to influence, motivatnd
enable others to contribute toward the effectivenesmid success of the
organizations of which they are members.

The theory that guides the GLOBE research progranan integration of
implicit leadership theory (Lord & Maher, 1991) lwe-belief theory of culture
(Hofstede, 1980; Triandis, 1995), implicit motivati theory (McClelland,
1985)), and structural contingency theory of organizational form and
effectiveness (Donaldson, 1993; Hickson, HiningszMilan, & Schwitter,
1974) (House et al, 2004).

Implicit Leadership Theory— according to this theory individuals have imiplic
beliefs, convictions, and assumptions concernitigbates and behaviours that
distinguish leaders from followers, effective leed&rom ineffective leaders and
moral leaders from evil leaders. These beliefsyvimions and assumptions are
referred to as individual implicit theories of leaship.

It is believed that implicit leadership theorieddhby individuals influence the
way they view the importance of leadership, theueal they attribute to
leadership, and the values they place on seleaeadet behaviours and
attributes. The following propositions express thajor assertions of implicit
leadership theory.

1. Leadership qualities are attributed to individualsd those individuals
are accepted as leaders on the basis of the defreengruence
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between the leader behaviours enacted and the citmjdiadership
theory held by the attributers.

2. Implicit leadership theories constrain, moderateg exercise leadership,
the acceptance of leaders, and the perceptionadete as influential,
acceptable, and effective, and the degree to wieiatiers are granted
status and privileges.

The evidence for this is that there is a high agdifcant societal agreement
with respect to questions concerning the effectigsnof leader attributes and
behaviour. Further, aggregated leadership scoree wignificantly different
among the societies studied. Thus, each societliestuvas found to have a
unique profile with respect to the culturally enskd implicit theory of
leadership

Value-Belief Theory— according to value-belief theory, the values artiefs
held by members of cultures influence the degrewhiah the behaviours of
individuals, groups, and institutions within cutsrare enacted, and the degree to
which they are viewed as legitimate, acceptable effettive. Collectively, the
core GLOBE cultural dimensions described earlieflece not only the
dimensions of Hofstede's and Trandis's theoriesalso McClelland's theory of
human motivation and economic development. The hemaower distance, and
performance orientation of cultures are conceptuailalogous to the affiliative,
power, and achievement motives in McClelland's thedd human motivation
(House et al, 2004).

Implicit Motivation Theory — is a theory of hon-conscious motives originally
advanced by McClelland, Atkinson, Clark, and LowglB53). In its most
general form, the theory asserts that the essen&iire of long-term and
complex human motivation can be understood in teshthiree implicit (non-
conscious) motives: achievement, affiliation, angver (social influence). This
theory also identifies three explicit (consciousjtives related to achievement,
affiliation and power that are predictive of shtmtm, noncomplex behaviour.
In contrast to behavioural intentions and consci@lses, which are predictive
of discrete task behaviours for short periods mietiunder constant situational
forces (Ajzen & Fishbein, 1970), implicit motivesegoredictive of (a) motive
arousal in the presence of particular stimuli; gppntaneous behaviour in the
absence of motive-arousal stimuli; and (c) longatemdividual global
behaviour patterns, such as social relationshifees, citizenship behaviour,
child-rearing practices and leadership styles (idaisal, 2004).

Structural Contingency Theory- the central proposition of this theory is that
there is a set of demands that are imposed on iaegems that must be met if
organizations are to survive and be effective. €rdmmands are referred to as
organizational contingencies formed by replicafidouse et al, 1999).
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The integrated theory consists of the followingeassns. The theoretical basis
that guides the GLOBE research is an integratedtnact of several theories. A
diagram of this integrated theory is presentedguie 2.

Societal Culture

/ T~ v

Organizational Leader Attributes ] Leader Acceptance &
Practices & Behavior i Effectiveness

\ Organizational /

Contingencies

A 4

Figure 2. Theoretical model for the research (Houset al, 2004)

1) Cultural values and beliefs provide incentives, scggiidance, constraints
and reinforcements for selected behaviours andipeac

2) The implicit motives that are stressed in the caltwesult in the
differential social learning of implicit motives logembers of the culture.

3) Jointly, the dominant cultural values, beliefs,sptions, and implicit
motives endorsed by cultures provide shared meanitgpder attributes
and behaviour and organisational practices. Theyige meaning in the
sense that selected behaviours and organisatiomaiqes are understood
in a particular way in each culture.

4) The shared meaning, values, beliefs and motives tek the status of
norms, which are socially learned, communicated] anforced by
members of the culture. These norms are culturadl lgariables that
guide individual behaviour and the evaluation aftsbehaviour.

According to Paul L. Koopmarihe results must be placed, where Central and
Eastern Europe is concerned, in the context ofntebestory. Their results
provide some evidence that preferred leadershipsstyary according to culture.
Clusters of European countries that share similitu@l values were shown to
also share similar leadership prototypes (Brodlsteht, 2000).

This is also an issue for the current thesis t@adisr whether clusters of
European countries share similar leadership prpésty
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2.5 Dilemmas in Evaluating Ethical Leadership

According to the presentation by Trompenaas atPéieu Management Forum
in 2005, leadership is all about solving dilemniBlse words manipulation and
management have a common rootnranus "hand,"” and both words imply
shaping other people's destinies. Whereas maniqulat people has long been
taken as bad because it implies moving them wittieern knowing fully what is
going on, until recently management has been aedegd legitimate (Greenleaf,
1977). One of the earliest writings to focus ondérahip ethics appeared as
recently as 1996 (Northouse, 2007). So even inestern world the subject is
quite young.

Most people are the product of the context thegl flremselves in. They tend to
"look up and look around," and they do what otrem@und them do or expect
them to do. They look outside themselves for guidamhen thinking about what
is right. What that means is that most unethicddalv®ur in business is sup-
ported by the context in which it occurs-eitherotigh direct reinforcement of
unethical behaviour or through neglect (Trevino Bn, 2004).

In regard to leadership, ethics has to do whatdeado and who leaders are
(Northouse, 2007). Ethical leadership is an amhigumnstruct that appears to
include a variety of diverse elements. It is uséduinake a distinction between
the ethics of an individual leader and the ethitspecific types of leadership
behaviour (Bass & Steidlmeier, 1999).

The mythology of ethical leadership focuses attentharrowly on individual
character and qualities such as integrity, honesty, fairness. Leaders must be
more than individuals of high character. They miead" others to behave
ethically ... certain individual characteristics ax@cessary but not sufficient for
effective ethical leadership (Trevino & Brown 2004)

Theethics of influencing followers is of primary contéor theories of transfor-
mational and charismatic leadershipecause most of these theories involve
substantial leader influence over follower attitsidand behaviour (Yukl, 2002).
The difference between ethical and unethical lesidetis given in Table 2.

Influencing Values and Beliefs

Even more controversial is the attempt to change uhderlying values and
beliefs of individual followers. Some writers comtethat this type of leader
influence is clearly unethical, even when the idegh outcome is to benefit
followers as well as the organization (Yukl, 2002).

The diverse consequences of a leader's decisiohsaetions complicate the
evaluation of ethical leadership. Doing what istifes the owners may not be
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what is best for employees, customers, the commuthié national economy or
the environment. Efforts to balance competing v&laad interests involve
subjective judgments about rights, accountabilitige process and social
responsibilities. When stakeholder interests acempatible, it is more difficult

to evaluate ethical leadership (Yukl, 2002).

The traditional perspective is that managers inn@ss organizations are agents
who represent the interest of the owners in achgeeiconomic success for the
organization. From this perspective, ethical leskigris satisfied by maximizing
economic outcomes that benefit owners while notngloanything strictly
prohibited by the law and moral standards. A veffecent perspective is that
managers should serve multiple stakeholders ireideoutside the organization.
The conception of leadership as a "servant" owatd" is appealing but difficult
to apply when there are conflicts among differetakesholders and trade-offs
inherent in attempting to accomplish multiple olijezs (Yukl, 2002).

Leader personality and cognitive moral developnigtetract with aspects of the
situation in the determination of ethical and uegthbehaviour (Yukl, 2002).
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Table 2. Difference Between Ethical Leadership antdnethical Leadership

Ethical Leadership

Unethical Leadership

Use of leader power and influenc

a)

To serve follenaard the
organization

To satisfy personal needs and career objectives

Handling the diverse interests of
multiple stakeholders

Attempts to balance and integrate
them whenever feasible

Favours coalition partners who
offer the most personal gain

Development of a
vision for the organization

Develops a vision that builds on follower
input about their needs, values, and ideas

Attempts to sell a personal vision as the only Vear
the organization to succeed.

Integrity of leader behaviour

Acts in a way that is
consistent with espoused values

Does what is expedient for
attaining personal objectives

Risk taking in leader
decisions and actions

Is willing to take personal risks and action
accomplish the mission
or achieve the vision

Avoids necessary decisions or
actions that involve personal risk to the leader

Communication of relevant
information about operations

Makes a complete and timely disclosure g

f

relevant information about events, problenti$ses deception and distortion to bias follower

and actions

perceptions about problems and progress

Response to criticism and
dissent by followers

Encourages critical evaluation to find bettg
solutions to problems

iDiscourages and suppresses any
criticism or dissent

Development of follower skills
and self-confidence

Makes extensive use of coaching,

De-emphasizes development to

mentoring, and training to develop followekeep followers weak and dependent on the leadg

er

Source: Yukl 2002
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For a long time it was assumed that effective lemdsust be confident, task-
oriented, competitive, objective, decisive, andegssge, all of which were

traditionally viewed as masculine attributes (Soheli975; Stogdill, 1974).

But effective leadership also requires strong peesonal skills, concern for
building cooperative and trusting relationshipsd ahe use of behaviours
traditionally viewed as feminine (e.g., supportimgveloping, empowering).
These values, skills, and behaviours have alwags Ibelevant for effective
leadership, but they are more important now thaeariier times because of
the changing conditions in organizations.

Developing a reputation for ethical leadership meggumore than strong personal
character. Employees must be "led" from the topettrics just as they must be
led on quality, competitiveness, and a host of ogixpected behaviours. In order
to be effective ethical leaders, executives mustatestrate that they are ethical
themselves, they must make their expectationsherst ethical conduct explicit,

and they must hold all of their followers accouheator ethical conduct every

day (Trevino & Brown 2004).

In concluding this overview of the theories of lemhip, the following
framework for the current study was developed Egare 3).

ORGANISATION

Leaders/managers

Style Values

\4
Subordinates

Motivation Values

Practices & contingences

Source: author 2007

Figure 3. Theoretical Framework of Current Study

In addition to leader and subordinate relationships historical and cultural
backgrounds have to be taken into considerationBrslbeck (2000) quoted

Koopman — the results must be placed, where Gemtich Eastern Europe is
concerned, in the context of recent history.
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3 SOCIETIES IN ECONOMIC TRANSFORMATION

3.1 Estonia on the Way to the European Union — Relevaecof the Topic

The eastward enlargement of the EU posed a magiledge for both member
countries and candidate countries. The transitimmfcommand to market
economy is a special case of economic, social atitical development, and
economic structures and institutions in the acoessbuntry must to be brought
in line with the requirements of full EU membershiphe process of re-
integration into the European economic and politiyatem has two interrelated
aspects, internal domestic transformation and xtermal relationship between
the regional and global economic system (Paas,)2003

According to Greenleaf, these societies are in @ogeof radical transition
regarding power, authority and decision-making pwéere, and a cloud has
settled over leadership and management in allatsd. All institutions are
affected by these trends, and institutional leddpris now quite different from
what it was a few years ago and these trends grected to continue. The
expectations have emerged, held by many, that apolation-free society is a
possibility — a "leaderless" society that is goeel by a continuing consensus
with full participation and with every motive bekirevery action fully exposed
(Greenleaf, 1977)

The role of Soviet Estonia in Soviet economic neferwas fairly exceptional,
because several reforms were implemented experathehiere from the 1950s
onwards, until the disintegration of the Soviet &mi This “guinea pig” role
brought Soviet Estonia and the enterprise sectightsl closer to market
economy mechanisms than other Soviet republic${bjuL995).

The transformation of the Estonian economy andetpdn the 1990s coincided
with the wave of globalisation, and Estonia hasbaae to put the impulses and
opportunities derived from both to relatively goagke in its development (Terk,
2002).

In order to achieve sustainable development inriEstoorganizations, managers
need different skills from those that were taughtirey the Soviet regime and
during the early stages of the recent transitionatanarket economy. The
successful implementation of organizational chaneggiires an increase in social
capital. According to Barnowe et al. (2003), makingman relations more
ethical directly increases the value of social &dpi

At the present time there is a greater need face¥fe international and cross
cultural communication, collaboration and cooperatinot only for the effective
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practice of management, but also for the betternsérthe human condition.

Cultures across the world are getting more and niatiexconnected and the
business world is becoming increasingly global. rEhare other aspects to
globalisation besides foreign customers and cornaosti The implication of

corporations involved in international trade andssrborder mergers and
acquisitions is that they are facing increasindlgbgl employees, customers,
suppliers, competitors and creditors (House, 2004).

It is an important responsibility of leaders tophah organization reinvent itself
when necessary to ensure its survival and effents® A large-scale
organizational change will not be successful witheeme changes in member
beliefs and perceptions. Effective leaders engagemimers and other
stakeholders in a dialogue to determine what tyfpghanges are necessary and
morally right for the organization. The process ntay may not) result in the
emergence of a new set of shared beliefs and vatugd, 2002).

During recent years in Estonian society, a numbetlocal dilemmas have taken
place. For the first time in Estonia’s recent higtour society is now speaking
openly about some of our prosperous company exesutiho have entered the
news with more or less unethical behaviour. Whéicat issues arise, Estonians
cannot decide whether it is ethical or unethicdldwour and whether it can be
accepted as common behaviour or deemed unaccepldigdesubjects of these
discussions are the same people who contributbdilding up our new republic.
The issue of ethics has emerged, but we have notfany response. Society is
waiting but nobody is willing to take a firm staraipt in the subject.

The question of what should and what should nadlleeved has arisen. In order
to develop a reputation for ethical leadershipeaecutive must be perceived as
both a "moral person" and a "moral manager” A leagleo is strong on both
dimensions is perceived to be ethical leader(Trevino et al. 2000).

Surviving in this chaos and becoming a part of pai® club of chosen
countries, even standing out positively in someardg, is a unique
accomplishment. However, this achievement has beasually fragmented and
compressed in time (Heidmets, 2007).

3.2 Economic Transformation and the Institutionalised Gntext

Economic transition and transformation indicatefedént concepts to some
social scientists. According to Clark & Soulsby 499 the concept of transition
has been claimed by some economists to connoteesumped move from a
command economy towards a Western-style marketoesepnand the use of the
term necessarily has an ideological halo effectti@nother hand, the notion of
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transformation suggests nothing about the destimawf the process of
socioeconomic change, and emphasizes the varidtgamplexity of the process
(Clark & Soulshy, 1999).

The author of the thesis suggests that when digrugsstonia's move from a
command economy to a market oriented economy andcitession to the EU,
the term transformation should be used. This iabse the author views the
nature of this change as being more like a reswmpti the market oriented
direction Estonia had already taken during its ywee-period of independence,
and that Estonians had already embraced theseptsramgew towards the end of
the Soviet regime. The author also wishes to atlwedhalo effect that emerges
when treating the last fifteen years as transitiona

According to the overall framework of transformatideveloped by Lang (2003),
transformation is seen as a social process of faadtal political, economic,
technological and cultural changes in structures \aadues, including all areas
and levels of society and inherent relations. Th@mnsation is both managed and
evolutionary — self-organized.

The combination of political and economic reforrtig transformation of key
economic institutions and the impacts of foreignestment have made the
process one of the most dynamic features of théafjleconomy (Denison,
2001).

The change from hierarchical economic planning addinistration through
command directives, to a situation in which thepoesibility for economic
decision-making lies with local enterprise managesponding to market signals
IS so radical that it demands a perspective thatuces its dramatic revolutionary
nature (Clark & Soulsby, 1999) and this is calleshsformation.

Although change is at the core of the transfornmapeoocess, it should not be
forgotten that change as such is not the fundarhgaotd of the transformation,

but rather a method of adjusting to a constantgnging business environment
(Liuhto & Michailova, 1999).

The target can probably be formulated only in ng@eeral terms consistent with
peoples’ prior experiences and their desire foedmn and prosperity — a
market economy and a democratic political and $osystem (Candea &
Candea, 2001).

Lang (2003) proposed the model shown in Figure 4ldéscribe how society
influences individual values during transition ier@@ral and East Europe.
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Figure 4. Different Levels of the Transformation ofValues

The transition from the former centrally plannedomamies in Central and
Eastern European countries to market economiedéas cited as one of the
most important issues in contemporary economicsiratite development of the
world economy (Vensel, 1996).

Such a change is so fundamental in its effects aoronsystems and structures
that the everyday experience of social life takes an entirely different
appearance. This is called transformation, a raditange that permeates society
systematically and socially (Clark & Soulsby, 1999)

The research of Clark and Geppert (2002) in coesitrgoing through
transformation has shown that the transfer of kedgt from market economy
practices often fails because of institutional anliural tensions and conflict.

North (1990) defined institutions as humanly desgyformal and informal rules
of the game. Institutional development is a leagnprocess in which shared
individual beliefs form collective attitudes andruinto a kind of culture. In
order to structure these collective attitudes dmaif tinteractions, human beings
develop institutions (Rajasalu, 2003).

These structural changes are deeply institutiondliastitutional changes tend to

be rather slow (Rajasalu, 2003). According to L&§2001), the slower the
destruction of the old system, the more trouble @aid the transition brings.
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Societies are institutionalised contexts, so anglamation of the processes of
economic organization and change must start frommaerstanding of the nature
of institutions and the ways in which institutioisation influences concrete
economic structures and activities (Clark & Soulst$09).

Institutional theory initially focused upon explaig how institutionalised
structures of meaning affect organizational proegeg&reenwood & Suddaby,
2006). Attention was given to the conforming bebaviof organizations, the
adoption of a limited range of socially approvedasisational templates and the
resilience of institutional prescriptions (Tolb&®ucker, 1996; Scott, 2000).

According to the institutional perspective, thedtioning of organizations can be
described using the open-system approach, in wifiehorganization may be
seen as answering the challenges of a new envimnnhestitutions find
expression in society through social constructidiesmal institutions at the
macro level in a market economy include privatepprty and the free market;
formal institutions at the micro level are orgatimas (Alas, 2003).

Institutions could be seen from both the structarad social perspective. From
the structural viewpoint, institutions exist astitugionalised forms ofxternal
social constraintsFrom the social perspective, institutions carubderstood as
operating to enforce behavioural definition, whitlay take the form of either
cultural accountsor cultural rules Institutions are accounts of how the social
world works and embody normative principles andiadocalues (Mayer et al
1994).

According to Denison (2001), the most importantngjes that occur during the
transition/transformation process take place atbtiganizational level and these
still remain unexamined. An organization is a cagmpbystem that produces
outputs in the context of an environment, an abglaset of resources and
history (Nadler & Tushman 1989). The transitiomgfrmation process may
well begin with macro level political economic refts, but can never be
complete until dramatic change has occurred in gadiltidual organization.

The transition process begins with macro leveltjali and institutional changes
that create a new environment in which firms muserate (Denison, 2001).
According to Edwards and Lawrence (2000), the apumset change in processes
in transforming countries can only be truly undesst by examining the
constituent practices of individuals and groupshat local micro levels of the
economic system.

Ruth Alas (2004) argues that there are connectidretween the
institutionalisation stage and changes in orgaiiaat According to her, in
stable institutions the change can be describetjubie idea of developmental
change and during the de-institutionalisation/ig#ationalisation phase,
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transformational change is needed. In additionethe also a need for people

who will carry out the change and keep the changiggnizations on track. The

change needed is transformational. Change neduis|ta, so leaders are needed
and as the change is transformational, transfoomaltieaders are needed.

Management and organization are influenced by noditlye same institutional
factors and processes, because in accepted mosiege,umanagement as an
activity, a function and a group is oriented to thgonal (i.e. technical and
economic) achievement of organizational ends, antides the adoption and
application of practices directly intended to dasignd mould the organization
(Clarck & Soulsby, 1999).

Organization and management must be understoodrés @f the institutional
system, they do not exist or operate independetuly, reflect, reveal and
reinforce cultural rules and accounts about theureabf rational economic
behaviour in particular and social conduct in gahédrganizing and managing
are subject to the same process of institutioreatisnand change as other formal
structures and social practices, and abide by t#mmestechnical criteria
(rationality) and normative criteria (legitimacy$ ather elements of the system
(Clark & Soulshy, 1999).

In institutional terms, management can be understoodsimilar ways,
comprising, first, the cognitive ideas and belwfsch serve to define the tech-
nically effective and socially accepted range othods and procedures that
constitute its rationality; and, second, the nomweatrules and associated
sanctions that prescribe 'good' management anilyjukdrived management
practices in terms of their formal and social lieggicy (Clarck & Soulsby,
1999).

As with other institutions, management is expreds#t formally and socially.

First, management as an institutionalised form ist&1®f a set of formal rights
to act and decide, which are grounded in the hidbeel institutions that

prescribe the social, political, legal and economaiistence of business
enterprise (Clarck & Soulsby, 1999).

Managing is to a large extent presupposed by itaral (Globokar, 1994) and

institutional (Willmott, 1987) context. Second, tbenduct of management is a
set of socially sanctioned practices, which arepart derived from the

institutional descriptions and prescriptions acedptiore widely, but also in

part emergent from the real problems faced by tpiwanagers in their

complex, ongoing struggle to manage in local coomlst

It is the inter play between these systemic and sqmiatesses which
constitutes the actual nature of management atrentimme (Willmott, 1987).
The institutional stability of management is ditgaelated to the stability of

42



the institutional order in which it is embeddedd da the extent that the formal
structures and social processes of managementudtalhy reinforcing.

Managers interpret their environment and createesys and structures that they
believe will be adaptive. It is the successful tioga of these systems and
contexts that is required to change behaviour, vatitn, flexibility and
productivity. This process is never linear, buttéasl co-evolves at all of these
levels at the same time. The history of nations,dhltures of organizations, the
clash of economic ideologies, and the struggleuteige will all come into play
in the workplace on a daily basis (Denison, 200The fundamental
transformational challenge for leaders is to siamébusly manage continuity
and divergent change, i.e. abandon an institutieedltemplate of functioning
and replace it with a substantially different oGéatke, 1994).

Development is all about overcoming barriers taluaig-up: at the national, the
firm and individual level (Forbes & Wield, 2002)h& development in the last 15
years has brought a more international orientadiwh global challenges for East
European countries, i.e. increasing integratioo i international division of

labour, massive foreign direct investments, joiamtures, and last but not least,
massive transfer of management knowledge into Eastpean countries. This

should arguably lead to changes in the leaderstiyours and styles (Steyrer
et al, 2006).

Developmental changes mostly take place during lestabtages of
institutionalisation. In order to evoke transitibchanges, additional institutional
forms could be added to established institutions-iri3titutionalisation, which
starts with a period of social transience calls ttansformational changes in
organizations. At the same time, re-institutiorstlisn starts, if the re-
institutionalisation is completed, then transitibolanges start to dominate over
the transformational (Alas & Vadi, 2006).

From institutional point of view, social transfortitea may be interpreted as the
period between the effective demise of one ingital system and the point at
which another institutional system has been estadti and accepted on new
cognitive and normative grounds. Such circumstarareate acute social and
psychological problems for the social actors and feriod has been called
social transiencéClark & Soulsby, 1999).

The conceptual framework for the current reseandmf the institutional
understanding can be outlined as shown in Figure 5.
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Figure 5. Organizations in the Institutional Contex

One cannot really understand certain social phenamégthout understanding
both the historical events and the cultural meanityibuted to those events by
relevant actors (Sahlins, 1985). Still it is sudgdsthat there is a difference
between East and West. The reason for that “ifiertiht be the ongoing
transformation process or peculiarities of the ratculture (Steyrer et al, 2006).

It is certain that a large part of the peculiasited Estonian development and our
current situation is a result of our history. Asarf the smallest nations in the
Europe, Estonia has been notably tenacious invollp its path from a 19
century peasant society to a modern European goudtrring the last century,
Estonia endured two wars and five changes of palifpower, one of the largest
proportionate losses of a population in Europeasd one of the heaviest waves
of immigration. Estonia also lived through two elishifts during the 1940 —
1950s and the 1990s, which has been extremelygaxirhealth and integrity in
the society (Heidmets, 2007).

Understanding Estonian development phenomena e=gain overview of the
important stages of Estonian history starting fittwn period of the first Republic
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of Estonia. The following Table will give an oveew of Estonian history from
an institutional perspective.

Table 3. Estonian History from the Institutional Pespective (1919 — 2005)

Period Historical Event or Status Phase of
institutionalisation
1919 - 1940 Creation of First Estonip@reation of institutiong
Republic followed by a period o
stable institutions
1940 -1950 Soviet occupation De-institutionalisatio
and re-institutionalisation
1950 - 1980 Soviet rule Period of stable
institutions
1980 - 1987 More autonomy for enterprises Creatiof first new
institutions
1987 - 1991 Independent Economic Estopi@reation of new
movement toward independenceinstitutions
1991 Re-establishment of EstonigBe-institutionalisation
Republic
1991 - Transformation from plannedocial transience
economy to market economy
2005 Joining European Union

Source: adapted from Alas 2003

The creation of new institutions in Estonia stantgth Independent Economic
Estonia (IME) in 1987. Radical reforms in Estortiarted in 1987 — 1988 when a
group of theoreticians and practitioners debatedidiea of economic autonomy
for Estonia (Taaler, 1995).

Liuhto (1993) has observed the situation in Estoatathe beginning of
independence and has concluded that the indepemdehcEstonia has
emphasized national attitudes and thoughts. Theomeé of national feelings has
been extremely powerful, but this had developedinguiSoviet rule when
national managerial features were suppressed.

The establishment of the independent state of Estorl991 can be considered,
from the institutionalised perspective, as thequenf de-institutionalisation. De-
institutionalisation in society, which instigateperiod of social transience, calls
for transformational changes in organizations (Al& Vadi 2006).
Transformational changes need transformationaklesatt lead the change.

The fundamental idea behind this thesis is thaisframation in Estonia started

with the re-establishment of independence. Thissehaf transformational
development can be seen as having concluded in, 200dn Estonia joined
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European Union. The transformational changes veallréplaced by transitional
changes and integration into the EU and its arnaeges, laws and regulations.

CULTURE & HISTORICAL BACKGROUND

STATE

ORGANISATION

Leaders/managers

Values

Motivati

Practices & contingences

Institutions

Experiences and inheritance

Source: author

Figure 6. Organizations and Institutions in the Higorical Context

After providing an overview of the major theoretia@spects of leadership,
transformation and institutions in transformatitre author of current thesis will
now proceed with the country specific leadershipudgt in Estonian
organizations.
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4  LEADERSHIP RESEARCH IN ESTONIAN ORGANIZATIONS

4.1 Research Objectives and Hypotheses
4.1.1 Objectives

According to Kanungo & Mendonca, charismatic onsfarmational leadership
is best for responding to the needs of organizatiom highly turbulent
environments and in the context of the increasingajisation of businesses and
interdependence among nations (Kanungo & Menddr826).

By 2001 and 2003, when the GLOBE research wasechiout, Estonia had
already been free for more than ten years, andnitiator(s) of the research
assumed that the first results of development hexhdy been seen. Based on
that assumption and literature review, severalare$equestions and hypotheses
to find answers to country specific processes torta were constructed.

According to the GLOBE theoretical model, the doamn cultural values,

beliefs, assumptions and implicit motives endorbgdcultures provide shared
meaning to leader attributes and behaviour andniggional practices. They
provide meaning in the sense that selected behaviand organizational

practices are understood in a particular way irheadture and that the shared
meaning, values, beliefs and motives take on thastof norms, which are
socially learned, communicated, and enforced by beemof the culture. These
norms are cultural level variables that guide imlial behaviour and the
evaluation of such behaviour (House et al, 1996).

Fernandez (2002) found that the most effective Ca@e those whose values
were most like those of the company, rather thaséhwho had the greatest
knowledge of the company'’s industry. This leadsrie of the objectives of this
thesis — to find out whether the values are thmeesin both sub-groups under
investigation i.e. among company executives andrsliates.

Successful leadership depends on acting in accoedaith values that are also
endorsed by the group. People will only follow tlkead of individuals whose
prime values align with their own. Leadership isekational activity, and in the
absence of shared values the leader-follower ogistiip dissolves (Fernandez et
al, 2002).

One aim of the research was to find out whetheoritahs have shared values in
both of research groups; that is, are the valuesubbrdinates the same as the
values of their managers? Similar values guaramteemmon understanding of

leadership style and behaviour.
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Proceeding from that the following research questias formulated:

R1 — How can the value systems of Estonian compangutixes and their
subordinates be characterized?

To continue on from work related values, the thesmistinues to investigate
leadership in transformational Estonia. Certain rabiristics have served
leaders throughout history, such as the abilitgdoymunicate well, to earn the
trust of followers, and to inspire others to actiand these will still be important
(Nanus, 1989). What are the leader qualities inortah society in the
transformation process were leadership is espgciattded?

R2 — What were the characteristics of the Estonianagerileader during the
transformational period?

4.1.2 Hypotheses

According to Korhonen (2003), ethics is a cultuaatl normative phenomenon.
Being ethical means following accepted standarderims of one’s personal and
social welfare. Creating an ethical environmenhwéspect to employees is not
as simple as it might seem. Corporate ethics tiita might appear to foster
ethical behaviour in employees, but the successffoits to develop ethical
corporations also depends on other factors thhteén€e employee perception of
the ethics within a company (Weaver, 2004).

An organization’s internal ethical context can heffhurt key employee attitudes
and behaviours, such as employee commitment, gitiadrc behaviour and the
amount of unethical behaviour in an organizatiore@ér &Trevino 1999).

According to Pringle & Kroll (1997) employee commint and citizenship are
important to a company'’s overall success, becawesetand other intangibles are
not resources that can easily be replicated orhased “off the self” by a
competitor.

Based on the above statements, the author wantéuvéstigate subordinate
commitment and it relationships in transformatioBatonia. In this case, the
presumption is that Estonian subordinates are muetiv by ethical leaders and
that the leadership style does play an importdetirosubordinate commitment,
effectiveness and job satisfaction (SCES).
The following hypothesis was constructed:

H1 — Subordinate commitment, effectiveness and jolsfaation (SCES) is
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related to leadership style and ethical considemnati

According to Lang (2003), in transforming countréestable pattern of leadership
behaviour can be found instead of massive chamyesds Western behavioural
patterns of leadership. This cannot be explainegdigting to the change from
the “old system” to the new “Western system”. Crdtufactors and the

transformation process itself must be taken inteseration.

Liuhto stated in 1991 that certain research resuiticate that the Estonian
managerial culture was closer to the Finnish celtiitan to the Russian one,
despite the fact that Estonia was in the heart ahlement Sovieticus for fifty
years. Estonians have received a great deal ofigformfluence from the
Scandinavian countries (Liuhto, 1991). Despitedtiiet regime and oppression,
Estonians already practiced their own methods ohagament before the
liberation process.

Based on the assumptions stated by Lang and Liuhi®, following two
hypotheses were constructed:

H2 — The leadership style practiced in Estonia dutimg period between re-
gaining independence and joining the EU can bedatansformational.

According to social scientists, behaviour is a figrcof the meaning of a given
situation. Participants in social events bring tem prior meanings and
stereotypes, which can be understood only in afst and cultural context
(Sahlins, 1985). One of the theoretical assumptidritbe GLOBE project is that
leadership is seen as socially constructed by neeaand followers as well as
by culturally based assumptions about good andteféeleadership.

A useful way to look at people in organizationsnigerms of the socialization

they have received before joining the organizatom the socialization they

receive at work. Differences in socialization explerhy equally gifted persons

will act quite differently in a given situation. lime socialization process, four
elements of culture are transferred (from supeaffim deep) — symbols, heroes,
rituals and values (Pucik et al, 1993).

Socialization theory supports the idea of a leatmatthviour that is supported by
role models from past and present in politics as@hemy. Successful leadership
therefore requires acceptance of style by theviahs and is in turn the result of
a leader's success (Steyrer et al 2006).

H3 - The leadership expectations in independent EstdrEive differences
compared to other EEC and neighbouring countries.
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In order to find the answers to these researchtigmssand support for these
hypotheses, the author of the current thesis dedidause the cross-culturally
established Global Leadership and OrganizationalhaBieur (GLOBE)
methodology and research tools.

4.2 GLOBE Structure and Methodology

The GLOBE research program is a worldwide, mulégd and multi-method
project. The concept of the research program ic@wed with leadership and
organization practices and was conceived in thensemof 1991. In 1993, the
recruiting of GLOBE country co-investigators (CClg) collect data in 62
regions began.

4.2.1 GLOBE Structure

Phase 1 involved setting and testing questionnained building research
concepts. Phase 2 (GLOBE 2) concentrated on clijftueadorsed leadership
perceptions and organizational, societal and alltwalues and practices. Phase
3 (GLOBE 3) was a CEO study, investigating practit@adership behaviours,
work related values, subordinate motivation, commaitt, and the self-
perception of managers and their work related walaemd motives. Figure 7
shows the sequence of different phases of the GL@B}ect.

Phase 1
Setting and testing questionna

A 4
Phase 2

Culturally endorsed leadership perceptign
organizational & cultural values

A 4

Phase 3
CEO study & Practiced leadership

Source: author

Figure 7. Phases of the GLOBE Project
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The fieldwork was carried out by CCls responsildeléadership of the project
in a specific region in which they have experti3éeir activities include
collecting quantitative and qualitative data, emsyr the accuracy of
guestionnaire translations, writing country specifescriptions of their cultures,
interpreting the results of quantitative data rafgvto their culture, and
contributing insights from their unique cultural rggectives to the ongoing
GLOBE project. In most cases, CCls are nativehefcultures from which they
are collecting data and reside in that culture @doet al, 2004).

Estonia joined the project in 2001, and starteatdnyying out phase 3 (GLOBE
3), and phase 2 (GLOBE 2) was carried out late2d@3. This research paper
presents the culturally endorsed leadership pemreptrom phase 2, and the
practiced leadership behaviours, work related waleé subordinates and
managers, and motivational issues from phase 3.

In 2004, “Culture, Leadership, and Organizationee TGLOBE Study of 62

Societies” was published by Sage Publications baseghase 2 results of the
GLOBE project, where the main focus was on orgditi@al and societal culture
and desirable leadership. As opposed to that mthdit, this research also
concentrates on perceptions of current leadersttich was part of phase 3 of
the GLOBE project. Nothing has been officially pgabed from this part of the
project. Work related values and subordinate comenit, effectiveness and
satisfaction, which was part of the GLOBE questar is the basis for

interpretations developed by the author in thiskwdrme author includes the
analysis of interviews carried out with CEOs, dgrthe fieldwork of phase 3 at
the end of 2001, as part of the current researphrpa

4.2.2 GLOBE Methodology

One of the significant questions addressed by thgq concerns differentiating
attributes of societal and organizational cultufBse GLOBE methodology has
identified nine major attributes of culture and giwbal leader behaviours from
culturally endorsed implicit theories of leaders{@LTs) (House et al, 2004).

These culturatlimensionsserve as the independent variables anduareertainty
avoidance; power distance; institutional collecswi; in group collectivism;
gender egalitarianism; assertiveness; future orion; performance orientation;
humane orientation.

In the studies carried out by the author, the iedéent cultural variables are not
investigated. Instead the focus is on dependermblas consisting oadership
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dimensionsderived from culturally endorsed implicit leadepstheory (CLT).

The GLOBE Leader Attributes and Behaviour Questiamn(LBQ) include 112
leader attributes and behaviour items. Leaderbatgs are rated 1 through 7
with 1 indicating "This behaviour or characterigi@atly inhibits a person from
being an outstanding leader" to a high of 7 indligat'This behaviour or
characteristic contributes greatly to a person deam outstanding leader".
Examples of the LBQ items are presented in AppeBdikhese items are based
on a review of the leadership literature as wellirdings relevant to leadership
resulting from focus groups, interviews and medialgsis. Factor analysis
yielded 21 leadership subscales. A second ordésrfanalysis of the 21 scales
yielded four factors. Two of the factors were suimtid into two subscales each,
thus yielding six global leader behaviour dimensi@douse et al, 2004).

In addition to the leadership issues, the reseanastigates work related values
also using a 7-point scale for ratings. The respecguestions in the
guestionnaire together with response alternativesisied in Appendix 8.

4.2.3 Global Leadership Dimensions

The above mentioned global leadership dimensioadadrelled and defined as
follows:

Charismatic/Value-Based Leadership

A broadly defined leadership dimension that reflettte ability to inspire, to
motivate and to expect high performance outcon@s fithers based on firmly
held core values. The GLOBE Charismatic Value-Bdsadership dimension
includes six leadership subscales labelled (apnrésiy, (b) inspirational, (c)
self-sacrifice, (d) integrity, (e) decisive, anjiferformance oriented.

Team-Oriented Leadership

This is a leadership dimension that emphasizestefée team building and

implementation of a common purpose or goal amomgntenembers. This

leadership dimension includes five subscales labe{h) collaborative team
orientation, (b) team integrator, (c) diplomatid) (alevolent (reverse scored),
and (e) administratively competent.

Participative Leadership

This is a leadership dimension that reflects thgre® to which managers
involve others in making and implementing decisionBhe GLOBE
Participative leadership dimension includes twossales labelled (a) non-
participative and (b) autocratic (both reverse aedhr

52



Humane-Oriented Leadership

This is a leadership dimension that reflects supgorand considerate
leadership, but also includes compassion and gsiteroThis leadership
dimension includes two subscales labelled (a) ntgdesid (b) humane
orientation.

Autonomous Leadership

This is a newly defined leadership dimension tledéns to independent and
individualistic leadership attributes. This dimemsiis measured by a single
subscale labelled autonomous leadership, consistifig individualism,
independence, autonomy and unique attributes.

Self-Protective Leadership
From a Western perspective, this newly defineddestdp behaviour focuses on
ensuring the safety and security of the individaatl group through status
enhancement and face saving. This leadership dioremludes five subscales
labelled (a) self-centred, (b) status consciouy,c@flict inducers, (d) face
saver, and (e) procedural.

The GLOBE project understands and expects thaevaduative and semantic
interpretation of the term leadership and the waysvhich leadership and
organizational processes are enacted are likelyaty across cultures. This
means that some aspects of leadership are uniyeesalorsed as effective or
ineffective.

4.3 The Empirical Leadership Study in Estonian Organizdions During
the Years 2001 and 2003

4.3.1 Estonian Phase 1in 2001 - Actual Leader Behaviour

4311 Sample Design

In the context of the current research paper, phaxfehe Estonian research was
carried out in 2001 (GLOBE 3, phase 3 in the cantéxGLOBE).

According to the GLOBE research methodology, thepa had to consist of 40
chief operating officers (CEOs) from companiesavgér organizations. Half of
them had to be entrepreneurial CEOs — leadingnapany they established
themselves — and the other half had to be “hire@€. Heads of divisions in
domestic companies were not considered CEOs andadliqualify for inclusion
in the sample, but heads of international compawe® considered to be equal
to CEOs of local companies. The rationale for thas that the divisions of
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international companies doing business in Estoreafar enough removed from
the influences of the parent company that theybeaoonsidered independent.

The same independence could not be afforded tbrdrech or division managers
of local companies. The number of employees worlimgthe organization
included in the sample had to be at least 25.

To include 40 CEOs, it was decided to create a sdraelarger sample than the
required minimum.

An analytical survey design rather than the repegive descriptive survey
design (Oppenheim, 2003) was chosen. As an inititdo the research, the
author focused more on finding explanations andaagons between different
factors, and also predictions, rather than enunoerat

Thus, a sample of 63 companies was formulated bglora selection from the
database based on the Top 100 of Estonia's mostssfal companies in 2000,
published by the Estonian business daily newspAppéev.

The fieldwork interviewers were Estonian Businessd®| students, who carried
out both qualitative and quantitative researchcése any of those students
worked in a company meeting the methodology requérgs, he/she was
allowed to carry out the research in that company.

Of these 63 randomly selected companies, not aéeagto participate in the
research. Mainly there were 2 types of refusatstlyi, the management stated
they currently very busy e.g. in the middle of betilgg process (the fieldwork
was carried out in the third quarter of 2001), aedondly, a significant reason
was that there had just recently been some kimdsgfarch.

In Table 4, an overview of the Estonian researchpais given:

Table 4. Sample Overview

Companies
Research Database 100
Random Sample Size 63
Minimal Target Sample Size 40
Completed Research Kits 44

In each company aesearch kit was used that in Estonia consisted of the
following instruments:
e Semi-structured qualitative interview questions,
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o 4 different quantitativejuestionnaires:
0 One CEO questionnaire
o For direct subordinates, two different questiore®i€ and D
o For executive colleagues, questionnaire E

Questionnaire E is not used for the current thastbwas excluded.

The original version of the research kit was in lihgand was translated into
Estonian by the author of the thesis. One requintnué the research was
organizing a return translation from Estonian iBtwlish to guarantee maximum
possible preciseness of the Estonian version. mae" English version was sent
to the cross-cultural research expert at Whartosiriss Schochnd comments
and corrections were implemented into the Estolsiaguage survey instruments
before the fieldwork started.

4.3.1.2 Field-work

The students were organized in work groups of twoesearch teams — and the
task for each team was to carry out the fieldwdrthe research project in one of
the companies.

The research team had to carry out the qualitatteeview with the CEO, and to
deliver the questionnaire to the CEO who was as&dfil in the questionnaire
on the spot. All the interviews were tape-recorded written transcriptions of
each had to be prepared afterwards.

The methodology suggested distributing three C thngle D questionnaires to
ensure at least two C and two D questionnaires wemgpleted by subordinates
of each company.

So additionally, the assistance of each CEO waglgofor distributing the
guestionnaires to his/her subordinates. S/he ysgalle the contact details of the
subordinates (more names were given than questresrdistributed to keep the
sample random) to receive the questionnaires.

Receiving this full support from the CEOs made uicim easier for the research
teams to obtain the completed subordinate questices) which enabled them to
complete the necessary kits. The total number ofpteted research kits was as
follows in Table 5.
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Table 5. Distribution of Research Kits

Year 2001 CEO CEO Question | Question | Question
Interview | Questionnaire | naire C naire D naire E*

CEO 44 44

Subordinated 87 87 86

* - not used in the current thesis

4.3.1.3 The Respondent Characteristics of Actual Leader &haviour
Sample

CEO Characteristics- the total number of CEOs was 44. The charatitesisf
the CEO were sought during the qualitative intemgie The overview of the
interview questions is given in Appendix 2.

The age distribution of the CEOs is based on tiheglinate evaluations and is
shown as follows in Table 6.

Table 6. The approximate average age of CEOs based evaluations

Age group %

20-30 years 13

31-40 years 38

41-50 years 29

51-60 years 14

N/A 6

Source: author’s calculation

Subordinate Characteristics— the sample used for evaluating the current
managerial behaviour in Estonia consisted of 18Bardents described in Table
7

Table 7. Respondent characteristics

Gender %
Men 60
Women 40
Age Years
Mean 36.9
Mode 30
Min

Max 71
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Source: author’s calculations

In the breakdown of company departments, the refgds can be described as
shown in Table 8.

Table 8. The departmental distribution of respondets

Department %
Sales and Marketing 17
Finance & Accounting 15
Operations 13
Not exactly stated 55

Source: author’s calculations

While talking about their education, the responsdédratd to state how many years
they have spent on their education. The group opleeover 30 years when the
field research was carried out received their sgapn(gymnasium) education
mainly during Soviet times or at the beginning aflependence, and their
university degree also either during Soviet tim&satveady in independent
Estonia. In order to receive a secondary educatlemen or twelve years are
needed and for a university degree five years eeeled.

Based on the statements of the respondents we/edctie following results are
shown in Table 9.

Table 9. Estimated educational background

Years spent on| Level %
education
15-17 Higher i.e. Bachelor 53
18 -20 Master degree or equal 8.7
(or two higher
educations)
NA 38.3

Source: author’s calculations

4314 Structure of questionnaires

The semi-structured interviews carried out with @EOs consisted of 10-12
questions depending on whether the CEO was anpeatreurial manager/leader
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or a paid manager/leader. An overview of the ingwvquestions is given in
Appendix 2.

The CEO questionnaire consisted of the followingga
e 13 questions about organizational change
e 17 questions about the importance of organizationalomes

The subordinate questionnaires C and D consistdtedbllowing sections:

e Leadership behaviour

e Reactions and views about the organization

e Importance of organizational outcomes

e Respondent characteristics
Complete research kits including interviews, cortgleCEO questionnaires as
well as questionnaires from subordinates (i.e. éaoh from types C, D and E)
were received from 44 companies. Thus, the engbigart of Phase 1 (GLOBE
3) is based on 44 completed research kits includingt subordinate
guestionnaires.

4.3.2 Estonian Phase 2 in 2003 — Desirable leader behawro

4321 Sample design

In the context of this research paper, phase Betistonia research was carried
out in 2003 (GLOBE 2, phase 2 in the context of GE).

Data collection was organized in the same way athfofirst phase, with the help
of third year business students at Estonian BusiSehool. This time no research
teams were formulated, as no qualitative interviemere necessary. Every
student had to take the questionnaire to the coynpeaishe was currently

working at, enter the data to the necessary teemplamd write a basic summary
about the company. Again, an analytical surveygiesias used rather than the
representative descriptive survey design (Oppeni2id3).

For quantitative data collection, there were twoety of questionnaires used. The
reason for having two different types was thatéheere too many questions and
it would have taken respondents too long time tmmete them. During the data
collection period it was necessary to follow thderthat about a half of the
respondents at each organization had to fill inghestionnaire called Alpha, this
time, and the other half, the questionnaire caleth.

The total number of completed questionnaires isvshia Table 10.
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Table 10. Distribution of questionnaires

Year 2003

Number received

Questionnaire Alpha

95

Questionnaire Beta

75

Total

170

4.3.2.2 Respondent characteristics

To evaluate leadership dimensions, 170 questioesiairere delivered, among
the middle managers of the enterprises, and laléxcted from the respondents
characterized in Table 11.

Table 11. Respondent characteristics

Gender %

Men 53
Women 47
Age Years
Mean 35.5
Mode 32
Min 21
Max 61

Source: author’s calculations

The distribution of respondents between differeattars can be seen in

Table 12.

Table 12. Distribution of respondents by economicextors

Economic sector

%

Telecommunications 2b
Shipping (high-speed ferries) 25
Food processing 2B
Production 16

Financial services

1>2)

Source: author’s calculations
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The working experience of the respondents varigd/den 2 and 40 years, the
mean of working experience was 14.4 years and theen® years of working

experience. Manager experience varied from not go@inmanager at all (6

respondents) to the maximum of 38 years (1 respuipde

4323 Structure of questionnaires

Both Alpha and Beta questionnaires had five sestairguestions:

Questionnaire Alpha consisted of the following fsections:
Organization as is

Leader attributes

Organization should be

Leader attributes (continued)

Demographics

arwNE

Questionnaire Beta consisted of the following festions:
Society as is

Leader attributes

Society should be

Leader attributes (continued)

Demographics.

arwNE

Sections 2, 4 and 5 were identical across the ®vsians, while the first and the
third section depended on whether the responderst @zmnected with the
organizational or societal culture. The organizalaand societal cultures are not
investigated in this thesis, but as such data whsated during the fieldwork, but
it is not used for the current thesis.

It must also be mentioned that by 2003 the cro#isi@al research for GLOBE 2
was already complete in the remaining participatingntries, thus, phase 2 of
the Estonian research is not part of the generdBH. 2 phase. The collected
data from the Estonian phase 2 (GLOBE phase 2)pnasessed and analysed
by the author for the current thesis.

4.4 Results of the Survey
The first objective of current thesis is to invgate work-related values in

transformational Estonia. The values were measduedg the survey in 2001 in
both investigated subgroups — managers/leadersudmtdinates.
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To measure the work-related values the sectidiihe importance of
organizational outcomefrom the subordinate questionnaires C and D abasel
from the CEO questionnaire were used. The questieftnging to the section
are shown in Appendix 6, and are naméalue Scalesn the context of the
current research

In Chapters 4.4.2 and 4.4.3, thé&due Scalesare reduced to new latent factors
using the factor analysis in order to find relasibips between different
phenomena.

In Chapter 4.4.4, actual leader attributes werdyaad based on the calculated
mean values. Secondly, in order to find relatiopshbetween different

phenomena these leader attributes were reduceketmdw factors named —
Leadership Styles using the factor analysis.

In Chapter 4.4.5, subordinate commitment, effecidgs and satisfaction (SCES)
is described by using mean values. SCES and iteextions in regard to

managerial and subordinate values and leadershyje sire tested using

correlation analyses. Also, regression models efitthpacts of the factors were
constructed in Chapters 4.4.5.1, 4.4.5.2 and 84.5.

In Chapter 4.4.6, SCES and its connections to atltionsiderations are tested
also using correlation analyses and regression Isaofethe impacts of the
factors were created.

Chapter 4.4.7 is dedicated to the preferred leadleibutes (expectations) in
Estonia. The preferred leader attributes were aediybased on the calculated
mean values. For a comparison of the differenced wiher East European
Countries (EEC) a z-test is used.

4.4.1 Value Scales

As the work-related values were measured in maradfieader and subordinate
subgroups, the average group mean values for hdthreups were calculated
based on the received data.

The values have been measured on a 7-point schkerew/ means that the
statement/question asked is the most important! ¢fiea factors, and 1 means it
is not important at all.

The results with all the descriptive statistics mesented in Appendix 7.

Below, the same table presenting the mean valudssnending order has been
given, being divided into four smaller tables, edebcribing a certain section.

First, Table 13 shows evaluation 6 meaning thastheement/question is always
especially important.
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As we can see the evaluations in both sub-groupsvary similar, only
"employee professional growth and development” lbager ratings from the
subordinate subgroup.

Table 13. Especially Important Work Related Valueqscale 1...7, evaluation
6)

Managerial | Subordinate

The Value Scale Mean Mean
Customer satisfaction 6.16 6.16
Employee professional growth and development 5.84 5.53
Effect on product quality 5.84 5.89
Effect on firm profitability 5.75 5.70
Effect_on _the long term competitive ability of the 560 565
organization

Source: author’s calculations

Next, Table 14 shows evaluation 5, meaning thais ielmost always very

important. In this section, the subordinates gagédr ratings for the effect on

sales volumes, also the employee relationship ssate rated higher than in the
managerial subgroup. Ethical considerations, whighof special interest to the
current thesis, are rated quite similarly.

Table 14. Very Important Work Related Values(scale 1...7, evaluation 5)

Managerial | Subordinate

The Value Scale Mean Mean
Effect on sales volume 5.43 5.61
Cost control 5.43 5.47
Effect on relationships with other organizations 5.30 5.14
Employee relations issues (employee well-being 530 551
safety, working conditions) ) )
Ethical considerations 5.25 5.27

Source: author’s calculations

In Table 15, evaluation 4 on the 7-point scaleosstdered the neutral zone and
in the context of the current research the statésnare considered generally
important.

As we can see, environmental issues and welfatieediocal community as well
as the nation are all of no special importance. @ffiect on female employees
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has received even lower rating than the mean vluee. towards a rating of
little importance.

Table 15. Generally Important Work Related Values(scale 1...7, evaluation
4)

Managerial | Subordinate
The Value Scale Mean Mean
Effect on the environment 4.45 4.33
The welfare of the local community 4.34 4.18
Contribution to the economic welfare of the nation 4.18 4.01
Effect on female employees 3.59 3.86

Source: author’s calculations

In Table 16, scores of 3 mean ‘a little importanid scores of 2 mean 'of little
importance'. These low ratings were given in respoio statements/questions
about minority employees and faith related issues.

Table 16. Slightly Important Work Related Values(scale 1...7, evaluation 3
and 2)

Managerial | Subordinate
The Value Scale Mean Mean
Effect on minority employees 3.00 3.25
g(l)e(:jasmg, respecting, not offending a divine b&ing 251 2 46

Source: author’s calculations

Lastly, rating 1 meant that the statement/quesoaf no importance, and in
both subgroups of the current research this evaluatas given to theffect of
supernatural forcesln the managerial subgroup the mean value w& -1a®d
in the subordinate subgroup 1.58.

4.4.2 New Value Factors

To formulate scales with reduced, latent factorfactor analysis was carried out
(principal component, varimax rotation) of the tath17 initial value scales in

both subgroups. As a result, new factors in bottgmups were formulated. In
order to develop subscales for measuring attitudesis were selected with a
factor load for this particular factor above [0.30)d a load for other factors
below [0.30].
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4421 New Managerial Value Factors

In managerial subgroup five, new factors were fdatad, and the result of the
factor analysis is presented in Appendix 8.

The first factor, Figure 8welfare and relationships;onsists of the following
items: economic welfare of the local community, rmmic welfare of the nation,
effect on female employees,

employee relations issues such as employee welgpeaffect on/of minority
employees.

Economic welfare of the local community |091

Economic welfare of the nation |0,89

Effect on female employees | 0,65

Employee relations issues such as enployee |
wellbeing

Effect onfof minority employees |05

Source: author

Figure 8. Structure of Welfare and Relationships(scale —1 ... 1, presented
from 0)

The second factor, Figure 8thics, environment and competitivenesmsists
of: ethical considerations, employee professionaivth and development, effect
on the environment and effect on long-term competitability of the
organization.

Ethical considerations | 0,74
Enployee professional growth and development | 0,7
Effect on the environment | 0,65

Effect on long-term competitive ability of the |
organization

Source: author

Figure 9. Structure of Ethics, Environment and Competitiveness(scale -1 ...
1, presented from 0)
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The third factor, Figure 1Qgroduct qualityand customer satisfactiorgonsists
of: effect on product quality, customer satisfactiand effect on relationships
with other organizations.

Effect on product quality 1073

Customer satisfaction |065

Effect on relationships with other organizations |05

Source: author

Figure 10. Structure of Product Quality and Custome Satisfaction (scale —1
... 1, presented from 0)

The fourth factor, Figure 1supernatural forces;onsists of two items: effect of
supernatural forces and pleasing, respecting, ffetading a divine being.

Effect on supematural forces |085

Pleasing, respecting, not offending a divine being 0,64

Source: author

Figure 11. Structure of Supernatural Forcegscale -1 ... 1, presented from 0)

The fifth and last factor, Figure 12, under the ndanagerial Value Factors is
profitability of the companygonsisting of three items: cost control, effecttioa
firm’s profitability and effect on sales volumes.

Effect on the firm's profitability |077

Effect on sales volumes |0,65

Cost control |041

Source: author

Figure 12. Structure of Profitability of the Company (scale -1 ... 1, presented
from 0)
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44272 New Subordinate Value Factors

In this subordinate value subgroup, six new facteese formulated, and the
result of the factor analysis is presented in Apipef.

The first factor, Figure 13product quality and competitivenesspnsists of:
effect on sales volumes, effect on the firm's gedfility, effect on product
quality, effect on long-term competitive ability tife organization and effect on
relationships with other organizations.

Effect on sales volumes |083

Effect onthe firmis profitability |0,72

Effect on product quality |0,66

Effect on long-term competitive ability of the |
organization

Effect onrelationships with other organizations |057

Source: author

Figure 13. Structure of Product Quality and Competiiveness(scale -1 ... 1,
presented from 0)

The second factor, Figure 14conomic welfareconsists of: the economic
welfare of the nation, the economic welfare of theal community and cost
control.

Econommic wetfare of the ration |086
Economic welfare of the local community |083
Cost cortrol 049

Source: author

Figure 14. Structure of Economic Welfarg(scale -1 ... 1, presented from 0)
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The third factor, Figure 15, isupernatural forceswhich consists of: effect on
supernatural forces and pleasing, respecting, ffending a divine being.

Effect onsupermetural foroes |ogL

Pleasing, respecting, not offercing a divine being |07

Source: author

Figure 15. Structure of Supernatural forcegscale -1 ... 1, presented from 0)

The fourthfactor, Figure 16, under the new Subordinate Vdtaetors was
employee and customer satisfactiomhich includes employee professional
growth and development, employee relations issuels &8s employee well-being
and customer satisfaction.

Employee professional growth and development |0,8
Employee relations issues such as employee | | 057
wellbeing | '
Customer satisfaction 10,54

Source: author

Figure 16. Structure of Employee and Customer Satiaction (scale -1 ... 1,
presented from 0)

In the managerial questionnaire, questions conegrminority groups
were part of the welfare factor combined with naglband local welfare,
but in the case of subordinates the issue of ntinaioups formed a
separate, fifth group, Figure 1&ffect on minority groupsonsisting of
two questions: effect on female employees and efte¢of minority
employees.
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Effect on female employees |0.86

Effect on/of minority employees 10,79

Source: author

Figure 17. Structure of Effect on Minority Groups (scale —1 ... 1, presented
from 0)

Lastly, the sixth group, Figure 18, washics and the environmeiricluding
effect on the environment and ethical consideration

Effect onthe ervironment 081

Ethical considerations 0,67

Source: author

Figure 18. Structure of Ethics and Environment(scale -1 ... 1, presented
from 0)

4.4.3 Actual Leadership Perception

To investigate the leadership situation in trarmsfog Estonia, research into
actual leader behaviour was also carried out in120he subordinates were
asked about 85 questions about the behaviour of Menaging Director/Chief
Executive Officer. We asked them to give ratingstfi@ leader behaviour on a 7-
point scale where 7 expressed “absolutely agre®l, Jaexpressed "absolutely
disagree”. These questions were composed for diftefeader attributes as
shown in Appendix 1.

A total of 174 subordinates evaluated their marmgartotal 44). The results are
shown in the following three tables.

The tables are constructed keeping in mind the mahres of the perception of

the leader attribute, so Table 17 contains théatts, presented in descending
order according to mean value, considered by therdinates as "used leader
attributes”.
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Table 17. The Perception of Estonian Managers — Udd_eader Attributes
(scalel...7)

Leadership item Mean SD
Information Source 5.609 0.742
Shows Self-Confidence 5.539 0.71%
Decisive 5.497 0.692
Integrity 5.410 0.613
Visionary 5.390 0.714
Communicator 5.360 0.669
Administratively Effective 5.351 0.795
Performance Oriented 5.314 0.766
Team Oriented 5.167 0.685
Intellectually Stimulating 5.076 0.54(
Charismatic effects 4997 0.679
Diplomatic 4.986 0.574
Inspirational 4.857 0.58(
Role Clarification 4,792 0.661
Humane 4,791 0.751
Bureaucratic 4,612 0.514
Face Saver 4581 0.728
Follower Confidence 4551  0.601

Source: author’s calculations

The second, Table 18, shows those attributes,jmmldescending order according
to mean values, based on subordinate statement® ey do not agree nor
disagree with the statements about leader behavidwg author of the current
research set the neutral zone between evaluatibrdodvn to 3.5.

Table 18. The Perception of Estonian Managers — Naal Evaluation (scale
1...7)

Leadership item Mean SD
Calmness 4.488 0.716
Power Sharing 4468  0.564
Fair 4.360 0.544
Directive 4.353 0.57(
Status conscious 4.351 0.604
Risk taker 3.802 0.723
Autonomous 3.611 0.624
Autocratic 3.50p 0.758

Source: author’s calculations
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The evaluations lower than 3.5 by subordinatesdiréndicate that subordinates
do not agree with these statements about leadewinefn. If the subordinates do
not agree with the statement, that can lead toctireeclusion that these are
attributes that are not used by the manager/leaddmese statements are
collocated into table 19.

Table 19. The Perception of Estonian Managers — Naised Attributes (scale
1...7)

Leadership item Mean SD

Indirect 3.349 0.95(
No contingent praise 3.174 1.03(
Self-Protective 3.138 0.68"5
Malevolent 2.514 0.666

Source: author’s calculations

4.4.4 Leadership Styles in Transformational Estonia

Based on the perceptions about actual leaderstnipuaies, a factor analysis was
also carried out (principal component, varimax wilaiser normalization
rotation) for the 30 attributes to find empiricatlyounded factors of leadership
styles in transformational Estonia. In the analyalisattributes are included.

Although some initial leader attributes had loadsrc0.4 with more than one
factor, the subscales for each factor were compusaay all the variables that
had their highest load with a particular factor.

All the attributes in the factor analysis, excepé ¢fair in the stylevisionaryand
team oriented leadgr are significantly related. The attributair has a weak
connection (0.39) and can be excluded from thevfact

Six new summarized variables (factors) were catedlausing the original
attributes. The complete result of the factor asedyis shown in Appendix 8.

These new factors are considered to be countryfgpemd the six new different
leadership style factor structures are shown urég 19 to 24.

The first leadership style is based on the firstdaand is calledisionary and
team orientedeader. The leader attributeésionaryhad the highest score (factor
score 0.89) in the factor, followed by attributdmrismatic effectéfactor score
0.84),inspirational (factor score 0.84) ardkcisiveneséfactor score 0.82).
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The attributeseam orientationrole clarification, communicatorand integrity
had loadings with other factors also, but as tlgédst score was with the first
factor,visionary and team orientateédese were left as part of the first factor.

The attributefair also initially loaded to igionary and team orientatedut as
mentioned before, there was a weak connectionitavak excluded.

Figure 19 shows the structure of the faatisionary and team orientatddader
with leader attributes and factor scores.

Visionary 0,89
Charisetic effects 0,84
Inspirational 10,84
Decisive 0,82
Performance Oriented 10,78
Informetion Source | 10,77
Intellectually Stimuiating | 10,74
Team Qriented 10,72
Shows Self-Corffidence | 10,66
Role Clarification | 10,59
Administratively Effective | 10,58
Communicator | —
Integrity 051

Source: author

Figure 19. Structure of Visionary and Team OrientedLeader (scale -1 ... 1)

The second leadership style, based on the secotwt,fés calledBureaucratic
Leader The attributes that loaded to that factor weaeef saver, status
conscious, bureaucratic and diplomatic. Figure Bows the structure of the
factor Bureaucratic Leader with leader attributed tactor loads.

Face Sawer | 10,73
Status conscious | 10,73
Bureaucratic | 10,62
Diplometic 10,57

Source: author

Figure 20. Bureaucratic Leader(scale -1 ... )
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The third leadership style is based on the thicddoiaand is calledAutonomous
Leader The attributes scoring to that factor were Malemt, Autonomous and
Follower confidence. The attribute Humane had aatieg score. Figure 21
shows the structure of Autonomous Leader with leattributes and factor
loads.

Melevolent 10,71
Autononous 10,7
Follover Confidence 047
Humane -0,68|

Source: author

Figure 21. Autonomous Leadel(scale -1 ... 1

The fourth leadership style is based on the fotattior and is calledPower
SharingLeader The attributes that loaded to that factor wesdnbess and
Power sharing, and the attribute Autocratic hadegative score. Figure 22
shows the structure of Power Sharing Leader wittulde attributes and factor
loads.

Cammess ]0,82
Power Sharing 10,59
Autocratic -0,74]

Source: author

Figure 22. Power Sharing Leadefscale -1 ... 1

The fifth leadership style is based on the fiftotés and is calledRisk Taking
Leader The attributes that scored to that factor werskRaker, while the
attribute Self-protective had a negative scoreuf@d@3 shows the structure of
Power Sharing Leader with leader attributes antbfdoads.

Risk taker ]0,78
Self Protective -0,64[

Source: author

Figure 23. Risk Taking Leader(scale -1 ... 1)
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The sixth and last leadership style is based onstkiéa factor and is called
Directive Leader The attributes that scored to that factor weom Montingent

praise, Directive and Indirect. Figure 24 showsdtracture of Directive Leader
with leader attributes and factor loads.

Non contingent praise 10,78
Directive 10,57
Indirect 10,53

Source: author

Figure 24. Directive Leader(scale -1 ... 1)

4.45 Subordinate Commitment, Effectiveness and Satisfaicin

Subordinate Commitment, Effectiveness and Satisia¢SCES) was measured
with a special set of questions during the survefd01. This set consisted of 11
questions nametlYour reaction” (Appendix 4), and was measured on a 7-point
scale, and as a result the mean value of all ofi thas calculated.

The mean result for the commitment and satisfaabibEstonian employees in
the companies was 5.152 (SD=0.479; min=3.925 antg-850).

SCES was studied also in regard to the three diftecorrelations — firstly, in
relation to management values; secondly, in refatiosubordinate values; and
thirdly, also in relation to management percep(icgadership Styles).

4451 Relationships to managerial values

Correlation analysis of single value managerial karetated value items and
subordinateSCESat a significance level of 0.01 exhibits positiverrelations

with the valueseffect on relationshipsvith other organizationgr= .292) and

effect on product qualitgr= .255).

At a significance level of 0.05, there were alsareations with customer
satisfaction

(r=.186),employee professional growth and developnfent181) anceffect on
the environmengr= .197).
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Correlation analysis of managerial value factorewsdd a relationship between
SCESand the managerial value factgr®duct qualityandcustomer satisfaction
(r=.33).

The linear regression analysis (stepwise method) weed to predict the impact
of different factors on the dependent facBZES The method constructed two
models (Appendix 12.1). In Model Broduct quality and customer satisfactisn
included since it has a positive impact (Beta=0)380the dependent factor. The
factor Profitability of the compangdded to Model 2 had a negative impact, while
the impact ofProduct quality and customer satisfactiomreased.

The other factors welfare and relationshipsethics and environmenlong-term
perspective andupernatural forcesvere removed from the analysis.

Table 20. Models of the Relationship between SCE® @& Managerial Values

Standardized | Factor Sig. Model R?
Beta
Model 1 Product quality] .330 .000 .109
and customer
satisfaction
Model 2 Product and .376 .000 .145
customer
satisfaction
Profitability of | -.196 .010
the company

Dependent Variable: Commitment, Effectiveness atidf&ction

Model 2 predicts 15 % of the respondents' ratimgsSCES expressing the
tendency that higher ratings are giverPtoduct and customer satisfactioand
lower ratings toProfitability of the company— higher ratings would also be
given toSCES.

4452 Relationships to subordinate values

To find out how the values of subordinates influeniceir SCES,a correlation
analysis was also done of subordinate work-relagddes single items and value
factors.

According to the single items, the analysis showed SCESwas related at a
significant level of 0.05 to the subordinate valoastomer satisfactio(r= .158),
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economic welfare of the natidn= .163) ancemployee professional growth and
developmentr=.189).

The correlation of subordinate value factors al$mwed a weak (p<.05)
connection witremployee and customer satisfact{on .162).

The linear regression analysis (stepwise method) wsad to predict the impact
of different factors on the dependent facBLES.The method constructed one
model (Appendix 12.2). In this mod@mployee and customer satisfactitad a
positive impact (Beta=0,176) on the dependent facto

Table 21. Model of the Relationship of SCES to Subdinate Values

Standardized | Factor Sig. Model R?
Beta

Model 1 Employee and .176 .025 .031
customer
satisfaction

Dependent Variable: Commitment, Effectiveness atidf&ction

The model predicts 3% of the respondents' ratifgS@ES throughemployee
and customer satisfactio@nd considering the relatively small sample sike,
stepwise method may not be the best for removiaddhbtors that might have an
impact on the dependant factor in a larger sample.

4453 Relationships between leadership style and subordite
commitment, effectiveness and satisfaction

In order to discover how the leadership style ammiagagers influenceé3CES a
correlation analysis was conducted involving submig SCESand all 30 single
items describing subordinate perceptions of marsager

From the data presented in Table 15, it can be Semnfifteen of the thirty
leadership items are positively correlatedSIBESat a significance level of p <
.01. The first and most important items includsionary (r= .518),information
source(r= .466),administratively effectivér= .403),role clarifier (r= .357) and
charismatic employer (r= .354). Finally, commitment is negaly correlated
with the management styldirective(r= —.228).
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Table 22. Correlations of 15 leadership items to comitment, effectiveness
and satisfaction, and subordinate perceptions of meagement

r>0
Visionary .518
Information Source 446
Administratively Effective .403
Charismatic effects .354
Inspirational .351
Decisive 331
Intellectually Stimulating .329
Communicator .320
Performance Oriented .318
Integrity 314
Team Oriented 314
Fair 267
Shows Self-Confidence .262
Diplomatic 241
Directive -.228

Source: author’s calculations, p<.01

A correlation analysis was also conducted to discowhether there are
significant (p<.01) connections between the scalesagement/leadership style
(reduced factor scales) aB€ES The results of the analysis showed BEESs
positively correlated witkisionary and team oriented leaderslfig.499).

The linear regression analysis (stepwise method) wsad to predict the impact
of different factors on the dependent facBZES The method constructed two
models (Appendix 12.3). In Model Jjsionary and team oriented leades
included since it has a positive impact (Beta=0)499the dependent factor. The
factor risk taker,added to Model 2, had a negative impact, whileitiygact of
visionary and team-oriented leadieicreased.
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Table 23. Regression model of Subordinate CommitmegnEffectiveness and
Leadership Style

Standardized | Factor Sig. Model R?
Beta
Model 1 Visionary and| 0.499 0.000 0.249
team oriented
leader
Model 2 Visionary and| 0.504 0.000 0.271
team oriented
leader
Risk taker -0.148 0.030

Dependent Variable: Commitment, Effectiveness atidf&ction
Source: author’s calculations

Model 2 predicts 27 % of the respondents' ratimys SCES,expressing the
tendency that higher ratings are givervigionary and team oriented leadend
the lower ratings taisk taking leader— higher ratings would also be given to
SCES.

4.4.6 Ethical Considerations

In order to find connections with the subject of #thical considerations of top
managers and their direct subordinates, a comealamalysis was conducted.

The results of the correlation analysis showed #thical considerations in
management have significantly relevant connectigps .01) with the
subordinate values, customer satisfaction (r= .218) effect on product quality
(r=.213).

The subordinate value ethical considerations, dtshib significant negative
correlation with the managerial value, firm’s ptahility (r= -.202)

Correlation analysis of value factors showed tl&t managerial value factor
ethics, environment and competitiveness positively correlated to the
subordinate value factoemployee and customer satisfacti@a .276), but the

subordinate value factogthics and environments negatively correlated with
profitability of the compangt a significance level of p < .05 (r=-.169).

The linear regression analysis (stepwise method) wsad to predict the impact
of all 30 items describing how subordinates peediveir managers on the
subordinate work related value scathical considerationas a dependent factor.
The method constructed one model (Appendix ). His tmodelintellectually
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stimulating leadehas a positive impact (Beta=0.208) on the depdrfdetor.

Table 24. Model of Ethical Considerations and Rel@&nships with Leader
Perception

Standardized | Factor Sig. | Model R
Beta

Model 1 Intellectually .208 .008 .043
Stimulating

Dependent Variable: Ethical considerations

The model predicts 4% of the respondents' ratimg&thical considerations
through Intellectually stimulating leadeand, again, considering the relatively
small sample size, the stepwise method is not &s¢ for removing the factors
that might have an impact on the dependant fantarlarger sample.

In order to find out if there is a connection betwethe way managers are
perceived by their subordinates and the ethicabkidenations of subordinates,
two different correlation analyses were carried étfirst, a correlation analysis
between the subordinate value scetleical considerationgnd all the 30 items
describing how managers are perceived. As a re$ulhe analysis, only one
leadership itemintellectually stimulating(r=.208, p< .01) had a significant
connection with subordinate ethical consideratioifsere was a weak (p< .05)
connection between the leadership item diplomatic .(68), and a negative
connection with malevolent (r= —.160) and showielf-sonfidence (r=.190).

The next step was to find connections betweenuberslinate value factathics
and environmenand the leadership styles. As a result of thispanection was
found between the subordinates value faethics and environmerdand the
perception of managers pswer sharingr=.204, p<.01).

The linear regression analysis (stepwise method) weed to predict the impact
of different factors on theubordinate value factaethical considerationgs a
dependent factor. The method constructed one m@gelendix 12.5). In this
modelpower sharing leadehas a positive impact (Beta=0,204) on the dependen
factor.

Table 25. Model of Subordinate Ethical consideratins and Leadership Style

Standardized | Factor Sig. | Model R®
Beta

Model 1 Power 0.204 0.009 0.041
sharing

Dependent Variable: Ethics and environment
Source: author’s calculations
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The model predicts 4% of the respondents' ratirfgstluics and environment
throughpower sharing leadeand, again, considering the relatively small sampl
size the stepwise method is not the best for remgpthe factors that might have
an impact on the dependant factor in a larger sampl

A correlation analysis was conducted using thecatltionsiderations of managers
and all 30 items describing how managers are pexdepy their subordinates.
The results indicated that ethical consideratidn®@nagers are related power
sharing(r=.318, p< .01) antbllower confidencdr= .212, p< .01).

The linear regression analysis (stepwise method) wsad to predict the impact
of different factors on the managerial value faathrics and environmeras a
dependent factor. The method constructed one m@ggendix 12.6). In this
modelpower sharing leadehas a positive impact (Beta=0.244) on the dependen
factor.

Table 26. Model of Managerial factor Ethics with Lexdership Style

Standardized | Factor Sig. | Model R
Beta

Model 1 Power 0.244 0.002 0.054
sharing

Dependent VariableEthics and environment and long-term perspective
Source: author’s calculations

The model predicts 5% of the respondents' ratifigghocs and environmemind
long term perspectiveahroughpower sharing leadeand, again, considering the
relatively small sample size the stepwise methabisthe best for removing the
factors that might have an impact on the depenfdatdtr in a larger sample.

4.4.7 Preferred Leadership Scales in Estonia

Using the GLOBE methodology from phase 2, 21 pretkfeadership scales —
characteristics, skills and abilities that are wallly endorsed to inhibit and
contribute to outstanding leadership in the Estorgaltural context — were
calculated.

The subordinates were asked to give their ratimgsli2 questions (leader
attributes) according to how important that behawior characteristic was for a
leader to be outstandind.eader attributes were rated 1 through 7 with 1
indicating "This behaviour or characteristic greatihibits a person from being
an outstanding leader" to a high of 7 indicatingpiSTbehaviour or characteristic
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contributes greatly to a person being an outstantkader:" Examples of the
LBQ items are presented Appendix 3.

Positively endorsed leadership scales are considbase with the mean rating
> 6. Low positively endorsed factors that slightlgcifitate outstanding
leadership are considered to bé&. A score of 4 is considered neutral — that
means that these attributes do not facilitate nbibit outstanding leadership.
Mean ratings with a score of 3 are already constleio slightly inhibit
outstanding leadership, and mean ratings lower ghamibit the attributes of
outstanding leadership.

The results of the calculations, the 21 leaderdudples, are shown in the
following three tables (Tables 27-29, see followipgge) that are ordered
according to the mean values i.e. according toetraduation of the extent to
which these scales facilitate or inhibit outstagdeadership.

Table 27 consists of leadership scales what aréiyedg endorsed and are
considered to contribute to outstanding/effecteadership.

Table 27. Outstanding and Slightly Facilitating Lealership Scales

Attribute Mean SD
Administratively competent 6.18 0.26
Inspirational 6.16 0.41
Visionary 6.15 0.30
Diplomatic 6.08 0.93
Integrity 6.07 0.51
Performance oriented 5.88 0.27
Non malevoler 5.81 1.72
Decisive 5.67 1.48
Autocratic 5.45 0.40
Team integrator 5.43 1.71
Participative 5.39 0.50
Team orientation 5.16 1.12
Self-sacrifice 4.66 1.10
Status conscious 4.58 0.79

Source: author’s calculations

Table 28 contains those leadership scales (from atiginal 21) that are
considered to neither impede nor facilitate outditagneffective leadership.
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Table 28. Neither Facilitating nor Inhibiting Leadership Scales

Attribute Mean SD
Humane orientation 4.37 0.60
Modesty 3.97 1.28
Procedural 3.73 0.88
Conflict inducer 3.60 1.61

Source: author’s calculations

The last table of leadership scales (Table 29)aiostthose considered to inhibit
outstanding/effective leadership.

Table 29— Inhibiting Scales of Leadership

Attribute Mean SD
Autonomous 3.29 0.51
Face saver 2.55 0.47
Self-centred 1.89 0.17

Source: author’s calculations

These 21 leadership scales formulate culturallyoesetl leadership dimensions
calculated in the following chapter.

4.4.8 Culture Specific Preferred Leadership Dimensions

Following the methodology, the 21 leadership scalesgrouped into six global
leadership dimensions — six global leader behavidimensions. These
dimensions have been formulated by the cross-allteisearch society. These
six dimensions, derived from culturally endorseatllership theory (CLT) are:

e Charismatic / Value Based Leadership
Team-Oriented Leadership
Participative Leadership
Humane Oriented Leadership
Autonomous Leadership
Self-Protective Leadership

Based on the 21 leadership scales, the mean ValuEstonian country specific
leadership dimensions were calculated. The positbrieadership items in
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different global leadership dimensions with theiean values and dimension
mean values are presented in Appendix 11.

Being part of this network of global research, aming the cross-cultural
methodology enabled the author to compare the Estorsults with the results
from other cultural clusters and the mean valuesleaflership dimensions
derived from their country specific leadership peg@tons. For the comparison
with other countries/cultures, the mean values len decond order leadership
dimensions — preferred leadership styles for otteéghbouring clusters based
on the literature review — are presented in Table

The clusters consist as follows (House et al 20B4st European cluster:
Albania, Georgia Greece, Hungary, Kazakhstan, Biol&ussia and Slovenia.
Nordic Europe: Sweden, Finland, Denmark. Germaniofe: Austria, Germany
(former East and West), Switzerland and NetherlaAdglo Cluster: Australia,
Canada, New Zealand, South Africa (white samplajtdd Kingdom and United
States.

Table 30. Cultural Cluster Specific Mean values ofPreferred Leadership
Dimensions

Country Charism{SD.[Tean|SD.|Part|SD.Human{SD./Auto| SD. Prostggtive SD.
Estonia* 5.76 | 0.5/5.73|0.435.42/0.0§ 4.17 |0.283.29/0.51] 3.27 |1.06
Eastern Europe ** 5.73 | 0.15.50|0.915.09/0.39 4.75 |0.494.18/0.45] 3.67 |0.38
Nordic Europe *** 5.93 | n/@a5.77|n/a|5.75 nfa| 4.42 | n/al3.94| n/a 2.72 n/a
Germanic Europe ****t 593 | n/a| 5.62|n/a|5.86/ nfa| 4.71 | n/a|4.16| n/a 3.03 n/a
Anglo *** 6.05 |n/a|5.74|n/a|5.72 nfa] 5.08 | n/a 3.82| n/a 3.82 n/a
GLOBE mean*** 5.83 | 0.335.76|0.265.35/0.4]] 4.87 |0.383.86/0.45 345 (041

*author’s calculations!* Bakacsi, G. et al (2002); ***House et al (2004);
****+Szabo et al (2002); ****Ashkanasy et al (2002

The comparable groups are selected as followsefa&urope is chosen for
comparison because very often it is consideredBEhatern Europe and Estonia,
as a part of it, has similar leadership patternsrdid Europe is chosen for
comparison as a neighbouring region, and neighbatesconsidered to share
leadership patterns. In addition, Estonians predebe part of Nordic Europe.
The Germanic and Anglo cluster is chosen for comparas important European
cultural clusters, plus Germany has ruled Estooieacbnsiderable periods in the
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past. Figure 25 is composed as an illustrative \oeer of the differences
between the cultural clusters and preferred leagedimensions.

Charismatic Team Oriented
6,5 6,5
6 6
55 1 55
54 5
451 45
4 1 44
3,5 35
34 3]
2,51 2,5
2 1 24
15 15 1
14 1
Estonia  Eastern  Nordic Germanic  Anglo  GLOBE Estonia  Eastern  Nordic Germanic Anglo  GLOBE
Europe  Europe  Europe mean Europe  Europe  Europe mean
Participative Humane
6,5
6
55
5
4,5 1
4 4
3,5 1
3 4
2,51
2 4
1,5+
1
Estonia  Eastern Nordic  Germanic  Anglo GLOBE Estonia  Eastern Nordic ~ Germanic ~ Anglo GLOBE
Europe  Europe Europe mean Europe Europe Europe mean
Autonomous Self-Protective
6,5
6 62
55 55
a5 2
o 4‘2
3,5 1 3,5
3 3
2,5 2,5
2 4 2
1,5 4 1,5
1+ 14
Estonia  Eastern Nordic ~ Germanic ~ Anglo GLOBE Estonia  Eastern  Nordic Germanic  Anglo GLOBE
Europe Europe Europe mean Europe  Europe Europe mean

Figure 25. Differences Between Cultural Cluster Prierred Leadership

Dimensions

83




To test the relevance of the hypothesis of whestonian leaders are different
from East European leaders, part of hypothesight8assumption is that there is
a normal distribution, so angHhypothesis was conducted with the statement that
these two groups, Estonian leaders and East Eurdpaders, are similar. The
two hypotheses will be as follows:

H3 — leadership style in Estonia is different Easteuropean leadership
(#EST-uEE# 0)

Ho — the leadership styles in Estonia and Easterogeudo not differ from each
other
(LEST-uEE=0)

To test the HO hypothesis a Z-test using Formurltwo independent means)
was conducted, where:

Ho: (4 EST -u EE = 0)

_ (a=xe)- (- )
o
n2

Formula 1. z test for two independent means

Where:

x — Estonian mean result of leadership style

o,— Estonian leadership style standard deviation (SD)
X ,— East European mean result of leadership style

o, - East European style standard deviation (SD)

The z values for different leadership styles wesrslaown in Table 31.
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Table 31. Z Values for Different Leadership Styles

Leadership Style Z value
Charismatic leadership style 0.680
Team- oriented style 5.744
Participative style 31.876
Humane style -23.438
Autonomous style -21.772
Self-protective style - 4.859

Source: author’s calculations

As a result of that test the assumption that ttesegroups are similar () did
not find statistical support. The conclusion istttiee Estonian country specific
preferred leadership style is different from thest2auropean cluster expected

leadership style.

Lastly, a comparison was carried out of the Estoraatual versus expected
leadership styles. The results are presented iheT3d Leadership styles and
expectations in Estonia. As seen from the resint&harismatic/Value Based,
Team Orientated and Participative styles, the dgpieas are higher than the
actual level. In the other three, Humane, Autonosnad Self-protective styles,
the expectations are lower than the actual level.

Table 32. Leadership Styles and Expectations in Estia

Team Partici- Autono- Self
Charismatic| Oriented| pative | Humane| mous Protective
Estonia
As s 5.18 5.34 4.33 4.47 4.57 4.09
Estonian
Expectations 5.76 5.73 5.42 4.17 3.29 3.27

Source: Lang 2003& author

Figure 26 is composed as an illustrative overviéwhe differences between the
actual practiced leadership styles and the prefdaadership dimensions/styles

in transformational Estonia.
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—o—Estonia As Is —- Estonian Expectation

Charismatic

Self-protective Team Oriented

Autonomous Participative

Humane

Figure 26. Differences between Leadership Styles dnExpectations in
Estonia (scale 1...7)

The results of the current chapter will be discdssethe following discussion
chapter. The theoretical aspects related to thtbngs as well as the connections
or contradictions will be presented. In additionthe results of the statistical
analyses in the study, fragments from the qualgatnterviews with enterprise
executives that support the results will also vigied.
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5 DbiscussioN

Socio-economic transformation, at both macro andranilevels, could be
understood as institutional change, from both theuctiral and social
perspective, embracing both structures and socihleg. The elements of an
institution may lose credibility and need redefmir the processes afe-
institutionalisationandre-institutionalisationtake place (Tuulik & Alas, 2004).

The transformation started a bit earlier in ecorohiie — even before the re-
establishment of the independent state of Estdesv institutions in the shape
of co-operatives and joint ventures started to app€he first co-operatives in
the Soviet Union were established in 1988 and nwdrirese first co-operatives
were established in Estonia. Many of the pionedrepreneurs and company
executives involved in this stage were subjecthisiresearch.

The hypotheses about the transformational periogstdnia also found support
from the CEOs involved in the study. Many of thedmétted that there were
turbulent times, especially those who had the dppiy to start their own

enterprises — they were the entrepreneurs inufrertt study.

To illustrate what the period of transformation Hstonia was like, some
statements from the interviews with CEOs abou&ttenomic circumstances and
main obstacles in processes are provided here.

Respondents stated that:
“ ... in 1988 the doors opened a little bit ... and in 8wiet Union you
could feel such an atmosphere of opening and tiseé jbint-ventures
were established between Western and Soviet eisespr.”

“... | can say that 1989 was such a happy period — y#vielg was

changing” (009)
“...In 1989 the changes in society could be seeh thi¢ naked eye and
life had to be organized differently” (044)

As the legislative environment in Estonia aftelgegning independence in 1991
encouraged the creation of new private enterprisest companies in Estonia
are young, newly established concerns (Alas, 2004¢. economic situation in
this new republic was difficult and the company @xeves involved in this

research also reflect that. While looking sepayaélthe two different groups of
company executives — paid managers and entrepieheuanagers, their

opinions do differ on this point. For the entremers, the primary task was
survival and the most important issue was moneayfiterand loans. Money and
finance related issues were also mentioned by sufntiee hired CEOs, but for
them this matter seemed a bit easier. The impagtariceconomic outcomes
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(profit, turnover etc.) is also reflected in the rwaelated values what will be
discussed later.

The majority of entrepreneurial managers said, evispeaking about the
obstacles related to the development of the businbsit one of the biggest
problems or the most disturbing factors was relatefinancial resources — the
problems with getting loans. Local and foreign lsamkere not very eager to
finance the establishment of new enterprises. Thedillity of local
entrepreneurs and enterprises was very low.

The financial situation described above can be seeie statement by one
interviewee:
“... of course there were problems with financings banks did not want
to give loans nor credit for starting enterprises, we had to borrow the
money from our friends. We were lucky, we could thaymoney back
quite soon, and now we have an enterprise which dageditable
reputation also with the banks” (041)

Another important obstacle that had to be overcdming the period of building
up the Estonian economy and society was gettingfridid time attitudes”. One
of the interviewees saw this as being importanaftwt of people:

“the Soviet mindset that we had was pretty hardreak” (045).

To summarise the comments from the managerial vietes about the first

decade of free entrepreneurship and transformingpnigs the following

statement is very characteristic:
“... then | had no experience of how to build up ogamization like this
....and now | look back at it as a period of learningbut during those
times the obligation of an enterprise was to bgilfle and act according
to the opportunities of the environment” (002).

And another comment:
“l didn’t think that The Republic of Estonia is $ua serious thing in this
sense that all the things starting from the begignifrom A and B have
to be done and written down by ourselves, or astldagether with
others, and all kinds of work groups and councitsl &oards had to be
organized and utilized, but it was an interestimgipd and there was the
opportunity to do and test things personally anteorn a lot” (009)

or another looking back on the period
“... as the Estonian Republic is developing slowld & still suffering
from its birth pains ...” (030)

The period between Estonia’s liberation and joining EU was rather short. It
was a period that was full of changes, unexpectestacles to overcome, but
eventually full of learning and achievements. Theditimes seem to be gone, as
one of the company executives said:
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“... thedifficulties are starting to be forgotten they @een hard to recall,
but actually they were quite physical” (002)

5.1 Work Related Values

Management is the process of getting things dormgfn (other) people. In order
to manage, one has to know “the things” that mestidne and “the people” who
have to do them. Understanding people means uadedisg their backgrounds —
— from which present and future behaviour can bedipted. Top managers

understand, interpret and mobilize a firm's researand capabilities in a
competitive environment consistent with their owackground and experience
(Weick, 1993).

In cross-cultural management studies, the terntuceilis used as an explanatory
variable to explain the differences between em@dyehaviours and attitudes as
well as management practices. Generally, culturesesi by social scientists to
refer to a set of parameters that differentiatdectives from each other in
meaningful ways. Collectives thus differentiated ergarded as distinct cultures
(House et al, 1996).

The first research question (R1) of the currensithevas about the value system
among Estonian subordinates and managers. Basd#keoretical assumptions
and statements by the gurus of organizational @jltumanagement and
leadership are the corner stones for
co-operation in whatever kind of action

Fernandez and Hogan (2002) stated that one ofditeeissues in leadership and
leader activities is the value system. They are @feghe opinion that talent and
hard work cannot overcome fundamental differenoethé individual values of

executives and those of the larger group. As tirecipal task of leadership is to
build and maintain an effective team, not all valuare equally valuable

(Fernandez et al, 2002).

According to Fernandez (2002), effective perforngatie associated with the
combination of high altruism and power and low grgbon, and managers who
are primarily motivated by money, recognition, amdgecurity are disliked by
their subordinates and unable to build a team.

In 1979, Massey pointed out that each person’segaleflect contributions made
by diverse inputs, including family, peers, the @ation system, the media,
science and technology, geography and current gvéithough one’s values
can change throughout one’s life, they are relbtifiemly established by young
adulthood.
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The people, both those leading economic life arabdehwho are led by the
previous generation in Estonia have emerged from #ame historical
background. A comparison of the work related values this researcherified
Massey’s assumption in the local context, as ttheegaare the same.

The GLOBE integrated theory assumes that the dorhimadtural values, beliefs,

assumptions, and implicit motives endorsed by cedtyprovide shared meaning
to leader attributes and behaviour and organizatigmactices. They provide

meaning in the sense that selected behaviours ayahieational practices are
understood in a particular way in each culture ($¢oet al, 1996).

As the results of the research show that the valuesng Estonian subordinates
and their managers/leaders are similar, it supgbeisasssumption that the leader
attributes are similarly understood. This respetyivsupports the further
investigation of leadership behaviour

According to Lewis (2003), Estonian values are: kaethics, individualism,

nature and the importance of nature preservatiamefginess in things related to
money, family and home, independence and natiatetity, education and
skills.

National cultures differ primarily in the fundamahtinvisible values held by the
majority of their members, acquired in early chddd, whereas organizational
cultures are much more superficial phenomena rggidaainly in the visible
practices of the organization, acquired by theaiaeition of new members who
join the organization as young adults. Nationaturels change very slowly if at
all; organizational cultures may be consciously ngjesl, although it isn't
necessarily easy. The secret of multinational cangsa— what keeps them
together — is corporate culture based common pexc{Hofstede, 1997).

The current research indicates that the issuegasit limportance or of minor
importance are values related to beli&fifect of supernatural forcesvas
evaluated in the managerial subgroup with meanevaiti 1.36 and in the
subordinate subgroup with mean value of 1.58. ghdly higher evaluation was
given to pleasing, respecting, not offending a divine beimg god being
evaluated in the managerial subgroup with a mednevaf 2.51 and in the
subordinate sub group with a mean value of 2.46.

In both subgroups at least one respondent waseving or religious person, as
the maximum score given for this value statemen$ w@ven, meaning that
pleasing and not offending a divine being or geas the most important of all
the factors for that person.
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According to the minimum and maximum values giventlee respondents, the
value statemergffect of supernatural forcdsad a maximum score of six in the
subordinate subgroup, meaning it was considere@écedly important. This
means that at least one person from the subordswdigroup considered the
guidance of supernatural forces important in woelated problems. In the
managerial subgroup the effect of supernaturaleforwas not evaluated higher
than four — already around the neutral point efdbale.

One of the Soviet aims was to uproot any beligbad, and replace it with belief
in the victory of communism. Based on this reseawad can conclude that this
aim was accomplished in Estonia. On the whole, jgedp not believe that work
related issues are affected by supernatural fongesther God or some other
supernatural force.

This finding is in accordance with Heidmets (200¥ho also highlights that on
the world map of values (Inglehart & Welzel, 2008Jues related to religion,
authority, patriotism, etc. are relatively unim@ont. In Estonia, group affiliation
IS not a factor that significantly limits or guiddee choices of Estonians.

Another topic that is found to be of little impanta among the other work
related values, is theffect of minority employeeb the managerial subgroup,
the mean evaluation was 3.0 and in the subordisiddgroup a little higher at
3.25, but still considered of little importance.

Heidmets (2007) states that during the last 15syeastonian society has not
been able to find a constructive way of adaptinghto reality where nearly one
third of the country’s population consists of pepplith non-Estonian cultural
backgrounds. But as he concludes, the entire subfeequality has only been
actively handled by a relatively small group indfsa, while the rest of society
has hesitantly ignored the matter. This conclugaaiso supported by this study,
as for these people the subject is also of littipartance.

In transforming Estonia, sexual inequality seemddoan unknown problem,
despite the ever-present discussion of inequakityveen men and women in
workplaces, especially in terms of the differensesalaries paid for the same
work. Is it really so that during the transformatithe issues of sexual inequality
did not play an important role because everybodg wencentrating on the
transformation process. In the sample group far ¢skhudy, neither the managerial
subgroup nor the subordinate subgroup ratiéelct on female employeas an
important feature. The managerial subgroup medngdior the importance of
the issue was 3.59, which can be considered nelwhalle the managerial
subgroup consisted mainly of male respondentssuherdinate subgroup had a
higher number of female respondents and a highgoiitance of this issue could
be expected. And so it is — but the issue is atily generally important with a
mean evaluation of 3.86.
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In “The 2005 Estonian Democracy Audit”, Pettai (8p8tates “in the field of
gender equality, Estonia lags behind other develammuntries by about 30-40
years. The notions of the roles of men and womesoanety that apply in Estonia
were held by the rest of the world during the 19&i0d 60s”.

Also, welfare issues — theelfare of local communitand contribution to the
economic welfare of the natienare distant as probably there was too much to
do to get the companies and enterprises runniraglibgebefore having time to
think beyond the doorstep of one’s own companys Tasult supports the idea
that Estonia was in transformation and hadn’t redcthe requirements of a
stable economy. The local community was considefegteater importance than
the whole nation, so the mean evaluation in theaganal subgroup for this
issue was 4.34 and in the subordinate subgroup ¥hde contributions to the
economic welfare of the nation was given a mearuevadf 4.18 by the
managerial subgroup and a mean value of 4.01 bsuberdinate subgroup.

Kanter (2003) points out that the strategic cornastof business continue to
expand beyond links to customers, suppliers anduvenpartners ... the
questions of social values and social respongdsliinevitably arise, but in
transforming Estonia it was still to early to disswsocial responsibility.

Kooskora (2006) also found in her study of businmaapose and responsibility
that in most cases businesses in Estonia go nbefuthan simply providing
employment, paying taxes and obeying the laws®fahd, and the main priority
is still earning a profit (Kooskora, 2006).

The distance at which societal issues are keps@ssaupported by this study as is
the following subject related to the environment.

Lewis (2003) finds that one of the values that dbscEstonians is nature and
the importance of nature preservation. This statémiiel not find support by this
study. In both subgroups tledfect on the environmeist evaluated as an issue of
only some importance. The mean evaluation in theagerial subgroup was
4.45 and in the subordinate subgroup 4.33. Duhegransformation period, it is
understandable that environmental issues tend toofbdower importance
compared to economic outcomes.

The values rated as very important atieical consideratios, with a managerial
mean evaluation of 5.25 and a subordinate evalaifo5.27, andemployee
related issueswith a managerial mean evaluation of 5.30 and lzorglinate
evaluation of 5.51. It is understandable that twesin the subordinate subgroup
has to be higher as these are questions relamdptoyee well being, safety and
working conditions. One would expect these fieldl®©é of minor importance to
managers, but it is good to see a contrary result.
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Effect on relationships with other organisatiomgere scored high with a
managerial mean evaluation of 5.30 and a subordieluation of 5.14. These
were followed by subjects related to cost controtl ssales volumes. The
managerial subgroup scorewst controlwith a mean value of 5.43 and the
subordinate subgroup with a value of 5.47.

Sales volumewere considered more important by the subordisabgroup with
a mean evaluation of 5.61 compared to the mandgeean evaluation of 5.43.
This difference could be explained by a possibleneation to subordinate
motivational packages related to sales resultsooth¢ fact that subordinates
evaluate the outcome of the enterprise based a@s gakults while for the
managers profit is the preferred measurement.

In Estonia it is customary that the events of thst 15 years are a success story,
celebrated by the phrases “successful little tigamtl “this is the Estonia we
wanted”. Rapid development and an innovative spaite become trademarks of
Estonia used to lift our spirits and introduce eluss internationally (Heidmets,
2007).

Work-related values of special importance in tranmsftional Estonia include
effect onlong-term competitive ability of the organisatiavith an evaluation
from the managerial subgroup of 5.60 and the subatel subgroup of 5.69.he
firm's profitability, a core issue in survival, is scored a little leighy managers
with a mean evaluation of 5.75 while the suborairsatbgroup mean was 5.70.

In the 1970s, probably the most influential ecorsinuf the period, Milton
Friedman (1970), stated thtétte only responsibility of companies is to make a
profit. Estonia during the 1990s has been considerednasame respect rightly
so, a perfect example of ‘Friedmanism’ in Centrad &astern Europe (Alas et al,
2007). The interviews with the CEOs of companiegpsut the importance of
profits and other short-term values. The overajpriession was that money and
profits were why companies exist.

When asked what the purpose of the organization masy of the interviewed
respondents (especially entrepreneurs) answeraedvier and profit. Some did
mention market share and the development of thedtsiad brand awareness, but
still the prevailing answers were profit and assdtes.

The following statements from CEO interviews haveef chosen from
numerous others to illustrate the importance ofifataility:
“... still the main aim of the company is to earnrtifeney and grow, the
wealth of the owners. Earning the money has beemthin aim right
from the beginning (the company was founded in 1888 nowadays

93



the main aim is still the same. We do have smallas and visions but
the main thing is still earning the money.”(006)

Another quote that is quite similar to the previause and reflects the overall
mentality is:
“...on first place is still money. If the organizatibas money, then the
organization is alive and there is something to agn”(044)

Alas (2003) also founded in her thesis that in amdforming economy with
unstable institutions, survival needs dominate hie formation of people’s
attitudes. Heidmets (2007) concluded that Estorsaciety cannot afford to
concentrate on one single area of development erogdic development.

Product qualitywas the next in importance. The managerial sulpyigave a
mean evaluation of 5.84 and the subordinate sulpds@&9.

Lewis (2003) found that Estonians value educatind akills. This was also
supported by the current research @siployee professional growth and
developments considered very important. The managerial salggrfinds it
more important with a mean evaluation of 5.84 camgao the subordinate
subgroup evaluation of 5.53.

The most important for both subgroups with a simiteean value of 6.16 was
customer satisfactionT his value-statement was the only one to be etatlby
both subgroups, managers and subordinates, witbra sver six (on the seven
point scale).

This evaluation contradicts the conclusions by lagimet al in 2003. They stated
that senior managers have been sensitive to changéise ideologies and
business contexts that this transformation entaild have developed a clear
vision and goals consistent with the vision. Theepward achieving customer-
orientation and the willingness to compete aggvedgiin the market place has
probably not been at the desired level (Leimarad,62003).

The reason for these contradictions could be tletann and his colleagues
mainly investigated previous state owned entergridmit the sample of the
current research consists mainly of business lsadgtill there are also
representatives of so-called “old-time managers! state or municipally owned
companies in the sample.

Estonia's economic growth over last fifteen yeas een remarkable and that is
due to the sharp reforms during the transformapiemod, and so the dominance
of survival needs is understandable, but developrhas to continueliuhto

(1993) points out that in Estonia’s case unfortelyait has often been soothe
case that the first investors to come to Eston@nfrthe West have been
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speculating businessmen wanting cash profits. Western quick-draw price

mentality has further added to the amount of exgligie management in Estonia.
At the same time, in established capitalistic coast where they have

experienced a period of stable institutions, thebl@m of survival has already
been solved and higher level needs have startddrtonate. In 2007, Heidmets
already suggests that looking at the big pictuta]emve might win money, we

may loose Estonia.

5.2 Estonian Leadership Style During the Transformatioral Years

Lewis (2003) describes Estonians and their managermsgyle using the
following adjectives — reserved, critical and stoivb Estonians think that
questions asked need a straight answer and theytdprovide any additional
information on their own initiative.

The second research question (R2) of the thesisavast the characteristics of
Estonian managers/leaders during the transformatiemod. This leadership
study investigated leadership style through thesegfenative Estonians. The
perceptions were delivered through evaluationsuposlinates. Based on their
comments, the following profile of Estonian manageaders can be drawn.

This person, who is primarily male, is above alliaformation source (mean
5.61), a self-confident person (mean 5.54) and sdexi(mean 5.50). S/he
possesses integrity (mean 5.4), is visionary, ancenicator and administratively
effective (means rounded up to 5.4). After that esrperformance orientation
(mean 5.31) and then team orientation (mean 5TM9. charismatic effects of
Estonian managers have a mean score of 4.99.

Kouzes & Posner discover that the single charatierof leaders that is most
strongly associated with their effectiveness isirtiperceived integrity. This
feature of integrity is also included among the dgmaof the Estonian
manager/leader. But still the highest ratings wgven to self-confidence and
decisiveness.

On the basis of the interviews with CEOs, the coftarsstic they most often
mentioned when evaluating themselves was systeragpcoach, followed by
good communication skills. The CEOs also pointetl tbat they are trusting,
hard working and enthusiastic people, who are agtioy straightforward,
ambitious, can resist stress, are patient andingjspossess intuition, are
experienced and analytical and are good listedishese characteristics were
stated in at least in two interviews. The first eresystematic approach — was
mentioned by six CEOs and good communication skiléour CEOs.
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The local managers themselves also think that thain weakness is that they
are not strict enough, especially when it comemotdine (they also stated that
they hate routine). This was one of the main charistics, but interpretations
varied as can be seen by the following statements:
“My weakness is controlling” (002)
“l am lousy in control” (004)
‘I am not systematic enough while it comes to noaitand controlling
then | have push myself hard to be consistent” Y012
“l absolutely hate controlling” (015)

There is an interesting fear among the managetsthiest are too good or too
gentle. Through their statements they want to shiat they know that a
manager/leaders has to be more decisive but theyhasitant unless their
employees find them sufficiently decisive.

They characterized themselves with the followingdso
“I am too gentle” (006)
“l am not resolute enough” (031)
“l am too soft; | have to be sharper and more dieei’s(043)
“l am too compromising” (044)
“I sometimes place too much confidence in my enggleyand try to
understand them” (045).

One of the managers said:
“... maybe | trust my people too much or | am naiVvéut he concludes
the sentence after speaking about swindlers evemgvaround us...
but without trust you cannot do business” (042)

Some of the managers are critical of themselvestatd that they are:

“stubborn and even uncompromisin¢005)

“authoritarian” (030)

“partly too authoritarian” (003)
Both who stated that they are “a bit authoritarialso think that the employees
are used to it.

It seems that Estonian company executives are eebabout being cheated or
deceived, and they are not well prepared to premeavoid it. They want to treat
their people well, but remain concerned about tbssible negative outcomes.
They still have the idea, or at least feel hesitaat maybe managers should be
as Elenurm suggested in 1985 — "Estonian managerslemanding, giving
orders and information and controlling, and theleras motivators, developers,
team leaders and conflict managers is insigniflcégienurm, 1985).

In 1985 Elenurm pointed out that the role of théoBsin manager as a team
leader is rather poor. In this sense there has beehange among Estonian
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managers, as a decade later one of the most impoéetader attributes is team
orientation.

It is good to see that in independent Estoniayadles of distributing information

is still one of the most important characteristiob local leaders. Even
decisiveness and self-confidence has remainedlubkily new characteristics
associated with people skills, which were lackimg3oviet managers, have
developed.

5.3 SCES, Ethical Considerations and Leadership Style

The first research hypothesis (H1) assumed thaubordinate commitment,
effectiveness and job satisfaction (SCES) is rélaadeadership style and ethical
considerations.

To find support for this hypothesis, the first step the author was to find out
whether management values are related to SCES Sorrelation analysis of
SCES and managerial work-related value scales waducted. As a result of the
analysis, a significant correlation was found wiltle valuesrelationships with
other organizationsand effect onproduct quality Less significant correlations
were noted withemployee professional growth and developnaard effect on
environment

The second step was to find out whether subordiwat&-related values scales
are correlated with SCES. Again as a result of getation analysis, the
following correlations were found. SCES shows anificant correlation with
customer satisfactigreconomic welfare of the natiandemployee professional
growth and development.

Analysis of managerial and subordinate value fact&howed that there are
correlations between the managerial values produgality and customer
satisfaction and subordinate values employee amtbmer satisfaction. The
following model was constructed to show how SECSlependent on work-
related values.

MANAGERIAL SUBORDINATE
VALUES > p VALUES
Product quality & SCES Employee &
Customer satisfaction Customer satisfaction

Source: author

Figure 27. SCES' Dependence on Work Related Values
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In addition to the correlations with value scalewl dactors, the author also
looked at how SCES is correlated to subordinategption of their managers.
There were fifteen leadership perception attributes of a total of thirty that
SCES is positively correlated with and one with ebhiit was negatively
correlated.

From these, the strongest connection was with tindwate visionary, followed
by the manager being amformation sourceand beingadministratively effective
Charismatic effectsand inspirational quality were ranked next. The weakest
correlation was witldiplomacyand self-confidenceSCES displayed a negative
correlation with the leadership perception attrgulitective.

Perception attributelsumane, follower confidence, power, bureaucraticlface
saver, which are considered current leader attributesEbionian leaders and
could be assumed to be correlated with SCES (esdpebumaneandfollower
confidencg did not show any such correlation.

From the neutrally evaluated leader attributemnessand power sharing it
could be supposed that they would be correlated 8EES, but they were not.
The other neutrally evaluated leader attributes dich not show any correlation
with SCES werestatus conscioygisk taker autonomousand autocratic. The
leader attributes not in usadirect, non contingent praise, self-protectiaed
malevolenk did not show any correlation with SCES.

As a result of the analyses, support was foundHherexistence of a correlation
between leadership styles (compressed result fractorf analyses of leader
attributes) and SCES with thesionaryand team orientetbadership styles.

So managerial style and commitment of subordinatesrelated — SCES is
affected byvisionary andteam-orientednanagers. These managers can also be
described as leaders, so Estonians want to bentkepart of a team rather than
managed by bureaucrats or directive managers.

The findings of the current study that Estonian leiyges are motivated by
visionary leaderss consistent with a study conducted in 2002 bynBae et al,
showing that the majority of Estonian subordinatesld prefer a consultative or
participative style of management and only 3% dpondents preferred a
directive style.

SCES among Estonian employees is correlated witdyst quality. It is
important for the Estonian work force to be sura the product or the service is
seen by customers as being reliable. If the cust@memits to the outcome of
the enterprise then the employees do also.

It is interesting that the values of the employeendt affect their SCES as much
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as managerial values do. This could be explainethbeyidea that managers are
involved in setting long-term targets, company moissand visions, and they

create the company management philosophy basdteorotvn values, and these
strategic factors affect employee commitment.

In addition to wanting to know whether there wererrelations between
managerial and subordinate values and SCES, therawas also interested in
the impact of different values on SCES. So a regpasanalysis stepwise method
was used and all the factors were loaded to oltanodel.

There were only two models constructed that hadiempact on SCES. SCES
could be predicted by product quality and custosatisfaction and by visionary
and team oriented leadership.

Studies have revealed a crucial link between ledsdraviour and the way
fairness and integration factors are handled réggrethics. Commitment among
top-management plays a more important role theareat pressures in leading
organizations to develop integrated, value-basetcampliance-oriented ethics
initiatives (Weaver et al, 1999).

“.... Business ethics weighs ethical arguments atetratives in a manner that
considers the rights, privileges and anticipatexpoases of all stakeholders. An
undeniable link exists between effective ethicalnagement and genuine
customer service and support” (Axline, 1990).

This thesis investigated the ethical considerata@meanagers and also the ethical
considerations of subordinates in regard to mamggerd subordinate values. As
a result of correlation analyses, a significantrmmtion was found between the
managerial value scalethical consideration and subordinate value scales
customer satisfactiorand product quality In 1990, Axline pointed out that

business ethics can also be linked to terms amdipes in the organization, such

as quality, safety and customer service. This s supported in the context of

the current research.

The subordinate value scad¢hical consideratiorwas found to have a negative
correlation with the managerial value scdiem’s profitability. And the
subordinate value factethics andenvironmentalso shows a negative correlation
with the managerial value factprofitability of the companyln 1990, Axline
investigated business people and their fairnegsaiying people. According to
Axline, it is very easy to forget about ethics amhcentrate on outcomes and his
research showed that people believe that businesiepe/ould bend the rules to
achieve success based on their earlier experieffoe.results of the current
research support Axline's findings by showing tlegative connection between
subordinate value factor and firms profit orierdgati
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Support was found for correlations between the menal value factoethics
environment and competitiveneasd subordinate value factemployee and
customer satisfactionAgain this supports the findings of Axline (199at
ethics does play a crucial role in interactionsMeen the firm and its external
constituencies and internal social contracts aisatmanagers result in satisfied
employees and customers.

In addition to value scales, ethical issues weuelistl in regard to leadership
perception. The subordinate value faathics and the environmewas found to

be correlated with the leadership stydewer sharing.lt is interesting that the
visionary and team oriented leadership style tlatetates with SCES and is
considered to be the most effective leadershipestygt transforming Estonia
shows no correlation with subordinate ethical eigiéns.

The ethical attitudes of Estonian employees caeeldth product qualityand
customer satisfactionLeaders who are ethical are alpower-sharing and
intellectually stimulating In order to be ethical, subordinates need to be
intellectually stimulated by their managers. Whextkihg about success, a
satisfied customer is needed and this is achieisduality products. The ethical
considerations of leaders are dependant on empboneeustomer satisfaction.

Fairness involves giving people a voice in the peses that affect them (Trevino
& Weaver, 2003). Can the people involved in thesecgsses be sure to
understand the inherent issues from the perspeofitee employees who are
affected, so that there will be a sense of respedtconcern demonstrated in any
ethics initiative (Weaver, 2004). The connectionwaen the perception of
managers apower sharingand the subordinate valwhical considerationss
therefore understandable.

The first research hypothesis (Hdf the current studgbtained partial support.
The SCES of Estonian employees during the periaterumvestigation is not
directly related to either managerial or subordingthical considerations. SCES
is related tgproduct quality andemployee and customer satisfacti@mployee
and customer satisfaonh is related to ethics, the environment and
competitivenesdt can be concluded that SCES is related to dthmasiderations
through employee and customer satisfaction. Theelship style that SCES is
related to iszisionary and team oriented leadership

5.4 The Transformational Leader in Estonia

Based on literature the qualities that are pasdityhelpful in enabling leaders to
bring about transformations arereating vision, encouraging personal
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development of the staff, providing supportive le@thip, empowering
employees, innovative thinking, leading by exangid being charismatic.

In addition to charisma, two key personality fastare agreeableness and
extroversion, which combine to enhance interpeisoglationships (Judge &
Bono, 2004).

Most people place a great deal of faith in theadkrs. Whether they are business
leaders, political leaders, or leaders of religimussocial groups, leaders are
important representatives of their organizationsaders are looked to for
direction, for inspiration and motivation and foonefort. Leaders give clues
about how to behave, about what is right, and vidamportant (Ulmer et al,
2007).

Managers of post-communist enterprises have tonasshis leadership role in
the milieu of sudden discontinuity and dramaticrgfea They are the only ones
potentially capable of translating changes in thecmm-economic environment
into the corresponding micro-economic behaviour fains. Otherwise,
transformation to a market economy will not hapfi€ozminski, 1993).

The aim of this study (H2 & H3) was:
e to define the characteristics that can be use@soribe the leaders of the
period of transformation in post soviet Estonia
e to discover whether the leader can be describéduasformational
o to explore whether Estonian leaders are similatht@r colleagues in
other EEC countries

The factor analyses carried out by the author stavat there are six different
types of leadership patterns in liberated EstoDize of the leadership types can
be called transformational. Estonian transformatid@aders are a combination of
the visionary-value based leader and the team{ederneader. Within the
theoretical approach of the Globe methodology, viséonary-value based and
team oriented leader are two different leaderslmpedsions. While evaluating
Estonian leaders, there is one leadership dimensibat summarizes the
visionary-value based and team oriented subscales. leader attributes that
belong to the charismatic style (visionary, insfim@al, charismatic, decisive,
performance orientation, integrity) form a fact@géther with team-oriented
leader attributes (team orientation, administrdyivedmpetent). This leadership
dimension could be calledsionary-value based/team oriented leaded could
be called a transformational leader in the Estona@riext.

The reason why this type of leader can be nameusfoemational is that,

according to the theory, transformational leadengehthe respect, confidence and
loyalty of group members.
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Transformational leaders encourage the personatlaewent of their staff,

practice supportive leadership, empowerment andviative thinking and they

lead by example. Being emotionally stable and ofmemew experiences and
extroversion are very highly rated. Dubrin (20043l &ondon (1999) said that the
leadership challenge in the twenty-first centurtoi¢ead in a way that shows high
integrity, trust and honesty.

The Estonian transformational/charismatic leadeaddition to having visionary-

value based and team-oriented attributes possegtmsqualities such as being
intellectually stimulating, self-confident, roleacifying and a communicative

information source.

The importance of team orientation was also empkdsiby the company
executives in this study. The following quote cobused to illustrate this:
“The most important strength is our people: ourrteahe specialists and
the managers — their skills and motivation to woeke” (022)

...or, while talking about the strengths of managetffeadership skills one of
them pointed out:
‘I can assemble a powerful team to work togethethwne and also
motivate the team to work towards challenging ardbitious but
attainable targets”(015)
...or
“... the keyword is teamwork(019)

All these statements and numerous others not irdliére, but which also value
this idea, state that the basic ingredient for esgcis teamwork and teams
highlight thetransformational style of the leaders.

The second important leadership style, in additionto
transformational/charismatic, isower-sharing.Leaders that exhibit this style
exhibit calmness in addition to power sharing adl \we reverse scores for
autocratic. This type could also be seen as a leeadion of the participative
leader, but still the Estonian participative leaidedifferent from the participative
leader as described by GLOBE theory, which isgusarticipative autocrat.

Some parallels can be drawn between the Estdniegaucraticand the GLOBE
self-protective leader and the local and globabaotnous leaders, but still these
show dissimilarities. The GLOBE self-protectivedea is a self-centred, status
conscious, face saving, procedural, conflict indubet in the Estonian version
s/he is a status conscious, face saving, buresuatgilomat, and the local
autonomous is a (non) malevolent, autonomous, vi@ip confident type of
leader.
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There are also two Estonian styles that cannobised among the GLOBE styles,
these are theisk taker and directive leader The latter, which is described as
being directive and indirect and awarding with an{gontingent prize, is a

leftover from former Soviet times.

5.5 The Desirable Leadership Style in TransformationaEstonia

There is an assumption that leaders in transforn@agntries have similar
leadershipstyles In order to find out whether the leaders in transiog Estonia
are similar to leaders in other EEC countries (Hase the EEC average) or
leaders in other European cultural clusters (Nor@ermanic or Anglo cluster), a
comparison was carried out.

In Estonia, it is locally expected that value-bakstlership supports outstanding
leadership (mean 5.76), and this expectation istigedly the same in other EEC
countries (mean 5.73). But if we compare expeatatio Estonia and EEC with
other European clusters, there is a differencdldrdic and Germanic Europe, the
expectations are higher (mean 5.93), and in thddAdlgster even higher (mean
6.05). When looking at visionary-value based leskig; Eastern European
countries differ from the other, more establishagtopean countries. All the
evaluated groups consider that value based leapefahilitates outstanding
leadership.

The leadership style, team orientation, is moree@lin Estonia (mean 5.73) than
in other EEC countries (mean 5.50), and so Estenmmaore similar to the Anglo
cluster (mean 5.74), but has a lower mean score tha Nordic countries.
Finland and Sweden, our closest neighbours arekmellvn for their team spirit,
and this was also supported here by statisticdysisahat Estonians do not share
the same level as our Scandinavian neighbours. Wbmparing Estonia’s result
to the German result (mean 5.62), Estonians vaaetspirit more. Again all
investigated groups consider that team orientatfanilitates outstanding
leadership. The Estonian expectations were alsnebout by the results of the
factor analysis, which showed team orientation éoirbportant in Estonia, and
that the Estonian transformational leader is a teaantated visionary.

The participative style of leadership is more vdlire Germanic countries (mean
5.86), and the Nordic and Anglo clusters find thartipipative style a less
important leadership style (Nordic mean 5.75 andldmean 5.72). Estonia and
other EEC countries find it even less importantnttihe Nordic and Anglo
clusters, but the mean score for the participatiyée is lowest in EEC countries
(mean 5.09). It still facilitates outstanding leesidp, but the differences are
remarkable.
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Humane leadership is most valued in Anglo countfieean 5.08), where they
find that the humane style even facilitates outditagn leadership. The other
cultural clusters are more neutral about the hunsipe. Germanic and EEC
countries score it quite similarly (Germanic mearildand EEC mean 4.75). The
Nordic score is even more neutral (mean 4.42), taedlowest evaluation for
humane leadership is in Estonia (mean 4.17).

Autonomy in leadership is not valued in Estonia dme3.29). The Anglo and
Nordic clusters score it higher, around the neypaht (respectively 3.82 and
3.94). Germanic and EEC cluster evaluations argé hidgher (respectively 4.16
and 4.18).

The self-protective style has the most supportaantries in the Anglo cluster
(mean 3.82) followed by EEC countries (mean 3.85ig countries of the Nordic
cultural cluster find the self-protective style ater-productive (mean 2.72), and
so do Germanic countries (mean 3.03). Estoniatudés towards the self-
protective style is also negative (mean 3.27).

Based on comparisons carried out by the authogritbe said that each cultural
cluster has its own expectations of outstandingdeship. The assumption that
EEC has the same leadership tendencies as Estasidownd to be erroneous.
The Estonian leadership style is different and omes points considerably
different. On some points; for example, team od#ah, Estonians are more
similar to Nordic countries, on other points; forample, value based leadership
there are similarities with Eastern Europe. Somefepences; for example,
humane and autonomous leadership styles, are ¢thastic and unique to
transforming Estonia.

When Nurmi & Uksvéarav (1992) carried out their s, they confirmed a
tendency towards group decision-making at the tag iadividual decision at
lower levels, but all with a tendency towards tawd and authoritarian
decisions combined with a traditional orientationvards social responsibility.
They pointed out that managers “feel more resptmgdy their personnel, the
community, and the Estonian society at large, iVastern managers...”. At the
beginning of Estonia’s recently regained independenhe characteristics of
team work (in their case group) were noted. Thi&o dbund support in the
current research, that team orientation is an itapbfeature in current Estonian
management styles. The author can conclude thatintipertance of team
orientation is still, after fifteen years, remarkaimportant.

In the transformation process, team orientation basn combined with a
visionary style of leadership what forms a uniqutoBian leadership style that
differs from other countries. Lang stated in 200& transforming countries have
a stable pattern of leadership behaviour insteadnagsive changes towards
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Western behavioural patterns, and this was alseepran this study, showing

that Estonia has its own leadership pattern. Siitida with global types exist,

but there is a special local touch — Estonianse hitneir own approach to
leadership. There is still potential for greatenifarities to emerge, since the
majority of our leaders are still very young inithearly thirties and do not have
Soviet management practices. Based on expectatlmmg leadership in Estonia
and information that is preferred, Estonians expegarticipative style, which at
the moment is not being practiced, and this widlqably have to be improved by
these young developing leaders. The importanckeofdam and team orientation
is also seen as an important leadership style.

Hypotheses H2 and H3 found support. Leaders worikiri§stonian companies at
the beginning of the 24century, during the transformational period, carcalled
transformational. They are different from theirleabues in other EEC countries
and have their own country specific approach tddeship.

Finally, the study compared Estonia's actual lesdprstyles as practiced by local
CEOs with local perceptions of outstanding leadprshhe expectations of value
based leadership (mean 5.76) were higher than lactweent practice (mean

5.18), but still the result for the actual practiseelatively high and means that
local CEOs use value based leadership attributés.interesting that in real life

local company leaders practice more of a team taied leadership style (mean
5.34) than a value based/visionary style. As prdvefore, these are styles that
both facilitate outstanding leadership, and exgieta of them are even quite
similar — respectively visionary scored a mearb.6f7 and team orientation a
mean score of 5.76, but in actual practice teaemtation is more often used.

Also, the participative style is expected to faatk outstanding leadership (mean
5.42), but in reality Estonians do not practice #tyle of leadership.

The humane style is found to be neutral (mean 4.When speaking about
outstanding leadership in the Estonian context, ibuteality it is higher than
expected (mean 4.74).

There are two styles of leadership that Estoniaxge@& to work against
outstanding leadership. These styles are self-gtiege (expectation mean 3.27)
and autonomous (expectation mean 3.29). In reddital CEOs actually practice
an autonomous style (mean 4.57), but evaluationshfo self-protective style in
reality are very close to neutral (mean 4.09), sstigg the conclusion that this
style is not practiced in Estonia.

The world economy is experiencing another kindrahsition, toward a fully

global and borderless era. The global transiticdesanew, complex competitive
provocations and imperatives for players, who Wale to find novel strategic
and organizational responses to traditional pra¢ftandea & Candea, 2001).
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What will the different cultures do? According tallH2000) they do not stand
still, but evolve over time, albeit slowly; and P&ooderham and Odd Nordhaug
claim that national cultural differences are dirsimng much more quickly than
Greet Hofstede assumed because of European integrétccording to them,
every day, cultural variety among mankind is becmmimore and more
impoverished and homogenized; hundreds of natamaguages are becoming
extinct (Magala, 2005).

What is really going to happen will be seen in thehcoming years. Not only
will the Estonian culture develop, but also thabof neighbours will develop and
change during the coming years. The only way tovepror disprove this is
through further studies.
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6 FURTHER IMPLICATIONS

6.1 Practical Implications of this Study

The removal of trade barriers and growth in them@ability of national
boundaries within Europe and throughout the enfierld is continuing. An
increasing number of companies are expanding beyaoational borders,
managers are being employed trans-nationally ituag other than their own,
and participation in cross-cultural teams is becgmore commonplace. In the
cross currents between the durability of nationdtuces (divergence) and the
practical necessities born of closer and more &atjaction (convergence), there
is certainly a lag in the chain of change from wndlial concepts to individual
behaviour, to group behaviour, to systems, and ll§in& institutional
harmonization (Brodbeck et al, 2000). In the curnasearch paper, Estonian
management level executives and their subordine&e investigated. As the
research was carried out in 2001 and 2003, afteydars of independence, it can
be said that this is also typical for Estonia dgrihe transformational period and
it has continued since becoming a member of Europedon.

In 1997, Estonia experienced its first stock madkéetis, which resulted in more
stable economic development. More foreign comparégs opening up
subsidiaries in Estonia, more and more companeseaing bought and run by
foreigners. Practical knowledge and an understandih culturally endorsed
differences in leadership related concepts hasetdahk first step by foreign
managers to adjust their behaviour to suit thodeedain the host country —
when in Rome do as the Romans do.

The rapid development of regional and global ecdndmtegration has created a
need for culturally knowledgeable managers who wamk in multicultural
environments (House, et al, 2004).

The findings of the current research are of padicualue to managerial leaders
in multinational companies located in Estonia. Ehesmnagers placed in cross-
cultural  situations face problems associated  with ultioultural
misunderstandings. This research helps interndtiand expatriate managers
understand the Estonian cultural background andudgerstanding the local
expectations probably avoid a lot of conflict.

Not only can international managers use the resiilthis study, but also those

responsible for public or private negotiations eithn the private or public
sector.
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Another important feature of this research projedhat it is part of the global
network of the GLOBE study, enabling a comparatstedy of results and
statistics from 62 other cultures worldwide. Affeming the European Union,
the borders have been open also for Estonians th wamther societies and an
understanding of their convictions is a valuabkeas

The basis for success in Estonian entrepreneuishipaders. According to
Parjamée, in 2004 Estonia faced the problem of eredsing number of
successful leaders and the potential new generafitgaders did not seem to be
emerging. What happens in a company where the reateader is not
devoted/dedicated? Such a decrease in dedicasatigén a lack of willingness
and emotional dedication; an obscuring of the wistbe clarity of things desired
fades; accomplishments loose their essence as dotie objectives grows; a
decline in motivation is transferred to subordisatnd this is the basis for
personal problems to emerge, managers/leaders tbage problems without
solution and the end result is that the competitdgs of the enterprise declines
and the owners have to find a new manager/leadejafRae, 2004).

If change in Estonia is not developmental, as ablst institutions, but on the
contrary, transformational as Alas (2003) assents, as according to Parjamae
(2004) there is need for leaders, then there ibgiily a need of leaders that suite
the transformational phase of institutional deveiept.

In a recent article, Parjamae (2007) continues dissussion about Estonia
lacking leaders, pointing out that the educaticsteay is not currently producing
leaders, but employees. The outcome will be thatréuleaders will not have
ambition and their abilities will not be sufficiéyptdeveloped.

Business students are traditionally taught thestaafl analysis: finance and
accounting, operational management and stratege fioduct of such an
education may be great thinkers, but they may rexessarily be good at
communicating their ideas, influencing others torkvtoward shared goals, or
collaborating with others on a team. The resultsthi$ excessive focus on
analysis can be seen in poor decision-making (H002).

As numerous authors assert, the world is and wititioue to be in constant
change. But succeeding in change needs leadeisstimia, we have to start
educating these people for the country and theangnBefore teaching them,
the question of what to teach has to be very @adrexact. If Estonian education
enterprises want to educate future leaders for Beonian economy, local

subordinates' preferences and expectations of rfglsige must be known

beforehand.

That is where the current research can be appsi@gpat material for developing
management courses and programs for universit@galieges, already keeping
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in mind the local context and local preferencese Theoretical assumptions
acquired from Western textbooks can be complemenitbdfindings about local
patterns. Information about the differences betwemiitures and their
expectations is also a useful asset when trainingd leaders. As part of the EU,
local colleges and universities can prepare fueaders for other nations.

The number of management studies in present-daniasis quite limited, there
are no other studies concentrating on the factolsaoership during the years of
transformation. This study fills a gap and investésg the subject, mapping the
context of management in Estonia after the firstade of independence and
before joining the European Union.

Estonia could be an example for quite a numbemahtries in Europe who are
interested in joining the EU in the coming years, well as for emerging
democracies. Estonia managed to become an EU mestalveafter fifteen years.
This speed with which this occurred was as a resllthe co-operation of
political and economic leaders and the principléhef consistency of our justice
system.

The qualities of our economic leaders in Estoniaingu transformation are
brought out by this study and may represent vatuatgut information for future
developments.

The contemporary world is in constant change arehgé needs leading and
leadership. Leadership and leader qualities will dfe interest for future
researchers and academics. Tégearch of leadership has to continue not only
globally, but also locally in Estonia. This resdarbas the potential to be
elaborated and developed by new generations cinesers and academics

In addition to use in universities, the resultdhaf study can be used in refresher
courses and company level management training @mugyrThe leadership styles
expected by Estonian subordinates represent inbi@uanformation for
practising managers/leaders in their every day veaikling subordinates to new
challenges.

In addition to using the results of this study, thethodology can also be used to
carry out new company level studies. It is reldyiveasy for company managers
and CEOs to run the research to discover how sulmiess in their company
perceive them as leaders, and to track down therdirtate evaluation of
successful leader attributes. The two differeneaesh phases can be merged
together to develop one leadership perception/dafien questionnaire to ease
the fieldwork procedure.

The section on work-related values can also bizedilto test whether the basics

or the shared values at company level are in plabared values are the key to
success and understanding and the more time pasddbe faster development
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in Estonia is, the more important competitive adaga the values will be for an
enterprise.

One of the values of this study lies in the faelt tih can be run repeatedly, and
that value can be added by future researchersatitier of this study strongly
supports the idea of revising it using the samehouilogy. For example, the
Estonian Business School, considered to be a lgatinool in management and
business studies, could become a pioneer in thdincowos tracking of
developments in the local managerial world by ragrthis study in management
and tracking the results for future generationsuBiyg the current methodology,
which has actually been implemented in Estonia iy Estonian Business
School, and by running the research every threféveryears, results could be
provided for up-dating teaching methodologies araparing future generations
of leaders and managers.

For the Estonian Business School and its researghnizations it could be

relatively easy to run a project like that. The heelology with all the necessary
research tools already exists. The project coulcubghe same way as it was in
2001 and 2003, and groups of bachelor studentea&sily be formed to carry out
the fieldwork. Participating in a project of this# provides the students with a
good overview of how complicated it is to carry @survey among company
executives and the business community.

As the project is compiled as a multi-methodologgjgct and as it involves
different qualitative and quantitative researchsgusities, it could be the perfect
tool for practising the knowledge acquired duringctlres on research
methodology.

Much of the information gathered during the fieldiwdor the current research
remained untouched by the author. Especially tHernmation dealing with
societal culture and organizational culture, ant ttould be of interest in
subsequent projects. Analysing the results and aedmp them with
neighbouring countries, and discovering similasitee unique qualities could be
an interesting field of study for future researsher

As author of the current research | strongly bei¢kat this research is an
important contribution to Estonian management hysto

6.2 Theoretical Limitations and Suggestions
For some time considerable dissatisfaction has tezkisvith conventional

approaches to social research, including managenesetirch. The popularity
and use of methods varies among different socidl @havioural scientists in
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different countries. In the US, quantitative appfues still dominate, whereas in
British and Swedish management studies, qualitattuey methods have taken
the upper hand (Alvesson, 2000).

The current thesis is based on research carriethard-operation with a cross-
cultural research team with its principal investiga in the US. In addition to the
US investigators, there were several principal stigators from European
academic institutions, but still as stated aboveAlwesson the guiding approach
to leadership is quantitative.

Leadership studies represent one of the centraidhdn management research.
In management studies, the study of organizatioudtures has been largely
anthropological which is typically strongly quatitee while studies of
organizational behaviour — leadership, motivatgiress — draw upon the research
ideals dominant in psychology which are stronglpmjitative (Alvesson, 2000).
This statement supports the quantitative appro&tieccurrent research.

The development of general and abstract knowledigeech at explaining and
predicting social phenomena in a law-like, casaahfon requires the production
of a stable object, which continues through timandguage can thus name and
present the phenomenalvariables and research caomibde their nature and
relation to other variables. But problems ariseegtablishing leadership as a
stable object in the real world of organizationsl am the choice of language
representing it in a neutral way. Language usedtaphorical rather than literal,
and relies on the repression/denial of alternativeanings, and is local and
context-related rather than abstract. Words wornimmaginative and associative
rather than analytically clear-cut manner. The saefnition may be informed
by different metaphors and thus different meanings. simple one-to-one
relationship between the word and a distinct pdrtsacial reality can be
established across a wide variety of social andraegtional contexts (Alvesson,
2000).

The current quantitative research is based on ignestres where the final
version of the questionnaires was worked out inliEngA lot of work was done
by the research team to test the meanings and stadding of questions in
different cultural contests and avoid differend@se of the methods to avoid the
different meanings of the questions in the questkine was the need for a relay
translation that had to be approved by the prindipaestigators. The author of
the current thesis personally participated in threcess of translating the
gquestionnaires. There were some adjustments thhttdvde made before the
fieldwork could be carried out with the Estoniamdaage questionnaires. Still,
there always remains the possibility that differeespondents understand the
same questions differently, and so they can iné¢rphe questionnaires
differently and this affects the result of the syrv
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This problem of the reliability of the translationsll not be an issue for future
researchers as the Estonian questionnaire verkeadg exists, and the author of
the current research suggests using this.

Quantitative research may be defined as reseamsbdaat reducing ambiguity
through transforming perceived, pre-structured, ntjiable categories. The
choice of statements in the study indicates sombeodifficulties associated with
letting the researcher decide what the respondgatsid respond to. Information
that would help sort out the different interpreda is absent from the
questionnaire (Alvesson, 2000).

The methods used in the current research providsdlts, but for wider
generalizations the results need the support tffi¢ustudies. This research paper
can be taken as a pilot study testing the methggadlo the Estonian context. For
the initiator of future research, a working tooldathe results of the current
research can be used to compare with future resuttisserve the development of
Estonian leadership practices and expectations.

The following limitations of the current work hat@ be taken into consideration
when continuing. The sample of the current reseisrtiased on the Aripaev Top
100 enterprises. The companies on this list arsidered successful. Based on
the sample, it could be discussed whether addimgvtird “successful” to the title
of the current research would be more appropritee author suggests that
researchers continuing the study use modern sagnpigthods. To avoid a bias
in the sample, a larger random sample based ahealtegistered companies in
Estonia could be formulated with the help of theviees of the Centre of
Registers and Infosystems.

The methodology of the current study is a compléxifferent tools, but the
prevailing conclusions are still made based orgthentitative survey.

Leaders, subordinates and measurements of varioatties, feelings and
outcomes are social constructions — they are ingile reflections of objective
reality (Alvesson, 2000). Whatever methodology #&edi to capture this, the
reality is complicated.
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CONCLUSION

It took Estonia fifteen years to become a membeahefEuropean Union. It all
started with Independent Economic Estonia — aa ldewn as IME, which in
Estonian means 'miracle’ as it seemed to impostibleave a free economy in
the Soviet Union. IME was followed by the SingingeWRIlution and re-
establishment of the Republic of Estonia. The whaiain of events was an
enormous challenge for the entire nation. All tharges, necessary to transform
the planned economy of a Soviet republic into aketaeconomy oriented
independent state, had to be carried out duringgtfiteen years. Change needs
to be led and that means leaders are needed.

This thesis concentrates on the subject of leagerdring the years of
transformation. The concept of transformation i ¢carrent work is based on the
theoretical approach of Clark & Soulsby (1999), wehthe difference between
transition and transformation is addressed asvislld ransition has to connote a
presumed move from a command economy towards aeWestyle market
economy, and the use of the term necessarily hadeaiogical halo effect. The
notion of transformation suggests nothing aboutdésination of the process of
socioeconomic change, and emphasizes the variety camplexity of the
process. The period between re-establishing thepigrddence of the Estonian
economy and joining the EU is regarded as the foamstional period in
Estonia.

There were several reasons for the author to coratenon the subject of
leadership in transforming Estonia. The most imgoarteasons are as follows.

Firstly — to the best knowledge of the author thes¥e no leadership studies
comparing preferred and actual leadership stylesrafated issues concerning
the period of transformation or the first fifteemays of the re-established
Republic of Estonia.

Secondly — after liberalization, Estonia becameeoagain part of the world

economy with foreign companies establishing subsiel in Estonia. The team
of international managers is expanding, and an nstaleding of Estonian

country-specific leadership styles is essential dgpatriate managers. To be
successful in a foreign culture, the backgroundhefcountry has to be known.
Knowing the leadership style and work values istep dowards this desired
success.

Thirdly — change has to continue and change hbs ted, and so there is a need
for leaders. An overview of the desired leadersiyte in Estonia makes it easier
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for education institutions to produce future getiers of leaders and managers
who can take over guiding the Estonian economy.

In order to fulfil the shortage of knowledge, thetheor of the current thesis
decided to concentrate on the subject in more deéptio research questions
were formulated:
e R1 - how can the value systems of Estonian compangugixes and
their subordinates be characterized
e R2 - what are the characteristics of the Estonian gemaader during
the transformational period
...and three hypotheses related to the field werstoacted as follows:
e HI1 — subordinate commitment, effectiveness and joisfaation (SCES)
is related to ethical considerations and leaderstyig
e H2 — the leadership style practiced in Estonia dutirgperiod between
re-establishing independent Estonia and joining Ekk can be named
transformational
e H3 - the leadership expectations in independent Estuave differences
compared to other EEC and neighbouring countries

To find answers to the research questions and eeeigether support for the
hypotheses could be found, two leadership survere warried out in Estonia
in 2001 and 2003.

The research carried out in 2001 concentrated ak-vedated values, actual
leader behaviour and subordinate commitment, éffsoess and satisfaction.
This phase of the research, also called the CE€arels, contained qualitative
research. The qualitative part involved interviewish company executives
from the research sample.

The subject of the next wave of research, carrigdio 2003, was desirable
leader behaviour. The fieldwork of both researclvagawas organized using
bachelor students from Estonian Business School.

The methodology of the surveys was based on thesaltural Global

Leadership and Organizational Behaviour EffectigsnéGLOBE) research
program with its initial headquarters in the USeTBLOBE research program
is a worldwide, multi-phase and method project. Thacept of the research
program is concerned with leadership and orgamzati practices, and the
initial investigators started the project in 19@hd the recruiting of GLOBE
country co-investigators (CClIs) to collect dat®iregions began in 1993.

The author of the current thesis chose a ready-nmaeldodology for two

reasons. The first reason was the fact that theoawtanted to use a reliable
research methodology that had been tested in teeational environment.
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The second and major reason for choosing a read-mesearch tool was the
importance of having data to compare with otherntdels and cultures.

Estonia is such a small country and a locally dgwedl research method with
local results would only result in local interestdaphenomena. This is
definitely not the aim of the current research.ngstommon methodology and
being part of a cross-cultural project provided ffwential for comparing

Estonian results with other nations. Comparabiliith other cultures is

considered to be one of the strengths of the curesearch.

Before attempting to find answers to the reseasshds, the author provides an
overview of the different theoretical aspects. &iénces between the manager
and the leader are pointed out. Are leaders boraprleaders be educated and
trained. What is the effect of the historical comtef the leader and leadership
theories. And finally, the most well-known approashto leadership are
presented.

The guiding theory for the author of this studytignsformational leadership
theory, also called “the New Leadership” paradigrhich has been in the focus
of research since 1989. The reason for that isttaasformational leadership is
considered to be a process that changes and tmassfimdividuals, and is
concerned with values and ethics.

The topic of national cultures and leadership ffedént cultural backgrounds is
given a brief overview. The modern word globalisatis very often used in
management related themes. Globalisation provigg®rtunities and at the
same time creates new challenges.

The author of the current thesis grounds her figsliof work-related values,
actual and preferred leader behaviour firstly ordescriptive analysis. The
descriptive scales are reduced using factor arsatgsfind new culture-specific
scales. Afterwards, a correlation and regressioalyars is used to find
relationships between different phenomena. Theeped leadership styles in
Estonia and other East European Countries are gechgnd support for the
differences/similarities is found by using a z-test

The overall outcomes of the current thesis canomeladed as follows:

The values of Estonian managers and Estonian sulated have developed as a
result of the same historical background. In 19vi@ssey assumethat each
person’s values reflect contributions made by digeinputs, including family,
peers, the education system, the media, scienceéeahdology, geography and
current events. This assumption was verified inBs®nian context.

The history for both sub-groups under investigatjoe. managers/leaders and
their subordinates) has been the same — both gtoane developed under the

115



same circumstances — so the guiding work-relatddeg have to be similar.
This research found that values among managerefieahd their subordinates
to be similar. This similarity also provides an wes to the first research
guestionR1 - how can the value systems of Estonian compaegutives and

their subordinates be characterized?

The GLOBE integrated theory assumes that the dorhindtural values, beliefs,
assumptions, and implicit motives endorsed by ce#wgive shared meaning to
leader attributes. The result of similar valuesifiegt in the current research,
supports the idea that the leader attributes ioristare similarly understood by
both parties, managers/leaders and their suboedin&his respectively allows us
to continue with further research and investigateia perceptions of leaders in
transforming Estonia, the second research quest®®, what are the
characteristics of the Estonian manager/leader, hoan we describe a
manager/leader in transforming Estonia?

The Estonian leader during the transformation penmas mainly male and is
above all an information source, self-confident amhecisive person. S/he
possesses the feature of integrity, is a visionay,communicator and
administratively effective. After that comes thdligpof performance orientation
and then team orientation.

In 1985, Elenurm pointed out that Estonian managemle as a team leader is
insignificant, in 1992 Nurmi & Uksvéarav confirmedtandency towards group
decision making at the top of the company. Theerurresearch found support
from Estonian employees that team orientation esafrthe leader attributes used
by local leaders. During the fifteen years of depetent, from Elenurm’s work

to the current research, the importance of tearentation has improved

significantly.

The theme of subordinate commitment, effectiveraeskjob satisfaction (SCES)
and its relationships to previously investigatetijscis (i.e. work related values
and leadership style) was one of the aims of thieentistudy. Special attention
was focused on one of the work-related valueshic®tThe first hypothesis (H1)
was —subordinate commitment, effectiveness and jobfaatisn (SCES) is

related to ethical considerations and leadershipest

As a result of the current study, the author of ttiesis can conclude that this
assumptiononly found partial support. SCES is not directlyated to either
managerial or subordinate ethical consideratiorGES is related to product
quality, and employee and customer satisfaction.pleyee and customer
satisfaction is related to the ethics environmemt aompetitiveness. It can be
concluded that SCES is related to ethical considera through employee and
customer satisfaction.
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The other part of the hypothesis, about SCES andelationship to leadership
styles was supported because of the relationshiistonary and team oriented
leadership.

One of the major tasks of the current thesis wautestigate the leadership style
in transforming Estonia. More exactly, to discowdrether leaders in economic
organizations could be named transformational asrdng to the theoretical
background a period of transformation also neexdsstormational leaders.

In order to find support for the second hypothéki®) — The leadership style
practiced in Estonia during the period between s&blishing independence and
joining the EU can be named transformationalleadership characteristics were
compressed using factor analyses to create newsscalled leadership styles.
As a result of the factor analyses, the author @bewed six new Estonian
country-specific leadership styles. These styles\asionary and team oriented
leader, bureaucratic leader autonomous leaderpower sharing leaderrisk
takingleaderanddirective leader

The first style — visionary and team oriented leanmtains the following leader
attributes: being visionary, inspirational, chardio, performance oriented,
intellectually stimulating, team oriented, self fident, role clarifying,
administratively effective, a communicator and hanintegrity.

According to the theoretical aspects of transforomal leadership, also known
as new leadership, it contains leader qualities énable leaders to respect and
have confidence in their subordinates and group lmeesn They practice
supportive leadership and have special charisnaéfiects on their subordinates.
Based on the theoretical assumptions and the sestithe analysis, the author
can conclude that the first leadership stjitonary and team-oriented leader
can also be known as tEstonian transformational leader.

The last assumptioof current thesigH3) was that -the leadership expectations
in independent Estonia have differences comparedotieer EEC and
neighbouring countries

Lang stated in 2003 that transforming countriesehav stable pattern of
leadership behaviour instead of massive changearttswWestern behavioural
patterns, and this assumption received support fhencurrent thesis.

The following leadership pattern is typical for @sans. The crucial thing in the
working environment during the transition period sweeam spirit and team
reinforcement. Unless Estonians are usually consileo be lonely spirits, the
team in the working environment is considered towédry important. As opposed
to other Eastern European countries, Estonia iseniie other European
countries when considering our team orientation.
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In addition to the research questions and hypothdbke comparison of actual
leadership patterns and desired leadership in Esteas carried out. Estonians
expect their leaders to beharismatic - value basedeam orientedand
participative The leaders are not expected to be humane, mateive and
autonomous — these styles are considered to irthitstanding leadership.

The leaders during the research period were carslde becharismatic - value
basedandteam orientedbutnot participativeandtoo autonomous

Leadership will probably develop during the comyears. The question is in
what direction. Will Estonians keep developing alan country-specific track
and establish a “unique Estonian leadership stgteivill leaders in the future
become increasingly similar to global leaders —n gaonventional Western
leadership patterns, or merge into something wihat loe called a European
Union leadership style. Today it is not possiblgtedict these developments.

To find out about future developments in Estongadership the research should
be run repeatedly using the same methodology. iShige of the suggestions of
the author of the current thesis to conduct theaeh every three or five years.
The value of the research is and can be developedpeating it. The repetition
is possible because a reliable and comparable aathgy has been used and
initial benchmark data and results are available.

The author also suggests it be carried out by EstdBusiness School and their
students as it was conducted initially. For suchamagement-oriented academic
establishment it provides the opportunity for reskaactivities in a relevant
field. The students of the school can benefit fridms kind of multi-method
research project involving different qualitativejagtitative research options in
terms of practical experience it affords them objeats related to research
methodology and management studies.

For the attention of future researchers, the authdine thesis also highlights the
theoretical limitations of the current work. The imadiscrepancy between
scholars in different cultural regions is whethexadership as part of
organizational behaviour can be measured usingitgtzg or quantitative
methods. The other suggestion is to work with tmagle and formulate it based
on modern sampling methods, which are nowadayadjravailable.

Estonia could be an example for quite a numbemahtries in Europe who are
interested in joining the EU in future years, adlvas and for other emerging
democracies. Estonia managed to become an EU mestdierin fifteen years,
this is considered to be very quick. This was nally dhanks to our political
leaders, but also economic leaders had their shabeilding up the state. The
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qualities of our economic leaders are brought quttlhs research and this
information represents valuable input informationfiture developments.
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SUMMARY IN ESTONIAN

Ajavahemikul 1988 - 2004 on Eestist kui endisesult@ude Sotsialistlikus
Vabariigist saanud iseseisev turumajanduslikelatgiipidele tuginev iseseisev
Eest Vabariik. Lisaks riigikorrale ja digussiustelenmn muutusi pidanud labi
viima nii organisatsioonid kui ka inimesed.

Muutused post-sotsialistlikes organisatsioonidessigavamad, kui tilpilised
muutused turumajanduslikes tingimustes, sest uusnuaslik kord p&hineb
erinevatel pdhimdtetel ja vaartustel. Uheks suuksnadljakutseks on piud
muuta organisatsioonikultuure uutele vaartustelbirngyaks.(Bluedon, 2000).
Antud Ulesanne on huvitav kahest mdjuaspektist. sUhidiliest mojutab
globaliseerumine ja teisest kuljest transformatsj@hk tleminekuaeg ise.

Sotsiaalteadlased vaidavad, et organisatsioonilfunséita nende olemusest,
(perekond, kool, religioossed-, poliitilised, majlaslikud VOi

mittemajanduslikud institutsioonid) omavad strukiuuStruktuur téahendab
tavaliselt seda, et eksisteerivad liidrid ja jémdyj Kanungo ja Mendonca
vaidavad (Kanungo & Mendonca, 1996), et organisatsd vajavad

eestvedamist, sest eestvedamiseta on organisatsioagu tllrimeheta laev
tormisel merel.

Viimased viisteist aastat on Eesti ajaloos olnuanitised. Esmased protsessid
said alguse laulva revolutsiooniga aastal 1988 ngalleaegsete liidrite
eestvedamisel taasloodigi Eesti Vabariik. Nemaadma missiooni taitnud, kuid
Eesti riilk peab jatkama oma teekonda ja saama &k&sdeing usaldusvaarseks
partneriks Euroopa riikide seas. Taas on vajadidir kes juhiks soovitud
protsesse ning soovitud eesmarkide saavutamist.

Alahinnata ei saa ka diguse vaartuspohimdtte méjakonnale kui tervikule.
Uut arengustaadiumit ning Eesti Ghiskonna vaartd@stet mojutas oluliselt
asjaolu, et Eesti taastas oma iseseisvuse 199a.t8etil Gigusliku jarjepidevuse
alusel ning kinnitati 1992. aastal vastuvdetud péhailusega. Nagu seda
Schneider ja Almann (2005) sGnastavad, diguslikepéidevuse pdhimdttest on
saanud voitluslipp EVde iure eksisteerimisga de facto taasiseseisvumise
taotluses.

Arengu tuumaks on muutus, kuid muutuste juhtimingjaly initsiatiivi,
joupingutusi ja juhendamist (Kanungo ja Mendon@96). Seega, kes on need
inimesed, kes viivad jatkuvates muutusteprotsessidleva Eesti Vabariigi
turumajanduslike majandusprintsiipidega kooskdiiag Ulejadnud maailma
poolt aktsepteeritavaks partneriks?
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Iseseisvunud Balti riikidesse, sealhulgas ka Esstien tulnud viimastel aastatel
palju valismaalastest juhte. Mida ja millised kultilisi eriparasid peaksid need
juhid arvesse vétma, millised on need eestlasadilisseid vaartusi nad endas
kannavad? Vaartushinnangud on need, millele regatakemusrikas koostoo.

Nii formuleeruski autori eesmark uurida antud dokidga eestlaste hinnanguid
oma juhtidele Gleminekuajastul ja enne Euroopaugal litumist. See ajastu ei
iseloomusta mitte ainult diguslikku ja poliitilistyaid ka majanduslikku

keskkonda. Majanduslikus keskkonnas asuvad etw/&bos oma juhtide ja
alluvatega ning nende tdekspidamistega ja vaartnahgutega.

Kaesolev doktoritéd keskendub Eesti juhtimisstilih tdoga seotud vaartuste
uurimisele tleminekuaastatel. Uleminekuaastateksaasformatsiooni aastateks
peetakse antud t60 raames ajavahemikku taasiseses®st kuni Euroopa

Liiduga liitumiseni aastal 2004.

Teiseks oluliseks teoreetiliseks lahtekohaks antudds on nn.
transformatsiooniline eestvedamise teooria, midaswkakse ka "uueks”
eestvedamise teooriaks. TO0 autor peab just sem@ide kdige sobivamaks
teoreetiliseks lahenemisviisiks kasitledes eestvieskan teemasid Eestis
tleminekuperioodil.

Tapsustamaks ja kitsendamaks uuritavat valdkondarmuieeris autor
alljargnevad kaks uurimiskisimust ja kolm hiipoteesi

R1 - kuidas vbib kirjeldada Eesti ettevitete juhtjdenende alluvate té6ga
seotud vaartusi?
R2 - millised on tGleminekuajastul Eesti juhte isetastavad tunnused?

H1l — tddtajate puhendumine, efektiivsus ja tddga lmhuon seotud eetiliste
tbekspidamiste ja eestvedamise stiiliga.

H2 — eestvedamise stiili, mida praktiseeriti Eestieminekuajastul vdib
nimetada transformatsiooniliseks.

H3 — eestvedamisega seotud ootused Eestis on erirteisidst Ida-Euroopa
riikidest ja naaberriikidest.

Ulalmainitud uurimuskiisimustele ja hiipoteesidelstwste leidmiseks kasutatas
autor Global Leadership and Organizational Beha®tfectivhess (GLOBE)
uurimusprogrammi raames valja té6tatud metoodikaidlsimustikke. Antud
programmi juhtivaks uurijaks on professor Robertusty kes koos oma
kolleegidega rohkem kui 62st erinevast maailma ukulpiirkonnast on
organisatsioonikultuuri ja eestvedamise temaatikaldiendunud juba alates
aastast 1991.
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Eesti uurimisgrupp uhines antud programmiga a8, mil viidi l1&bi esimene
uuring, eesmargiga tegeleda kohalike juhtide pdalutatavate liidristiilide
kaardistamise, alluvate ja juhtide tb6ga seotud rtuakinnangute
vdljaselgitamise ning ka alluvate pihendumise, téWskise ja rahulolu
temaatikaga.

2003. aastal viidi labi teine uuring, mis keskendwganisatsioonikultuuri ja
alluvate poolt oodatavatele liidriomaduste véljggaemisele. Tingituna soovist
keskenduda eelkdige liidriomaduste uurimisele esitléh autor oma t66s
organisatsioonikultuurilised aspektid.

Antud doktoritodd voib lugeda aktuaalseks ja uuddéktuvalt jargnevast viiest
aspektist:

Esiteks - teadaolevalt t66 autorile ei ole Eestis varemtudrileminekuajastu
eestvedamisega seotud problemaatikat. Lisaksesellehntud teemavaldkond ka
rahvusvahelises uurimisajaloos uus. Seega on tadir goll ja panus
eestvedamise uurimistemaatika kasitlemisel laieaspgktis ning eelkdige Eesti
juhtimisteaduses eestvedamise temaatika taiendairissks on sellel t66l oma
roll globaalsemas juhtimisteaduses labi kohalikliukuispetsiifilise sisendinfo.

Teiseks — arengud tulevikus on seotud minevikuga. Seeg# wmutor, et
tuginedes antud t6ds uuritavale eestvedamise wega empiirilisele materjalile
on vdimalik seada eesmarke edaspidiseks. Antudui@nusi, informatsiooni
eestvedamise edukate votete, stiilide ja praktidatd on voimalik kasutada nii
ariettevotetes taiendkoolituseks kui ka akadeeteslisringkondades tuleviku
juhtide ettevalmistamiseks.

Kolmandaks — teadmised liidriomadustest, mis aitasid kaasati Beirele
arengule on vaartuslik informatsioon sarnaste eddgd®i saavutamisel. Eesti
vOiks olla vordlusetalon uutele demokraatiatele ki@ neile kes soovivad
[&hitulevikus Uhineda Euroopa Liiduga.

Neljandaks — antud t60 oluliseks aspektiks on tulemuste V@anais teiste
riikide sarnaste naitajatega. Uuringu labiviimigeljarelduste tegemisel kasutas
autor rahvusvaheliselt aktsepteeritavat metoodikéttlasi andis osalemine
rahvusvahelises uurimisprojektis vbimaluse vorrét@ati uuringutulemusi teiste
kultuurikeskkondade uuringutulemustega.

Viiendaks — uurimisprojektide Uks olulisimaid vaartusi onnde korratavuses.
Rahvusvaheliselt kasutatav metoodika on nlldseks datud doktoritdos

kajastatava uurimisprojekti Eesti kultuurikeskkosinestitud. Seega on tuleviku
uurijatel olemas vdimalus kordusuuringute teostakds ning vordlemiseks
tleminekuperioodiga.
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Pastitatud uurimuseesmarkidele vastuse leidmisakkaesolev doktoritoo lles
ehitatud viies pdhipeattikis, millele omakorda lidawvad sissejuhatus, inglise ja
eesti keelne kokkuvate ning t6d kaigus kasutattjdriluse loetulu ning lisad.

Peatikk kaks — kasitleb eestvedamisega seotud erinevaid tédorikes on
lider, kas liidriks slinnitakse, Opitakse voi arekse, milline on Umbritseva
keskkonna roll liidriks saamisel ja olemisel. Ubtlaannab autor (levaade
enamlevinud eestvedamise teooriatest.

Peatukk kolm - keskendub teoreetiliste seisukohtade kasitlemisele
majanduslikult muutuvates tGhiskondades. Autor anitebaade Eestis toimunud
ajaloolistest protsessidest rdhutades iseseisaastamisaegset aastakiimmet.

Peattikk neli — on jagatud neljaks alapeatikiks. Esimeses @atfakiegpustitab
autor uurimistdd kisimused ja hupoteesid. Teisexpealtiikis kirjeldatakse
uurimistdd metoodikat. Kolmandas alapeatikis anaaibor Ulevaade Eesti
ettevotetes aastatel 2001 ja 2003 l|abi viidud Kalésiviidud empiirilisest
uuringust. Neljandas alapeatikis annab autor Utevampiirilise materjali
anallidsist ja saadud tulemustest.

Peatlkk viis- sisu on puhendatud empiiriliste tulemuste |arhite anallUsile,
milles kasitletakse uurimistt6 erinevate osadeustdeoreetiliste nagemustega.

Peatikis kuus — arutleb autor antud doktoritod edasiste mojutks teeb
ettepanekud t00 praktiliseks kasutamiseks. Lisaksala autor suuniseid
uurimuse edasiarendamiseks tulevikus

Peatlikk seitse- on k&esoleva uurimistdod kokkuvote. Valja ondwa lthike
Ulevaade, uurimistod kisimused, teoreetiline aspehillest juhindutakse,
uurimistéd meetodid, kisitlustdo protsess ja uwsidi tulemused.

Uurimistt6 I0petatakse eestikeelse kokkuvottegauteud kirjanduse loeteluga
ja lisadega. Lisatud on autori elulookirjeldus yaldatud artiklite loetelu.

TOO kaigus jouab autor jargmiste jarelduseteni:

Esimene uurimuskisimus (R1kudidas vdib kirjeldada Eesti ettevotete juhtide ja
nende alluvate t00ga seotud vaartusijastas td6ga seotud vaartushinnangute
valdkonda. Neid vaartushinnanguid vordles t60 autk@he erinevas
uurimisgrupis I8ikes s.o. eraldi juhtide ja alluwagrupis. Tulemusena leidis
autor, et tdleminekuperioodi Eestis olid vaartusaimgud mélemas uurimisaluses
grupis suhteliselt sarnased.

Kdige ebaolulisemateks osutusid nii juhtide, kunae alluvate seas usu ja
uskumustega seotud tbekspidamised. Usku salapsirg@ieude toimeefekti
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hinnati madalaima keskmise hinnanguga, ehk allae ksditseme punktilisel
skaalal. Ka usk jumalasse ei leidnud eestlastet gd@ohemat kui kahe ja poole
punktilist keskmist hinnangut.

Suhteliselt madala hinnangu sai ka mdju vahemusstble. Selline hinnang on
ootamatu, kuid sarnaselt teiste sotsiaalteadladiigh ka antud t66 autor, et
eeldatavasti kuulub see teatud kindla ringkonnalpsomide hulka

Enam-vahem olulisteks valdkondadeks peeti naigttéga seotud

problemaatikat, méju kogu Uhiskonna ja ka kohalithiskonna heaolule ning
keskkonnaga seotud temaatikat. Tunduvalt olulisemaknati nn. lihiajalise

heaoluga seotud vaartushinnanguid nagu nditeks itolgigused ja kulude

kontroll. Tulenevalt sellest, et pikema perspektiveaolu kisimused on

vahemtahtsad kui lthiajalised, teeb autor jarelgesEesti majandusuhiskond on
ikka veel faasis, kus lahendatakse esmase rohal@ieigtud kisimusi.

Tuginedes tulemustele ja autori hinnangule voild@ekt Eestit iseloomustab
Milton Friedmanlik mdttelaad, kus ettevotete elessimise ainuke pdhjus ja
konkurentsieelis on kasum.

Siiski on hea tGdeda, et olulisemaks kui kasumgtgiese tleminekuaja Eestis nii
tootajate professionaalsuse kasvu kui ka kliendiddh.

Lisaks vaartushinnangutele uuritakse antud tobslriomadused, mis
iseloomustavad juhte Uleminekuajastu Ees(iR2). Empiirilise anallusi
tulemusena selgus, et olulisimad omadused on imf@noine ja jagamine,
enesekindlus, otsustavus, ausameelsus ja visiosa#ktile jargneb suhtlusoskus
ja administratiivne efektiivsus, tulemustele ningeskonnattodle orienteeritus ja
intellektuaalse motivatsiooni loomine. Need olidnessed kiimme juhiomadust
kolmekimnest, mis alluvate arvates iseloomustavesdi Kohalikku juhti. Samas
arvasid alluvad, et nende juht ei ole pahatah#ikpast kaitsev, ei julgusta
juhuslikult ega kasuta ,umber nurga” juhtimist.

Nendest kolmekiumnest juhiomadusest moodustati fakédiisi teel kuus
Eestile omast juhtimisstiili. Neile kuuele stiilil@nti jargnevad nimetused:
visiondar ja meeskonnale orienteeritud juht, bleaktik juht, autonoomne juht,
vOimu jagav juht, riskeeriv juhia dikteeriv juht. Nendest juhtimisstiilidest
esimest e. visiondar ja meeskonnale orienteeriindi jvOib Eesti kontekstis
pidada ka transformatsiooniliseks juhiks. Sellegahtimisstiili koondusid

teoreetilises kasitluses transformatsioonilistijiggloomustavad omadused.

Jargnevalt, lisaks liidriomaduste ja -vaartuste aetkale huvitab t60 autorit

téotajate puhendumist, efektiivsust ja rahulolu uéyad tegurid - kas
vaartushinnangud mdjutavad tootajate pihendunfesktirsust ja rahulolu ning
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kas tOotajate puhendumine, efektiivsus ja rahulofu seotud eestvedamise
stiiliga.

Vaartushinnangutest pooras autor erilist thelepeetikale ja selle seotusele
tootajate pihendumise, efektiivsuse ja rahulolugha enam vapustab Eesti
Uhiskonda juhtide eetilise kaitumisega seotud pmmwhlatika. Trevino (2000)
vaidab: selleks, et saavutada eetilise juhi repiatah, peab juht olema nii
moraalne inimenekui ka moraalne juhtning liidrit, kes on tugev mdlemas
kategoorias tunnetatakse eetilise liidrina (Treweéhal, 2000).

Jareldusena vaib valja tuua, et uurimistd6 esinfeipotees ei saanud taielikku
kinnitust. AnalliUsi kéigus selgus, et tddtajate gndumine, efektiivsus ja
rahulolu ei oma otsest seost eetiliste kiisimustegjd, kvaliteedi ning tbttajate
ja klientide rahuloluga. Viimane omakorda on seotjuhtide eetiliste
tbekspidamistega. Seega on t6otajate puhendumiiegtiiesus ja rahulolu
seotud eetikaga kaudselt 1abi té6tajate ning klilentahulolufaktori.

Eestvedamise stiilidest on to0tajate puihendumifektiersus ja rahulolu seotud
visiondarse ja meeskonnale orienteeritud stiiliga.

Uurimustdo viimaseid ja Uks olulisemaid eesméarkdeada saada, kas eestlaste
ootused juhtimisstiilile on sarnased teistele ldaei®pa juhtidele v6i on Eestis
teistsugused tbekspidamised edukast juhtimisstilliang (2003) on vaitnud, et
tleminekumaadel on oma kindel eestvedamise mugehelt arvamusest, et see
muutub sarnaseks la&neliku eestvedamisega.

Seda eesmarki aitas taita osalemine rahvusvaheiisanisprojektis ja voimalus
saada vorreldavaid andmeid teiste kultuuripiirkaledkohta.

Tulemusi moddeti kuue erineva juhtimisstiili 16ike#&\ntud stiilide, mida
nimetatakse ka globaalseteks eestvedamise modsneteitemuste vélja
arvutamine oli Uks rahvusvahelise metoodika osandiks modddeteks e.
stiilideks on: karismaatiline — vaartustel pohirst¥l, meeskonnale orienteeritud
stiil, osalev stiil, inimlik stiil, autonoomne dtja nartsistlik stiil.

Tulemuste vordlemisel kasutati erinevate kultusidiklastrite stiilide keskmisi

vaartusi. Teiste Ida-Euroopa riikide keskmiste rulste erinevuse vordlemiseks
kasutati z-testi. Testi tulemusena saadi, et Egstieiste Ida-Euroopa riikide

ootused juhtimisstiilile on erinevad. Lisaks vodieEesti ka P6hjamaade, anglo
ja germaani kultuuripiirkonnaga.

Jareldusena vdib 6elda, et eestvedamise ootuseninéleuaja Eestis erinevad nii

Ida-Euroopa ootustest juhtimisstiilidele ning kstest kultuuriliste piirkondade
ootustst juhtimisstiilile, moodustades seega Eestihase stiiliootuse.
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Seega sai kinnitus nii hipotees H2 kui ka H3. Kokitualt vib Oelda, et juhte,
kes tootas Eesti ettevdtetes Uleminekuperioodil b vdinimetada
transformatsiooniliseks juhtideks ning ootused ijuidstiilidele Ida-Euroopa
riikides ja Eestis erinevad teineteisest.

Viimasena vorreldi Eestis tegelikult praktiseeritegstvedamisstiile alluvate
ootustega juhtimisstiilidele. Tulenes, et vaartesgbhineva juhtimisstiili ootus
on korgem, kui praktikas. Tahelepanu vaariv on aggolu, et praktilises
juhtimistegevuses on meeskonnale orienteeritudinigstiil saanud kdrgema
hinnangu, kui vaartustele pdhinev juhtimisstiil. iilSt mida Eesti juhid
igapaevatdods ei kasuta on osalev stiil, hoolima@itajate ootustest. Samas
humaanset stiili praktiseeritakse rohkem, kui orbtdfate ootused sellele
juhtimisstiilile.

Kuigi reaalses elus leidis vahest praktiseerimisb@oomne stiil ning nartsistliku
stiili puhul on arvamus neutraalne, peavad eestlawd stiile eestvedamist
takistavateks stiilideks.

Kaesoleval doktoritddl on mitmeid erinevaid kasufimalusi nii igapaeva
majanduselus, kui ka akadeemilises arendustegevuses

Vaib eeldada, et jatkuvalt lisandub Eestisse uttsivétteid, mida juhivad voi
omavad valismaalased. Antud doktoritd0s vélja tabeestlaste poolt oodatavad
juhtimisstiilid ja tddga seotud vaartushinnangud kasulik informatsioon
mitteeestlastest juhtidele mdistmaks oma alluvaithgidmaks &ra kultuurilistel
erinevustel péhinevaid konflikte.

Lisaks valismaallastest juhtidele peavad ka eest puhid teadma oma alluvate
ootusi eestvedamise stiilidele. Antud doktoritoo raxile vaartuslikuks allikaks
selle teabe omandamisel

Parjamae (2007) diskuteerib, et Eestis napib hittej ning lisab, et korraliku
juhtimisalast haridust ei ole vbimalik saada. Seega oluline kasutada
doktoritoosse koondatud andmeid tuleviku juhtide olkamisel ja
taiendkoolitustel. Antud doktoritt6 annab oma pa@nusesti akadeemilise
juhtimishariduse edasiarendamises pdorates tamlepgstvedamisstiilidele,
praktikale ja ootustele Eestis.

Autor toetab kindlasti ideed viia antud uurimisgtkij kordusena labi méne aasta
parast, naiteks Estonian Business Shool'is. Sellé kordamine annaks

Oppeasutusele olla pidevalt kursis muutustega Eesstvedamisstiilides ja

kaasajastada vastavalt Uhiskonna normidele Oppeproge. Lisaks on

uurimust66 kordamine hea v8imalus UliGpilastel fisgerida multimeetodilise

projekti [&bi viimist.
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Edasistel uurijatel soovitab k&esoleva t66 autonrel@avate tulemuste
saavutamiseks eestikeelsed kisimustike variandid gamaks ning v@imaluse
korral kasutada kaasaegsemaid valimi moodustanmestaeid.

Autor soovib edu kdigile antud projekti edasi viiaovijatele, kellel on huvi ja
pihendumust ning soov anda panus eestvedamisatteanarendamisele Eestis.
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ABBREVIATIONS

CCl - Country co-investigator

CLT - culturally endorsed leadépstheory

CEO - Chief Executive Officer

CSR - corporate social responsibility

EEC - East European Country

EU - European Union

GLOBE - Global Leadership and Organizational Bebawi
Effectiveness Resed®obgramme

IME - Independent Economic Estonia

LBQ - Leader Attributes and Behaviour Questionnaire

LMX - Leader member exchange

SD - Standard deviation

SCES -Subordinate commitment, effectiveness ansfaetion
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APPENDIXES
Appendix 1 - CEO Questionnaire Scale Composition Gdes

Autocratic

D21 Is in charge and does not tolerate disagreeoraqiestioning, gives orders
D39 Acts like a tyrant or despot; imperious

C65 Tells subordinates what to do in a commandiag w

C23 Makes decisions in dictatorial way

C35 Is inclined to dominate others

C31 Forces his/her values and opinions on others

Decisive

C29 Makes decisions firmly and quickly

C76 Applies logic when thinking

C73 Has good intuition; is insightful

D43 Strong-willed, determined, resolute, persistent

Diplomatic

D45 Interested in temporal events, has a worlcboiutl

D44 Is able to identify solutions which satisfy ividuals with diverse and conflicting
interests

D46 Is able to maintain good relationships witheogh

C32 Is skilled at interpersonal relations

C72 Avoids disputes with members of his or her grou

C37 Is able to negotiate effectively; is able tokmaransactions with others on
favourable terms

Face Saver

D24 Ensures that subordinates are not embarrasstdumed

C49 Refrains from making negative comments to raaingood relationships and save-
face

C83 Avoids saying no to another when requestedtsaimething, even when it cannot
be done

Visionary

D9 Anticipates and prepares in advance

D42 Has a vision and imagination of the future

C7 Anticipates; attempts to forecast events; carsi@vhat will happen in the future
C50 Anticipates possible future events

C53 Makes plans and takes actions based on futais g

C3 Is able to successfully anticipate future needs

D78 Has a clear sense of where he/she wants tesization to be in five years
C71 Has a clear understanding of where we are going

C45 Clearly articulates his/her vision of the fatur

Inspirational

D6 Emphasizes the importance of being committezlitovalues and beliefs

C43 Demonstrates and imparts strong positive emsfior work

C36 Is highly involved; energetic; enthused; mdtda

C25 Is unusually able to persuade others of hisfteevpoint

139



C11 Talks to subordinates about his/her importahies and beliefs.

C12 Emphasizes the importance of having a strongesef purpose

D27 Foregoes self-interests and makes personafisasrin the interest of a goal or
vision

Integrity

D30 Means what he/she says, earnest

D38 Deserves trust, can be believed and relied tp&eep his/her word

C75 Acts according to what is right or fair

C58 Speaks and acts truthfully

C30 Can be relied on to meet obligations

C33 Is not sincere, fraudulent (reverse scored)

C27 Is sly, deceitful, full of guile (reverse scdye

D66. Makes sure that his/her actions are alwayisath

D67 Can be trusted to serve the interests of histhigordinates rather than him/herself
D83. Makes sure that his/her actions are alwayisath

Bureaucratic

D20. Is ritualistic; uses a prescribed order taycaut procedures

D14 Follows established rules and guidelines

D3 Tends to behave according to established ngraiigjes, and proaures
C51 Acts in accordance with rules, convention agr@mmonies

C57 Is habitual; given to a constant, regular rauti

Administratively Effective

D18 Is organized and methodological in work

D4 Well-organized, methodical, orderly

D13 Is generally prepared for meetings any fordsledature events

C4 Able to plan, organize, coordinate and controtkwof large numbers (over 30) of
individuals

C5 Has the ability to manage complex office worll administrative systems
Autonomous

C8 Avoids people or groups, prefers own company

C42 Acts independently, does not rely on others

C61 Does not rely on others; is self-governing

C63 Behaves in a different manner than peers

C77 Is a loner, tends to work and act separately fothers

C34 Aloof, stands off from others, difficult to lwoe friends with

D40 Is unique; has characteristics or behaviorsdtadifferent from most others
Malevolent

D22. Is punitive; has no pity or compassion

D41 Vengeful; seeks revenge when wronged

C38 Is conceited; is convinced of own abilities

C28 Tends to believe the worst about people andtgve

C20 Is overbearing

C59 Is actively unfriendly; acts negatively towattiers

Performance Oriented

D79 Insists on only the best performance

D29 Sets high performance standards

D5 Strives for excellence in performance of setf aubordinates

C60 Seeks continuous performance improvement
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C6 Sets high goals, works hard

Power Sharing

D50 Does not allow others to participate in decigitaking (Reverse scored)
D53 Gives subordinates a high degree of discrétiggerform their work

D7 Tends to be unwilling or unable to relinquismirol of projects or tasks (Reverse
scored)

D69 Allows subordinates to have influence on caitidecisions

D70 Seeks advice concerning organizational strafiegy subordinates

D71 Will reconsider decisions on the basis of reemmndations by those who report to
him/her

C24 Consults with others before making plans ointakction

C80 Is an extremely close supervisor, one who timgia making all decisions (Reverse
scored)

C10 Sets goals for my performance (Reverse scored)

Humane

C52 Tends to be good friends with subordinates

C54 Is willing to give time, money, resources aptpto others

C21 Has empathy for others; is inclined to be helpf show mercy

D60 Sees that the interests of subordinates aemglue consideration

D84 Looks out for my personal welfare

C56 Is concerned with the welfare of the group

C78 Stays with and supports friends even when th@ye substantial problems or
difficulties

Calmness

C9 Is not easily distressed

C81 Does not boast, presents self in a humble manne

C74 Given to being moody; easily agitated (reversmed)

D8 Has and shows patience

D32 Is suppressed, quiet, tame

Information Source

C64 Is knowledgeable; is aware of information

C16 Is easily understood

C69 Is smart; learns and understands easily (resa@red)

Communicator

C19 Communicates with others frequently

D54 Is open in his/lher communications with subcaitbs

D55 Shares critical information with subordinates

Role Clarification

D16 Communicates his/her performance expectatimngrbup members
D23 Clarifies who is responsible for what

D36 Provides feedback to help subordinates

D72 Explains what is expected of each member oftbep

D73 Explains each individual group members' scdpithority

D74 Clarifies priorities

C14 Provides direction in regard to my job

C39 Explains the rules and procedures group menaersxpected to follow
C55 Gives me instructions about how to do my job

Directive

D35 Establishes my goals for me
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D56 Takes a strong hand in establishing my goals

D63 Allows me to take a strong hand in setting nyngerformance goals (Reverse
scored)

D65 Encourages me to set my own performance gBatégrse scored)

D82 Tells me how to do my work

Shows Self-Confidence

D57 Displays conviction in his/her ideals, beliefad values

D75 Shows a high degree of self confidence

D76 Rises to meet difficult goals

D77 Has strong convictions about the correctnesssodr her actions

C17 Views obstacles as challenges rather thantthrea

D11 Is generally optimistic and confident

Fair

D58 Holds me accountable for work over which | hagecontrol(Reverse scored)

D59 Does not show favoritism toward an individuafooup of individuals

D61 Does not criticize subordinates without gocasom

C46 Uses a common standard to evaluate all whatrepbim/her

C48 Administers rewards in a fair manner

Intellectually Stimulating

D64 When | have a problem he/she asks me to fewlwdion

D68 Has ideas that have forced me to rethink sdnmgs that | have never questioned
before

D80 Encourages subordinates to look for better vaykoing their work

D85 Expects unquestioning obedience of those wportéo him/her (Reverse scored)
D86 Challenges me to think about problems in newswa

C2 Encourages me to solve problems on my own

C68 Encourages others to think and use their miclastienges beliefs, stereotypes and
attitudes of others

C84 Challenges me to re-examine some of my basimgstions about my work

C85 Encourages subordinates to be independengtisink

Follower Confidence

D52 Allows subordinates to use their judgment whelwing problems

D51 Delegates challenging responsibilities to sdbates

D47 Shows confidence in subordinates

C1 Shows confidence in my ability to work withcuipervision

D62 Shows confidence in my ability to contributehe goals of this organization
Team Oriented

D33 Works at getting members to work together

C67 Integrates people into cohesive work units

C26 Integrates and manages work of subordinates

C79 Intervenes to solve conflicts between individua

C18 Works jointly with others

D2 Unwilling to work jointly with others (Reverseared)

Risk taker

D19 Is willing to invest major resources in endeawhat do not have high probability of
success.

D17.Avoids taking risks, dislikes risks (Reversersd)

C47 Proceeds/performs with great care and doemketisks (Reverse scored)
Non-contingent praise
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D81 Is just as likely to praise me when | do poasywhen | do well
C13 Will praise me even when | don't deserve it
Self-Protective
D48 Pursues own best interests
C44 Is self-absorbed; his/her thoughts focus mastlpne’s self
D12 Individually oriented: places high value oms®rving individual rather than group
needs
D25 Tends to conceal information from others
D15 Stimulates unrest
D34 Easily hurt or offended
C70 Competes with others within the top managereamh
Status conscious
D31 Aware of others' socially accepted status
C15 Is conscious of class and status boundarieaetsdiccordingly
C40 Believes that a small number of people withilainbackgrounds are superior and
should enjoy privileges
D26 Is modest (Reverse scored)
D10 Believes that all individuals are not equal amly some should have equal rights
and privileges (reverse

scored)
Charismatic effects
D1 Mobilizes and activates followers
D49. Builds trust with subordinates
C66 Inspires others to be motivated to work hard
C41 Gives courage, confidence or hope through veaisse and advice
C82 Increases morale of subordinates by offerircperagement, praise, and/or by being
confident
C22 Instills others with confidence by showing ddafce in them
C86 The CEO stimulates others to put forth effatteve and beyond the call of duty
and make personal

sacrifices
D87 The CEO stimulates others to put forth effatisve and beyond the call of duty and
make personal

sacrifices
Indirect
D37 Does not communicate explicitly, communicatgsnietaphor, and allegory, and
example
C62 Does not go straight to the point; uses metagpdued examples to communicate
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Appendix 2 - CEO Interview Guide

Begin with an explanation of the cross-cultural CEfDdy. Inform the CEO of the
following:

This is a multination study of CEO leader behavord its effects, organizational
practices and their effectiveness, and strategimrorational change. Twenty-seven
countries are participating in the study. This gtigda follow-on to a study of leadership
and organizational practices in 62 countries. at #tudy we identified the kind of leader
behavior most commonly expected of high-level etges in each of the cultures. | will
leave with you a copy of the first report of the iiions study (House et al, monograph
in ADVANCES IN GLOBAL LEADERSHIP, JAI press). Whil¢his report is quite
technical, | believe you will find the informatiaim pages 212 to 216 to be informative
and interesting. A non-technical report of the entrstudy will be sent to all participating
executives in about two years. There will take gear for data collection and another
year to complete the data analyses. Separate sasalyill be conducted for each
participating country and a collective analysialhf the data will also be conducted.

The data collection for the current study considtsnterviews with approximately 50
CEOs in each nation, and administration of the timesaire to their immediate
subordinates. The questionnaire consists of questabout the leader behavior of the
CEOs, organizational practices and their effeciégsn organizational competitive
performance, strategic processes, and organizatitraange. It also includes questions
about the environment of the organization andatsiciant technology.

Ensure the CEO that the responses to the questidinse kept completely confidential.

Inform the CEO that the interview usually takes w@bforty-five minutes and that you

would also like him/her to complete a short tenuménquestionnaire after the interview
is completed. Please wait for the CEO to complegesurvey to clarify any questions.

Please record the interview on an audiocassettehawd the interview transcribed for
subsequent motive coding.

Ask the CEO for permission to record the intervmmwan audiocassette. Tell the CEO
that you will turn the recorder off at any time the or she wishes not be recordéid.
you do turn the recorder off take notes about wiedshe discusses unless he or she
expresses that you should not take such notes).

Following questions are asked from No- EntrepreneuCEOs

INTERVIEW QUESTIONS:

1. Would you briefly, taking about five to eight mates, describe your career to
date, beginning with your education and then whew ¥irst entered a
management position?
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10.

11.

12.

When you assumed your present position was themandate for what you
were expected to accomplish, a number of problems were expected or
desired to solve, goals you expected or desiresttieve, or a vision of your
own or someone else’s to be accomplished?
What were the strengths of the organization gfmt expected to help you
accomplish your mandate?
What were the major deficiencies in the orgaioma or the major problems or
barriers facing you, in accomplishing what you lbpeaccomplish?
What are your major strengths with respect taryfoinctioning as a CEO in
your current position.

What are your major weaknesses?

Please describe the most important organizdtionanges that you plan to
implement in the near future.

How do you plan to go about it? (Probe for Hoevor she will introduce the

change and the strategy for its implementation.)

Please describe your philosophy of managemdmns (s usually already

implicitly described in the answers to the abovedsiions). If time permits

request the CEO to describe the second most imparteange he/she wants to
introduce, and repeat question 8 with respectisoctiange.

Are there any other considerations we need rfowk about in order to

understand your role in your current position?

At this point, please give the CEO the quatit#aquestionnaire, ask him/her to
fill it out and return it to you while you are tleger We advise you to wait for the
CEO to fill it out. Again, the questionnaire shdulake approximately 10
minutes to complete.

IMPORTANT : In the CEO Entrepreneur and Non-entrepreneustiuaaire,
the organizational change section (questions 171s8) be problematic for some
respondents. Please ask them to answer in regartAJOR strategic,
organizational or operational change that has oedun the last six months.

Following questions are asked from
Entrepreneur CEOs

INTERVIEW QUESTIONS:

1.

Would you briefly, taking about five to eight mites, describe your career to
date, beginning with your education and then whew ¥irst entered a
management position?

How did you happen to found your business? Thawhat were the events or

circumstances that led up to the founding of yausitess.

When you started your business, what goals didexpect or desire to achieve?
Did you have a vision the kind of organizatipnoducts to be produced, and
kind of market to be served by your organizationewhyou founded your
business or did the organization, product line(s)d amarkets evolve
incrementally?
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5. What were the major problems or barriers to ehg your vision/objectives
that had to overcome?

6. What were the factors that helped you accompiislr objective (s)?

7. What are your major strengths with respect taryfonctioning as a CEO of
your organization?

8. What are your major weaknesses?

9. Please describe the most important organizdtiohange that you plan to
implement in the near future.

10. How do you plan to go about it? (Probe for Hmwvor she will introduce the
change and the strategy for its implementation.)

11. Please describe your philosophy of managen(éh¢ is usually already

implicitly described in the answers to the abovestions). If time permits
request the CEO to describe the second most imgarteange he/she wants to
introduce, and repeat question 9 with respectisocthange.
12. Are there any other considerations we needdavkabout in order to understand
your role in your current position?
13. At this point, please give the CEO the quatitigaquestionnaire, ask him/her to
fill it out and return it to you while you are tlger We advise you to wait for the
CEO to fill it out. Again, the questionnaire shdulake approximately 10
minutes to complete.
14. IMPORTANT: In the CEO Entrepreneur and Non-entrepreneustimaire,
the organizational
change section (questions 1-13) mayploblematic for some respondents.
Please ask them to answer
in regard to MAJOR strategic, orgatiznal or operational change that has
occurred in the last six
months.
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Appendix 3- Sample CLT Questionnaire Items and Resmse
Alternatives

Sample leadership items:

Sensitive - Aware of slight changes in moods bEod.

Motivator - Mobilizes, activates followers

Evasive - Refrains from making negative commemtiaintain good relationships and saves face
Diplomatic - Skilled at interpersonal relatioractful.

Self-interested -Pursues own best interests.

Response Alternatives:

This attribute/characteristic impedes or faciégatinusually effective leadership
. Substantially impedes

. Moderately impedes

. Slightly impedes

. Neither impedes nor facilitates

. Slightly facilitates

. Moderately facilitates

N O o0~ WN P

. Substantially facilitates

147



Appendix 4 — Subordinate Commitment, Effectiveness and
Satisfaction composition

Your reaction

In this section we are interested in your reactidas and views of, this
organization. Your answers will be kept strictlynfidential. Please answer the
following questions using the same response aliegsa

(1) Strongly Disagree

(2) Moderately Disagree

(3) Slightly Disagree

(4) Neither Agree nor Disagree
(5) Slightly Agree

(6) Moderately Agree

(7) Strongly Agree

Please circle the number that most closely representhe behavior of the chief
executive of your organization. He or she...

86. The CEO stimulates others to put forth effatisve

and beyond the call of duty and make personal fazesi 1234567
87. | contribute to this organization 100% of myliap 1234567
88. | expect to be with this organization threergdeom now 1234567
89. People at my level work well together 1245567
90. | am optimistic about my future with this orgaation 1234567
91. My work is made difficult because others wibt provide

the cooperation and support they should provide 234567
92. The top managers work as an effective team 32567
93. | agree with to the chief executive's visiorito$ organization 1234567
94. | expect this organization to have an excelieture 1234567

95. | am willing to make serious personal sacrffite contribute
to the success of this organization 12345

96. My effort is above and beyond that which isuiesg 1234567
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Appendix 5- Leadership dimensions

Visionary

1I-12  inspirational

1I-13  anticipatory

11-35  prepared

11-56 intellectually stimulating
IV-10 foresight

IV-11 plans ahead

IV-19 able to anticipate
IV-46 visionary

IV-51 future oriented

Inspirational

II-5  positive

11-31 encouraging

11-32 morale booster
11-48 enthusiastic

IV-20 motive arouser
IV-26 confidence builder
IV-35 dynamic

IV-42 motivational

Self Sacrificial

11-14  risk taker
IV-22 convincing
IV-30 self-sacrificial

Integrity

11-15 sincere
11-16 trustworthy
11-20 just

IV-32 honest

Decisive

11-44 decisive
IV-8 logical
IV-15 intuitive
IV-47 will-full

Performance orientated

1I-11  improvement oriented
IV-24 excellence-oriented
IV-40 performance orientated

Team Orientation

11-3 mediator
11-28 loyal

149



11-30
11-39
11-45
IvV-27

collaborative
fraternal
consultative
group-oriented

Team Integrator

I1-22 clear

11-25 integrator

1I-52  subdued (reverse scored)
IV-4  informed

IV-23 communicative

IV-36 coordinator

IV-38 team builder

Diplomatic

-1 diplomatic

11-17  worldly

1I-18 intra-group conflict avoider
11-21  win-win problem solver
IV-5  effective bargainer
Malevolent

11-43 intelligent (reversed score)
11-46 irritable

1I-50  vindictive

IV-6  egoistical

IV-7  non-cooperative

IV-39 cynical

IV-49 dishonest

IV-50 hostile

IV-53 dependable (reversed score)
Administratively competent

11-19  administratively skilled
11-34  orderly

IV-2  organized

IV-52 good administrator

Self-centered

11-23
11-38
1-47
IV-29

self-interested
asocial

loner
non-participative

Status Consciousness

V-9
IV-28

status-conscious
class-conscious
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Conflict Inducer
II-6  intra-group competitor
11-37 secretive
IV-12 normative

Face saver

11-2 evasive

IV-16 indirect

IV-45 avoids negatives

Procedural

11-41 formal
IV-1 cautious
IV-17 habitual
IV-25 procedural
IV-56 ritualistic

Autocratic

-4 bossy

11-36  autocratic
IV-33 domineering
IV-37 elitist

IV-48 ruler

IV-54 dictatorial

Non-participative

IV-13  individually oriented
IV-14  non-egalitarian
IV-43  micro manager
IV-44  non-delegator

Humane Orientation
11-40  generous
II-51 compassionate

Modesty

11-26  calm
II-42  modest
IV-18 self-effacing
IV-31 patient

Autonomous

II-7 autonomous
1I-8  independent
11-29  unique

IV-55 individualistic
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Appendix 6 - Scales of Work Related Values

© NGO A~ LDNPRE

-
o

11.
12.
13.
14.
15.
16.
17.

N g bk wDh ke

Work related value scale

Cost control

Customer satisfaction

Employee relations issues such as employeebgeily, safety, working conditions
Contribution to the economic welfare of theiowat

The welfare of the local community

Employee professional growth and development

Pleasing, respecting, not offending a divinenget a god or an idol for example
Effect on the environment

Ethical considerations

Effect on the long term competitive abilitytbé organization

Effect on relationships with other organizationshwihich
You do serioushusiness, for example suppliers, mowent agencies, strategic alliances,

Effect on firm profitability

Effect on of minority employees

Effect on female employees

Effect of supernatural forces forces such apiaious days, forcasts by truth sayers, and kKee li
Effect on product quality

Effect on sales volume

Response Alternatives

Not important

Of little importance

Of some importance, but little

Important / Frequently considered important
Very important / almost always

Especially important / always

The most important
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Appendix 7 - Descriptive Statistics of Work Related/alues

Managers Subordinates
Std. Std.

N | Min. | Max. | Mean | Dev.| N | Min. | Max. | Mean | Dev
Cost control 44 4 7 543 | 0.7 174 3 7 5.47 0.86
Customer satisfaction 44| 4 7 6.16| 0.8 174 4 7 6.16 0.p2
Employee relations issues
such as employee well- |, | 5 7 | 530| 10d 174 2 7| 551 07
being, safety, working
conditions
Contribution to the
economic 44 2 6 4.18 1.04 178 1 7 401 1.p4
welfare of the nation
The welfare of the local | ,, |, 7 | 434 11d 173 1 7| 418 1)7
community
Employee professional
growth 44 4 7 584 | 0.7§ 1738 2 7 558 0.2
and development
Pleasing, respecting, not
offending 43 1 7 2.51 1.7 1738 1 7 246 1.3
a devine being a god
Effect on the environment | 44 2 7 4.45 1.0 174 1 7 438 1.17
Ethical considerations 44| 2 7 525| 1.04 174 2 7 527 1.p8
Effect on the long term
competitive 43 3 7 560| 0.8 172 3 7 565 0.2
ability of the organization
Effect on relationships withl 44 | 3 7 | 530| oo 178 1 7| 514 0o
other organizations
Effect on firm profitability | 44| 3 7 575| 087 173 1 7 570 1.p5
Effect on of minority 4| 1 6 | 300| 12 172 1 7| 326 145
employees
Effect on female employeefg 44 1 7 3.59 1.5 178 1 7 3.86 1.B7
Effect of supernatural 44| 1 4 | 136| 06 173 1 6| 158 107
forces forces
Effect on product quality 44 4 7 5.81 0.4 172 p y 5.89 | 0.92
Effect on sales volume 44 3 7 543| 0.871 1738 1 7 561 1.p0

Source: author’s calculations
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Appendix 8 - Managerial Value Factors

Welfare and Relationships 1 2 3 4 5
Economic welfare of the local community 91 .15 .06 -12 -.14
Economic welfare of the nation .89 .01 .07 -04 -.01
Effect on female employees .65 17 12 .23 .17
Employee relations issues such as employee weigbei .62 36 .46 -14 -.06
Effect on/of minority employees S50 .06 -44 .02 .37
Ethics, Environment and Competitiveness

Ethical considerations 38 .74 .03 .05 .24
Employee professional growth and development 03 70 29 -02 -22
Effect on the environment S51 65 19 31 -.08
Effect on long-term competitive ability of the orgzation -05 55 20 .05 .55
Product Quality and Customer

Effect on product quality 20 25 73 -01 .26
Customer satisfaction 12 14 65 .30 .05
Effect on relationships with other organizations -02 35 50 -40 .08
Supernatural Forces

Effect on supernatural forces -02 -04 13 .8 -.05
Pleasing, respecting, not offending a divine being 18 35 -25 64 .15
Profitability of Company

Cost control .20 -03 -19 -59 .41
Effect on the firm’s profitability -14 01 .03 -10 .77
Effect on sales volumes .31 -013 .44 -02 .65

Source: author’s calculations
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Appendix 9 - Subordinate Value Factors

Product Quality and Competitiveness 1 2 3 4 5 6
Effect on sales volumes .83 -04 .07 -04 -05 -12
Effect on the firm’s profitability 72 A1 -.18 .08 .19 -.01
Effect on product quality 66 -05 -10 .23 -06 .30
Effect on longterm competitive ability of th

organization .58 -.04 .07 A7 .09 .34
Effect on relationships with other organizations .57 .22 .37 .18 .06 -.05
Economic Welfare

Economic welfare of the nation .02 .86 .19 A2 16 12
Economic welfare of the local community -.01 .83 .26 .10 .03 .19
Cost control .38 49 -34 -30 .22 .16
Supernatural Forces

Effect on supernatural forces .02 17 81 -29 .13 -04
Pleasing, respecting, not offending a divine being .00 A1 .70 .09 .16 .16
Employee and Customer Satisfaction

Employee professional growth and development 11 -01  -.07 .80 .20 .21
Employee relations issues such as employee weigbei .14 .45 -17 57 .21 -.08
Customer satisfaction 42 .13 .07 54 -10 -.01
Effect on Minority Groups

Effect on female employees .09 .08 .04 .16 .86 .09
Effect on/of minority employees .01 .19 .32 .03 .79 12
Ethics and Environment

Effect on the environment .05 28 -03 -07 .07 .81
Ethical considerations .08 .05 .28 36 .21 .67

Source: autor’s calculations
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Appendix 10 - Special patterns of Leadership Stylen Estonia (scales

for managementstyle)

Visionary and Tear

Oriented Leader 1 2 3 4 5 6
Visionary .89 15 .02 .06 -.10 -21
Inspirational .84 -.04 -.14 -.08 .02 A2
Charismatic effects .84 -.02 -.24 -.24 .25 .01
Decisive .82 -.15 .16 A7 -.10 -.06
Performance Oriented .78 .16 .19 -.19 -.06 14
Information Source 77 -.02 -11 .24 -.36 -.23
Intellectually Stimulating [.74 .07 .03 40 .27 .02
Team Oriented 72 .23 -.43 .02 -.14 .07
Shows Self-Confidence .66 .23 -.02 =21 .39 .07
Role Clarification .59 46 .00 -.02 .21 .16
Administratively Effective |.58 .50 .06 .16 -.24 -.16
Communicator .54 .36 -.52 .08 .28 .03
Integrity 51 48 -11 .25 .29 -31
Fair .39 12 -.25 .35 14 -.14
Bureaucratic Leader

Status conscious .05 73 12 -.40 .18 .18
Face Saver -.04 73 -.20 15 -.02 14
Bureaucratic .09 .62 .16 .05 -12 -.19
Diplomatic .38 .57 -.34 21 .05 -.15
Autonomous Leade

Malevolent -.04 .04 71 -.44 -.12 17
Autonomous .04 14 .70 -17 .02 -12
Humane .30 .24 -.68 A1 A1 .13
Follower Confidence 43 .18 47 43 .25 A1
Power Sharing Leader

Calmness -.10 .00 -.26 .82 -11 -11
Autocratic .01 -.08 51 -74 -.12 -.07
Power Sharing .13 .30 -.02 .59 .55 .20
Risk Taker

Risk taker .01 -.24 -.02 .01 .78 -.03
Self Protective .14 -41 .36 12 -64 .08
Directive Leader

Non contingent praise -.09 .07 -.22 .10 .05 .78
Directive .19 .04 31 -.04 12 .57
Indirect -.12 -.17 -11 -.14 -21 .53

Source: author’s calculations
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Appendix 11 - Culturally Endorsed Implicit Leadership styles

Dimensions
Leadership Style Dimension | eadership Style

Mean | SD [Dimension Mean SD
Value based 5.76 057 Self-protective 327 | 1.06
visionary 6.15 030 felf-centred 189 | 0.1}
inspirational 6.16 041 fstatus conscious 458 | 0.7¢
self-sacrifice 4.66 110 [conflict inducer 360 | 1.6
integrity 6.07 051 face save 255| 0.47
decisive 5.67 148 jprocedura 373 | 0.8§
performance oriente 5.88 027 Participative 542 | 0.0
Team oriented 5.73 | 043utocratic 545 | 0.4¢
team orientation 5.16 112 jnon-participative 539 | 0.5(
team intgrator 543 | 171[Humane 417 0.2
diplomatic 6.08 093 humane orientation 437 | 0.6(
malevolent 5.81 172 modesty 397 | 1.2§
administratively competent 6.18 026 fiutonomous 329 | 0.5]
Note:

Leadership dimensions consist of primary leadershifpscales which a

italicized.
Source: authors calculations
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Appendix 12 - Regression Models

Appendix 12.1 - Regression Models of SCES with Mgenel Value Factors

Unstandardized |Standardized Std.
Coefficients Coefficients Error
Adjuste| of the
Mode Std. d R |Estimat
| B Error Beta t Sig. Square e
(Constant) 3.720|  0.324 11498 0.000| 5o 0.02504467°
Product quality and customer
1 satisfaction (PQCS) 0.249| 0.056 0.330| 4.443| 0.000
(Constant) 4.409 0.411 10.724{ 0.000
2product quality and customer 0.4389
satisfaction 0.284| 0.057 0.376| 5.014| 0.000 0.381 0.145
Profitability of the Company (PQ) -0.159]  0.061 -0.196| -2.615| 0.010

a. Dependent Variable: Commitment. Effectiveness and Satisfaction
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Appendix 12.2 - Regression Models of SCES with $dinate Value Factors

Unstandardized Standardized Std.
Coefficients Coefficients Error
Adjust
ed R | of the
R Squar | Estimat
Model B Std. Error Beta t Sig. R Square| e e
, |(Constant) 4432 0.323 13.735( 0.000( 0.176] 0.031] 0.025
Employee and
customer 0.127 0.056 0.176 2.270] 0.020
satisfaction

a. Dependent Variable: Commitment. Effectiveness and Satisfaction
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Appendix 12.3 - Regression Models of SCES with lezgkiip Styles

Unstandardized Standardized Std.
Coefficients Coefficients Error
Adjust
ed R | of the
R Squar | Estimat
Model B Std. Error Beta t Sig. R Square| e e
. [(Constan) 2427 0.375 6.478] 0.000/  0.499( 0.249| 0.244/0.41012
Visionary & Team 0.539 0.074 0.499] 7.325| 0.000
(Constant) 2.973 0.446 6.661  0.000
, |Visionary & Team 0.544 0.073 0.504| 7.477] 0.0000 0.520] 0.271] 0.262|0.40540
Risk Taker -0.131 0.060 -0.148] -2.191] 0.030

a. Dependent Variable: Commitment. Effectiveness and Satisfaction
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Appendix 12.4 - Regression Model of Ethical Congatiens with Leadership Attributes

Coefficien

ts(a)

Unstandardized Standardized
Coefficients Coefficients
Std. Error
Adjusted R| of the
Model B Std. Error Beta t Sig. R |R Square| Square Estimate
1 (Constant) 3.111 0.802 3.879| 0.000
Intellectually 0.424 0.157 0.208 2.704| 0.008 0.208  0.043 0.037  1.07096
Stimulating

a. Dependent Variable: Ethical considerations
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Appendix 12.5 - Regression Model of Subordinateuédtactor Ethics and Environment with LeadershypeSt

Coefficients(a)

Adjus
ted R| Std. Error

Unstandardized Standardized Squar| of the

Coefficients Coefficients R R Square| e | Estimate
Model B Std. Error Beta t Sig.
1 (Constant) 3.252 0.588 5.529| 0.000
Power Sharing 0.344 0.130 0.204 2.646| 0.009 0.204 0.04110.036] 0.93552

a. Dependent Variable: Value item factor Ethics and Environment
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Appendix 12.6 - Regression Model of Managerial \édhactor Ethics. Environment and Long Term Persgegtith
Leadership Styles

Coefficients(a)

Unstandardized Standardized
Coefficients Coefficients
Std. Error
Adjusted R| of the
Model B Std. Error Beta t Sig. R |R Square| Square Estimate
1 (Constant) 3.905 0.434 9.007| 0.000
Power Sharing 0.307 0.096 0.244| 3.205| 0.002 0.244 0.060 0.054 0.68968

a. Dependent Variable: Ethics and environment and long term perspective
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Appendix 13 - Second order factors and the scale®ims they are

based on

Charismatic/Value Based
- Charismatic 1: Visionary
- Charismatic 2: Inspirational
- Charismatic 3: Self-sacrifice
- Integrity
- Decisive
- Performance oriented

Team Oriented
- Team 1: Collaborativeam Orientation
- Team 2: Team Inédgr
- Diplomatic
- Malevolent (reverse scored)
- Administratively competent

Self-protective
- Self-centered
- Status conscious

Participative
- Autocratic (reverse scored)
- Non-participative (reverseesto

- Conflict inducer - Delegator

- Face saver

- Procedural

Humane Autonomous

- Modest - Individualistic

- Humane orientation - Independent
- Autonomous
- Unique

Note: These are Global CLT Dimensions. They areprased of the 21 leadership subscales
The only exceptions are Autonomous which is conggkrisf questionnaire items. not subscales

and delegator which is also an item rather thacases
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