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EFFECTIVE LEADERSHIP BEHAVIOR BY MEANS
OF ACCULTURATION: CULTURAL DIFFERENCES
AND LEARNING STRATEGIES

Abstract. Leadership behavior is acquired through accuitmarom the earliest childhood
and very stable over time. This first acculturatimeates habits that are applied unconsciously
throughout life and are hard to change. Differeairhing strategies have the potential to mitigate
individual habits when individuals are confronteithwan intercultural experience, for example as
expatriates. We examine the role of imitation/himas learning, learning through cognitive
reflection in a training program, and learning tigh changing the organizational structure on
adapting leadership behavior. Imitation/vicarioearhing showed cultural adjustment but did not
improve a manager’s leadership effectiveness in ddw@ple of German and US expatriates.
Learning during a training program that focusesseli-reflection of personal behavior patterns
can change the original acculturation and incrésmsaership effectiveness. The implementation of
a matrix-structure during an organizational intéigra process challenged the diverse cultural
habits and stimulated new acculturation within mpany merger across cultures.

Keywords: leadership, acculturation, learning strategiejatonal leadership, Vroom/
/Yetton model.

1. THE PROBLEM: HOW CAN THE ACCULTURATION
OF LEADERSHIP BEHAVIOR BE ACHIEVED?

The expanding globalized economy seeks the acatithar of individuals,
groups, and organizations. Hence, when adoptindarowing traits from
another culture, perhaps even multiple culturesinduheir professional lives,
managers are expected to display a behavior differe that of their original
culture.

Leadership behavior is deeply rooted in culture &mweined during an
acculturation process from the earliest persongleggnces beginning in
childhood by vicarious learning from parents, sig8, teachers, as well as peers
from kindergarten onwards. Thisrst acculturation creates habits that are
applied unconsciously throughout life. In a sevatian study applying the
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Vroom/ Yetton (1973) contingency leadership modelgo, Reber, Bohnisch,
Maczynski, Zavrel, and Dudorkin (1993) concludeait tbulture explained about
71% of the systematic variance of leadership behmavi measured in terms
of the degree of participativeness of decision estythosen depending on
the specific characteristic of the situation. Rélmgo (1997) conducted
a longitudinal analysis of the data collected frd889 to 1996/1997 in
Germany, Austria, Switzerland, France, Poland aaddzech Republic.

Longitudinal studies (Auer-Rizzi/Reber, 2010) wih annual feed back
rate in the countries Austria, Czech Republic, Garynand the US up to 2011
resulted for the US and the Czech Republic — despé Velvet Revolution — in
the continuity of the individual leadership patterin Germany (since 1996) and
Austria (since 2001) the exceptionally high papiétion rates declined
significantly but still remained relatively high ioomparison with all other
countries in our studies (Auer-Rizzi/Reber, 200/his development might be
attributed to the adjustment to other governmemicsires in the EU, growing
global competition, and an increase of the crime veith reduction of trust in
business relations. In Poland, a comparative sthdfore and after the
introduction of the market economy (1988 vs. 19@49rms showed no changes
in leadership styles (Jago et al., 1996). A congaariof students and managers
in Ireland showed no “convergence” but the contiimmaof “divergence” in the
European context (Marktin et al., 2004).

Reports about the practice of management inditatein severe situational
crisis situations, leaders in top positions espigcia internationally active
companies are replaced by persons who seemed betfdr into the chanced
environments: For example Seidlitz (2010, p. 1§)orts that in prominent
German companies a nhew generation of top managérsdifferent education
and experience than their predecessors are apgdimtgositions on managing
boards. He states, for example, that firms like é8ayrhyssen Krupp, BASF,
Siemens, and Metro selected CEOs with about the shisracteristics. They are
primarily external managers with MBA or doctoral gdees in business
administration. Such a process seems to confirrorige anchored in Social
Darwinism like the population ecology theory (Hanfilaeeman, 1977; Singh,
1990), the path dependency theory (Ackermann, 2D@busch, 2008) or the
quantum approach (Miller/Friesen, 1984). In an eiogi study looking at 135
dramatic transition periods of 66 North Americammpanies, Miller/Friesen
(1984) found that in all cases the top executiymegidents or CEOs) were
replaced. These theories argue, that the consisteihperson/environment is
enacted not by learning, but by replacement/selectif persons who fit
adequately to dynamic changes in the environment.

Contrary to this stream of theories, other appreadnd empirical studies
demonstrate that learning is possible. Especiadigemt studies highlight in
today’s continually changing work environments thatployees “adjust to their
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perceptions of job insecurity and feeling of powssness by engaging in
transaction forms of relationships, through seekmgcquire more [...] to make
themselves more employable” (Martin et al., 19981). This experience may
open employees for learning especially in line witbncepts of “self-
-management”. According to Manz/Sims, 1984), thes#-managing skills
include self-problem assessment, self-goal setsalf;rehearsal, self-observation
and evaluation, and self-reinforce assessment epdftishment. (Manz/Sims,
1984, also: Locke/Latham, 1990). Especially Bandureoncepts of the
development of “self-efficacy” (1986) and his “salclearning theory” (1977)
underpins the essence of “self management”.

In partial contrast to this approach which trarsfearning alone to the self-
-responsibility of employers, many other theorigghlight the necessity of support
by organizational support systems like mentorirgteayps (Russel/Adams, 1997),
training programs in all aspects of professiondl sotial competences, or executive
development through “Consciousness — Raising Espees” (Mivris, 2008).

2. FOCUS AND FRAMEWORK INCLUDING IMPLICIT HYPOTHESES

In the midst of the mentioned theoretical frameworknd empirical
investigations this article focuses on the

— specific conditions of intercultural leadership;

— the Vroom/Yetton model is used as a theoretie@h@work;

— the chances of “self-management” based on Bargltinaory of “social
respectively vicarious learning” are empiricallgtied,;

— the empirical results of the application of theodtn-Yetton theory for
the improvement of leadership effectiveness arerteg;

— empirical data are reported about a case, in wthieheffectiveness of
a (relatively) long team training program is reglddy the necessity of a short-
-term change of the organizational leadership sirec

3. THE VROOM/YETTON LEADERSHIP M ODEL

The Vroom/Yetton model consists of three buildinpcks: leadership
strategies, diagnostic questions and rules. Vroattdyi defined and
operationalized the leadership strategies in théitton of Lewin et al. (1939),
Maier (1955), and Tannenbaum/Schmidt (1958) as lévels of participation.
These range from autocratic (Al, All) to consubati(CI, CIl) to group decision
making (GlIl). Empirical studies in which managererav asked to specify
differences in the intensity of participation ors@ale from one to ten revealed
that Al attained the participation grade 0, AllC1,5, Cll 8 and GlI 10.
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The diagnostic questions are created for the leadanalyze the situation
where the strategies are to be applied. The sewestigns are based on Maier’s
(1955) differentiation between quality and accepgarequirement. Questions A,
B, C characterize the quality dimension, and OF K> the acceptance level.

Each of the seven decision rules excludes certattegies for particular
situations. Applying the seven rules leads to anmare strategies (feasible set)
appropriate to fulfill the requirements of the goaf the organization, given the
specific situation. When the feasible set contaimse than one strategy, the
model adds two additional selection criteria, tiamel subordinate development.
Model A is targeted to time saving among the fdasibrategies, whereas Model
B replaces the goal of time efficiency with the lgofsubordinate development
and recommends the most participative strategy grios feasible alternatives.
The more the behavior of the leader is congruenh \the rules, the more
effectively the organization’s objectives can béiiaced. Several validation
studies confirm this assumption (Bohnisch, 19984f1. Vroom/Jago, 2007, p. 21).

Later in this paper we report data based on theoMrgetton leadership
model. These are typically collected prior to adkrghip training program. The
participants are asked to decide which strategy wwuld apply to a set of 30
short decision-making cases. At the time of tha datlection, participants are
unaware of the theories behind the Vroom/Yetton ehodhus, the data
collection cannot be influenced. However, despite tack of theoretical
knowledge, the earnestness to prepare for an imeemsanagement training
program may help to explain findings by House/Adi{{t997) that the validity
of the model is even higher in field settings tivataboratory studies.

4. INDIVIDUAL LEARNING STRATEGIESIN ACCULTURATION
SITUATIONS FOR EXPATRIATES

Three individual learning strategies, particuladgarding expatriates, seem
relevant and are often applied with diverse effectess: imitation/vicarious
learning, training sessions that provide insighd aeflective learning, and
organizationally imposed cooperation practices.

4.1. Learning by imitation

Learning by imitation is the most common strategyntegrate into a new
organization culture (Foppa, 1968). This is esplgcigominent when the new
working place is embedded in a very different rmaloenvironment. A source
for imitation can be readings, integrative trainsgssions and numerous other
sources. People in a new environment play an irapbntole as face-to-face
relationships are then developed. Bandura (197B6)1%reated the term
“vicarious learning” as the core of a “social légamtheory”.
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From the perspective of the social learning thettry human being is
neither driven by inner forces nor buffeted helghgesby environmental
influences. Rather, psychological functioning isstbanderstood in terms of
continuous reciprocal interaction between behaafut its controlling conditions.
This means in other words: Social learning thequgt as the Vroom/Yetton
model, is based on the situational/contingency epticThe social learning
theory “...places special emphasis on the importal@srplayed by vicarious,
symbolic, and self-regulating processes, whichiveceelatively little attention
even in most contemporary theories of learningd@aa, 1971, p. 2).

Although behavior can be shaped into new pattensame extent by rewarding and
punishing consequences, learning would be exceldialgorious and hazardous if it proceeded
solely on this basis. Environments are loaded wittentially lethal consequences that befall those
who are unfortunate enough to perform dangerous<rfor this reason it would be ill-advised to
rely on differential reinforcement of trial-and-errperformances. [...] Apart from questions of
survival, it is difficult to imagine a socializatigprocess in which the language, mores, vocational
activities, familial customs, and the educatiomeligious, and political practices of a culture are
taught to each new member by selective reinforcémiefortuitous behaviors, without benefits of
models who exemplify the cultural patterns in tteeim behavior.

Most of the behaviors that people display are lkedyreither deliberately or inadvertently,
through the influence of example. There are severatons why modeling influences figure
prominently in human learning in everyday life. Wihmistakes are costly or dangerous, new
modes of response can be developed without neegllems by providing competent models who
demonstrate how the required activities shoulddréopmed. Some complex behaviors, of course,
can be produced only through the influence of nmdel.] Where novel forms of behavior can be
conveyed only by social cues, modeling is an inglisable aspect of learning. Even in instances
where it is possible to establish new responseepettthrough other means, the process of
acquisition can be considerably shortened by progidappropriate models. Under most
circumstances, a good example is therefore a muatterbteacher than the consequences of
unguided actions. (Bandura, 1971, p. 5).

Social learning theory assumes that modeling inftes vicarious learning
principally in five interrelated processes (Bandi@v/1, p. 9):

As in all behavioral theories, the social learnihgory also assumes that imitating responses
strive for positive reinforcement respectively theidance of negative (1) reinforcement in order
to learn. However, in the social learning theoimf@cement is seen only as one of several factors
— like unexpected events in the environment — ¢hatinfluence what is observed and what goes
unnoticed. Anticipation of reinforcement is cons&t a facilitator rather than a necessary
condition. “Knowing that a given model’'s behaviar éffective in producing valued rewards or
averting negative consequences can enhance obsaaldearning by increasing observers’ [(2)]
attentiveness to the model's action. Moreover, cgpdiing reinforcement can strengthen [(2)]
retention of what has been learned observatiofllynotivating people to code and to rehearse
modeled responses that have high value” (Banduil, 2 9).

The attention and retention of (3) modeling stimalé channeled by the
interpersonal attraction of models. Models who psssnteresting qualities — like
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those having high status, prestige, power and thds® have been frequently
rewarded — are sought out, whereas those who laakipg characteristics tend to
be ignored or rejected, even though they may emagther ways.

Both, the operant conditioning theories of socmitation (Miller/Dollard,
1941) and social learning theories assume that wiet been learned
observationally is strongly influenced by the (Snsequences of such actions.
However, according to social learning theory “...i@t$ are not always
predictable from external sources of influence bseacognitive factors partly
determine what one observes, feels, and does agjimay moment” (Bandura,
1971, p. 35). Cognitive events refer to (4) symbotioding, cognitive
organization, and rehearsal. These steps decidprtioess and the outcome of
vicarious learning.

The observer can see the behavior of many potantdkls in his/her social
environment; what he/she cannot see, howeverhareauses of the behavior of
others and he/she therefore cannot be sure abewatkses of success of other
people because their success or failure may depergalities that cannot be
directly observed. Observations can lead the obseéovsome hypotheses which
have to be “empirically” tested and improved. Ire ttmprovement of this
process the opportunities of vicarious learning lmamarvested.

As far as improving leadership behavior in intelttaally different contexts,
vicarious learning is confronted with many bottlekee It seems logical to assume
that expatriates want to be successful and thergfay attention to the attributes
of the new environments. They may take the dictwheh in Rome, do as the
Romans do” seriously. In the new situation, theydfplenty of new models
around them; their cognitive abilities are loaddthvinformation. They have to
select the right models and gain insights abouttheses of success or failure of
the potential models. They also have to make aecabout their own capability
as to whether or not they can imitate the behasfidhe successful “Romans”. In
this process the observers cannot erase the exisiiels acquired “at home”
which may have become ‘“tacit knowledge” with thewnexperience. The
observed models may either be in conflict with Bargation on successful people
“back home” who they want to please for advancenoértheir career, or the
expatriates may prefer an orientation that can splethe new bosses and
colleagues of the new culture. Many prejudices sia@ek into the interpretation
process of the observer. Often, pure observatioroissnough for an insightful
and foresighted vicarious learning process. Butipeeobservations can be a good
start for the opening of a fruitful discussion witie observed model in which both
the model and the observer can come to an enhamugelstanding of their
behavior based on inter-cultural differences anplagg opportunities to learn
from each other. For such a process, prerequisgies to be necessary which can
avoid “defensive behavior” that is “in use” not piith “pathological” but in most
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“normal” organizations, too. These behaviors “ine'usare frequently in
unconscious contradiction to the “espoused” thewraction of the individuals
and learning partners within an organization. Adoay to Argyris (1985), this
difference between theories “espoused” and “in usdibits learning and is
caused by the installation of suboptimal organimeti structure and inadequate
leadership. The defensive behavior is caused biattehat

...individuals strive to be in control of the contemtwhich they are operating. Each player also
tries to win and not lose. The individuals strigenbinimize the creation of negative feelings in
others or in themselves. They appear to do theit bet to upset others or themselves. Finally
individuals strive to be rational by having a gadalmind and trying to achieve it. These four
factors — (1) obtain unilateral control, (2) maxamiwinning and minimize losing, (3) minimize
negative feelings, and (4) maximize rationalityurnt out to be the four values that govern the
action of most of the individuals we have studigdch actions lead to consequences [...] that are
primarily defensive. This defensiveness resultamiscommunication, mistrust, protectiveness,
self-fulfilling prophecies, and self-stating proses. These results make it less likely that errors
will be corrected — indeed it is more likely thatags would escalate (Argyris, 1985, 80f).
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Fig. 1. Mean Level of Participation of German Mamagn the U.S. and U.S. Managers
in Germany

Based on the Vroom/Yetton model, vicarious learnprgcesses and the
achieved results can be observed (Figure 1, 23anthe data in Figure 2 indicate
that German expatriates show a higher rate oftioola of the acceptance rules than
German managers working at home in Germany at tmeather” company
(“Germany Standard”) (Violation of the Conflict RulGermans in the US: 48;
Standard Germans 34; Violations of Acceptance R@legerage): Germany
Standard: 31; Germans in the US: 43). This seersldw that German expatriates
working in the USA lose a significant portion ofeth social competence. US
managers, in turn, change their behavior in theogypiate direction:
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Fig. 3. Violations of Acceptance Rules by Americaaridgers working in German Companies

The Mean Level of Participation (Figure 1) of US#\aers working in
Germany (MLP = 5.66) is higher than that of US dt&ad managers (MLP =
4.88) and even higher than the level of German gensaworking at home
(German standard = 5.35). However, American exgiasi seem to lose some
ground (not significant yet) concerning the QuaRyles. Figure 3 reveals that
they tend to violate Rule 2 (Goal Congruency Raleq higher rate than the
“Standard US managers”. They apply the GII straté@gysituations where
subordinates do not share the company goals (fEgfcipation in inappropriate
situations; a mistake they tend to avoid in theinaulture).
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The differences shown above are not statisticatipiicant at this point
due to a small sample size of expatriates from lbotintries. However, for the
whole sample we can show that the “move away” fooa’'s own culture is also
statistically significant. We split the participagi managers into two groups,
those who perform their work in their own culturesuch as German managers
working in the German location of an internatio@@rman company — (n = 56)
and those who are confronted with a different cealtilnrough their assignment
(n = 32). The latter group consists of Germans wagrkn U.S. subsidiaries of
German multinational companies as well as U.S. gersawho work for
multinational German companies in the U.S. For eafckthe participants we
calculated for the “Mean Level of Participation” (M — indicator for the use of
strategies) and the “Violations of Acceptance Rul@adicator for “social
competence”) the absolute distance of the individoare of the participant to
the respective “National Standard Mean”. We thegreggated this individual
distance to a mean distance for the “home cultssegament group” and one for
the “foreign culture assignment group”.

We tested the hypothesis that the mean distandbeofforeign culture
assignment” group is higher than that of the “haalture assignment” group
regarding (a) the Mean Level of Participation adlwae (b) the summary of
violations of acceptance rules. An analysis ofarace confirmed this hypothesis
for (b) the summary of violations of acceptancesulThe mean distance for the
“foreign culture assignment” group is 15.97 peragpt points and that for the
“home culture assignment” group is 11.51 (F = .9 = 0.05). Regarding the
(&) Mean Level of Participation, the mean distatwehe respective national
standard is higher for the “foreign culture assignih group (0.96) than for the
“home culture assignment” group (0.85); howeveis thifference is statistically
not significant (F = 0,39; p = 0,5).

Based on these findings we can conclude that regar@erman and
American managers a change of acculturation caexpéained by vicarious
learning processes. Managers wishing to perforrir fhb in the host culture
well realize that their behavioral habits do notrrespond to the new
environment. This suggests that habits become tions’ and can be
controlled and then have to be adjusted to the etz patterns of acting
persons in their immediate environment. The viaaitearning process is then
established without reflection on the loss of meffective dimensions of their
previous leadership patterns. Hence, expatriateisesto become better
Americans/Germans than the Americans/Germans aackftiie neglect an
opportunity to increase their leadership effectesmby openly discussing the
pros and cons of intercultural differences. Thisited success of the learning
process can be attributed to the “defensive rositiirethe definition of Argyris
(1985). These routines may be reduced by trainlrograms which improve for
each participant the cognitive understanding otessful leadership in general
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and also specifically the diagnosis of observabiiéergnces in leadership

behavior in other cultures. Such a program can téangortant feature of

“corporate universities” of international organinat (Reber, 2007) or any other
institution with adequate research based trairiogifies.

4.2. Learning by Reflection in a Vroom/Y etton Training Program

In the validation studies of the Vroom/Yetton mqdEleld (1979) and
House/Aditya (1997) cautioned that the model coblel considered too
complicated to be used effectively in training paigs, especially as regards the
acceptance rules. The basic model to which we rdfdlows the
recommendations of Miller (1956), who came to tbeatusion that a qualitative
cognitive judgment of humans is limited to the “ntagumber 7 plus minus 2":
The number of participative strategies is 5, thenlner of diagnostic questions
and the decision rules is 7. Vroom/Jago (1988; 199d Vroom (2003) have
extended the first model to provide more variablEsr the purpose of
longitudinal studies and the training program, \e&la by the original version
(Vroom/Yetton, 1973; Bohnisch, 1991). The followidgta are restricted to the
results of two countries, Germany and Austria. Wi neport on each country
separately.

A relatively large number of program participantteaded two training
units of two and a half days each. T1 comprisesréaetion of participants
during the “first” set of 30 cases before the ftirggnbegan; T2 shows the data of
a “second” case set containing the same situabanspackaged” differently in
order to make the data comparable. These datacs#ested before the second
training unit after six to twelve months.

Figure 4 shows that the participants at point Ti2stantially increased the
degree to which they let subordinates participatddcision-making. However,
only increasing the degree of participation doesnexessarily mean that they
increased leadership effectiveness. Leadershigtefémess increases with the
degree of agreement with the model recommendatiorher words: the lower
the rule violations, the higher the leadership affeness. Figure 5 shows
a slight decrease in the violations of the QudRtyes (“technical quality of the
decision”). Figure 6 reveals quite a substantiatrel@se in the field of the
Acceptance Rules (“conflict resolution”, “socialnapetence”).

The key to successful reflection is an (empiricaifidated) model. If the
managers in the training program can add to theimahstrated explicit
knowledge the motivation to apply it in practiceey reach the level of positive
intentions. In case they fail to apply their knoside, however, they may
still have the intention to analyze this deviatidrhis can result in an even
firmer intention on their behalf to verify the qimglof the cognitive model
in a contingent situation.
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During the second part of the Vroom/Yetton trainipgogram, the
participants were asked to recall several “caseshftheir own practice and to
analyze them based on the dimensions of the Vroettdd model. In most
cases, the participants’ analysis unveiled decistostegies in accordance with
the model. This clearly indicates that the cogaitigarning effect of using the
Vroom/Yetton case set has been successfully trapdfeo the participants’
“real world”, even though they have only completg@ percent” of the training
program.
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4.3. Learning by Changing the Organizational Structure

Following Skoda’s takeover by Volkswagen, a spemialrix-form called
“Tandem” was introduced in order to facilitate theegration process. A Czech
and a German (expatriate) manager were appointetheéomost important
hierarchal positions from the management board damah each person in the
Tandem had the same formal power. Only upon agmeereached jointly by
both partners could a decision be considered adered. As the company
takeover was completed in a very short period (roKibed, 1997; 2006),
the managers of both nationalities were ill pregdor tasks and duties of this
nature. Tandem’s challenging mission was assocwttfnumerous conflicts,
as there was not much trust and acceptance dubletmegative historical
prejudices concerning relations between CzechsGarcthans as well as a long
tradition of pride in both companies. Skoda, intigatar, was and is a company
with a long history and a high reputation in thee€lz Republic.

The Tandem model was discontinued as soon as tigration process had
become successful and the partners in the modelldaded to cooperate.
Despite the higher labor cost — especially in théedgration phase — in
comparison to any other VW plant worldwide, the ngeneration of Skoda
vehicles proved to be very profitable and the Sksdlasidiary became a well-
respected unit within the VW corporation.

The question is whether or not the Tandem modalectban acculturation of
leadership style after most of the German expasidtad left the Czech
Republic. A study using the Vroom/Yetton framewshowed amazing results
in that the newly created culture attained a neadyplete “middle line”
between the German and the Czech customs anddrediteadership behavior
as far as the Mean Level of Participation (Figuyetfte Violation of the Quality
(Figure 8) and the Acceptance Rules (Figure 9) camecerned. Perhaps the
“balance of power” in the Tandem matrix structuoenpelled the partners to be
more aware of the differences in their leaderslapits, and conflicts required
them to create a “third” approach in order to fendvay to cooperate. We can
assume that the tightness of the dual matrix stracof the Tandem model
forced the partners to reduce the “defensive bemavrgyris (1985) had
very often detected in organizational life: Miscoomitation, mistrust,
protectiveness, self-fulfilling prophecies, andfselaling processes. It may
sound paradox that an organizational structure lwhithances conflicts on the
interpersonal level can break down the interpeldsatefenses. If these
consequences can be realized, then the matrix t@mbe very successful.
Conversely, when the persons involved cannot devejood strategies for
conflict resolution, the matrix form may end in Bakter. Such a duality may
explain that the application of the matrix leadbei to very good or to very bad
results but rarely to something “in between” (Rébgehl, 1988).
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5. CONCLUDING REMARKS

a) Leadership behavior is adopted during an aaatian process from the
earliest personal experiences beginning in childhaond formed by vicarious
learning from parents, siblings, teachers, as wasllpeers from kindergarten
onwards. This acculturation creates habits that applied unconsciously
throughout life.

b) Three individual learning strategies can beedéhtiated: (1) Learning by
imitation/vicarious learning demonstrates cultueadjustment but does not
improve a manager’'s leadership effectiveness asnstfoom an example of
German and US expatriates. (2) Learning during ¢barse of a training
program that focuses on the self-reflection of peas behavior patterns can
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change the original acculturation and increasedesdip effectiveness, (3) The
implementation of a matrix structure during an igational integration
process challenges the diverse cultural habitsséintllates new acculturation
within a company merger.

c) Leadership can be learned, but concentratedsaffidient measures are
required in order to create an effective shift ofwdturation within international/
/global firms and societies.
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