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Abstract

Abstract of the thesis entitled ‘Leadership Perceptions of Staff in the Context of

Hotel Industry in China’submitted by Wong Chi Yun, Alan for the degree of Doctor

of Philosophy at The Hong Kong Polytechnic University

Leadership skills are crucial in the hospitality industry, given its intense

competition, dynamic environment, service orientation and labour-intensive nature.

With increasing globalization and internationalization of the hotel industry, a

thorough understanding of expatriate and local hotel staff becomes crucial. Although

China’s tourism industry has been open since 1978, the industry is still in a state of

relative infancy. With accession to the World Trade Organization in 2001 and

projected to become the world’s top tourist destination by 2020, China will continue

to need expatriate hotel managers for their expertise and for technology transfer.

Because most expatriate assignments involve a managerial/leadership role in a host

country, cultural similarities and differences will certainly influence the degree to

which leadership is effective. Moreover, grooming future international hospitality

leaders to be effective in various contexts is becoming a challenge.

The objective of this study is to explore leadership perceptions of staff in the

context of the hotel industry in China. A conceptual model that integrates the “micro”

and “macro” contextual constraints on leadership perceptions is adopted for use in

this research project. The “micro” aspect uses the leadership prototype approach that

describes the match/mismatch of leadership schema between leader/manager and

follower/subordinate, which in turn affects the effectiveness of leadership. The

“macro” aspect examines the impacts of societal contexts on leadership. This study
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combines qualitative and quantitative methodologies. It uses 19 interviews in the

early stage of the project to explore themes relating to the impacts of various

contextual elements on perceptions of leadership. “Professionalism” and “culture”

were the two major themes that emerged from this phase of the study. The results

were used later for surveys and interpretations. An instrument based on the literature

and on qualitative interviews identified 57 leadership attributes, which were refined

to 25 for a survey. The sample studied included 82 managers and 219 subordinates

from hotels in Beijing. Additionally, a sample of 137 telecommunications staff was

studied for comparison with the hotel group.

Four factors emerged from a 16-item solution: professionalism; integrity;

masculine/Yang; feminine/Yin. T-tests of group comparisons indicated the existence

of “industry difference,” “level difference” or “national cultural difference” in

different dimensions. Both qualitative and quantitative results indicated that

“professionalism” as a critical dimension of leadership perception. Implications of

the results for leadership training and development were discussed in detail. The

small sample of expatriate staff limits the generalization that can be made for this

group.

In conclusion, the conceptual framework developed in this study is a useful

guide for understanding leadership in the context of China’s hotel industry. Most

previous research on this subject lacked a theoretical framework or perspective. This

study contributes a more holistic understanding by integrating “micro” and “macro”

perspectives with the focus of the impacts of various contextual elements. The

identification of “Professionalism” as new attribute in the leadership literature is a
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major contribute the leadership research as well. Also, it contributes to future

training/development of international hospitality leaders and local staff by increasing

the awareness of leadership perceptions in various contexts of the rapidly-globalizing

hotel industry.
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CHAPTER 1

INTRODUCTION

1.1 Introductory Remarks

Prior to 1978, China’s hotel industry was undeveloped. Indeed, in 1978 China had

only 137 hotels. However, since then the industry has grown rapidly. “Just twenty-

two years of tourism activity, both international and domestic, has stimulated the

growth of a hotel industry in China from a virtually zero base to a year 2000 level of

10, 481 hotels… ” (Zhang, Pine & Lam 2005, p. 161).With China's accession to the

World Trade Organization in 2001 and with an expectation of becoming the world's

top tourist destination, by 2020 an estimated annual arrival of 130 million tourists is

predicted (WTO, 1999-World Tourism Organization 2020 Vision Report).

China's hotel industry is predicted to grow significantly in order to meet the

increasing demands of international and domestic tourists (Pine & Philips, 2005).

Chen (1999) predicted that the shortage of skilled workers will be one of the major

factors limiting the growth of China's hotel industry. A number of critical labour

problems have already been identified in China’s hotel industry. Examples include

poorly-qualified employees, low salaries compared to other industries, and high

employee turnover (Zhang et al., 2005, p. 225). Foreign-invested or joint-venture

hotels will compete with local hotels for high-quality staff. Such hotels hire more

local hotel managers because "they have gotten enough management experience in
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the past years and want to switch to hotel that pays higher salaries. Another reason is

the cultural differences experienced by expatriate mangers" (Chen, 1999, p. 474).

With China joining the World Trade Organization (WTO), in theory there is a

possibility of 100% foreign-owned hotels becoming established in the country. Due

to legal constraints, the only significant foreign presence in the hotel industry is in

the form of joint-venture arrangements (Qi, 2002). Joint-venture hotels in China are

mainly 4 and 5 star hotels. Some 10% of the top 300 hotel corporate chains have

already entered China, including Hilton, Hyatt, Intercontinental (including Holiday

Inn), Shangri-La, Marriott, Club Med, Days Inn, Starwood, Cendant and Accor

(Pine, 2002). Moreover, a newspaper in Hong Kong reports that international hotel

chain investment in China is only second to that in America. This is true not only in

the case of expensive hotels: an economy American chain/brand, termed “Super 8,”

is actively expanding in China. In 2004 there were already 10 “Super 8” franchises in

China, and 30 more were planned for the year 2005 (HKED 2005).

It appears that, the current complex hotel ownership structure will remain for a

period of time (Pine & Philips, 2005). In complex situations such as these, effective

leadership/management skills are imperative to personal success in the competitive

hotel industry. In addition, leadership skills are important to the hospitality industry

because of the turbulent environment, its labour-intensive nature and high turnover

rate (Gillet & Morda, 2003; Tracey & Hinkin, 1994). Despite the importance of

leadership in the hospitality industry, there are very few published studies

specifically on leadership in this field. Pittaway, Carmouche and Chell (1998, p. 423)

note that “conceptual difficulties in the general field of leadership had prevented
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research from being undertaken and had caused weakness in previous hospitality

research.” Moreover, existing literature in hospitality leadership lacks a perspective

with specific reference to the complexity of different cultural contexts. This study,

therefore, focuses on both the national and industry cultural characteristics, and

explores how these will impact on leadership perceptions.

According to implicit leadership theories, individuals have their own ideas about the

nature of leaders and leadership (Eden & Leviatan, 1975; Hartog et al., 1999; House

et al., 1999). In simple terms, this approach holds that the “concept of leadership” is

like the “concept of “beauty”: it is “in the eye of the beholder.” (Kenny, Balascovich

& Shaver, 1994; Sivasubramaniam, Kroeck & Lowe, 1997). This approach is based

largely on an information-processing, cognitive or categorization framework of

leadership perception (Lord, 1985; Lord, Foti, & Philips, 1982; Lord & Maher,

1991).

Literature concerning the “leadership perception” of followers has argued that one

must be perceived as a leader before one can exercise his/her power and influence

effectively (Lord, 1985; Lord et al., 1982; Lord & Maher, 1991; Shaw, 1990). For

example, a Swiss hotel manager perceived to be a leader by his/her subordinates in

Switzerland might not necessarily be perceived as a leader by his/her subordinates in

China. The differences in cultural background might lead to differences in leadership

prototypes (in this study, a “prototype” is defined as a collection of characteristic

traits and attributes in one person). If the manager is not aware of these differences

and displays only his/her prototype behaviour, his/her subordinate might not regard

him/her as a leader. This would clearly result in difficulties in gaining respect, being
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accepted as an authority, and exercising his/her assigned leadership responsibilities.

This would obviously hinder his/her ability to manage effectively in the hotel.

Ineffective management would result in problems such as lack of motivation among

subordinates, poor communication, friction among subordinates and frequent

misunderstandings.

With a network of 170 social scientists and scholars from 62 cultures around the

world, House et al., (1999) developed a global research programme on effective

leadership (Global Leadership and Organizational Effectiveness (GLOBE) Research

Program). One of the crucial ideas within the GLOBE conceptual model is based on

the “Implicit Leadership Theory.” They summarise the major propositions of this

model as:

1. Leadership qualities are attributed to individuals, and those persons are

accepted as leaders, on the basis of the degree of fit, or congruence, between

the leader behaviours they enact and the implicit leadership theory held by

the attributers.

2. Implicit leadership theories constrain, moderate, and guide the exercise of

leadership, the acceptance of leaders, the perception of leaders as influential,

acceptable, and effective, and the degree to which leaders are granted status

and privileges.

The GLOBE researchers asserted that there is substantial experimental evidence in

support of this theory (Hanges, Braverman & Rentsch, 1991; Hanges, Lord, Day,
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Sipe, Smith & Brown, 1997; Lord & Maher, 1991). Unlike many previous leadership

studies, this approach offers not only a perspective on leadership provided by

leaders/managers, but by followers/subordinates as well (Cox, 1995). The approach

is highly consistent with the research objectives of the present study, and is therefore

used as the conceptual framework for guiding this study.

1.2 Scope of Study

While leadership has been studied extensively in the western world, it

remains uncertain whether those findings are applicable to the Chinese context.

Moreover, there is limited published research in the field of leadership specifically

within the hotel setting. Gaps in the literature exist among the three areas: leadership,

hotel, and the Chinese context. Therefore, China’s hotel industry is an excellent “case

study” for research in this new field, in which a combination of those three areas

prevails (Fig. 1). This study will draw on the literature and other records of previous

research in China, hotels and leadership. Overlaps or intersections exist in these three

areas of research.

Thus, the leadership perception approach, in particular

categorization/prototype/implicit leadership theories, has been selected as the

appropriate conceptual framework to guide the exploration from the micro to macro

perspective of understanding leadership perception of staff in the context of the hotel

industry in China. The targeted population for a major survey will be expatriate and

local staff in 4- and 5-star hotels in Beijing, the Capital of China. Previous research

identified the presence of a wide range of cross-cultural problems between

expatriates and locals in international hotels. Those problems include inter-cultural
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conflicts, clash of corporate and national culture, poor attitude among locals towards

expatriates, expatriates inability to adapt to a new environment, language barriers and

communication (see Section 2.2.2.2).

Though the main focus of this study is the hotel industry, a sample of

telecommunications staff has been included to demonstrate possible impacts of

industry characteristics. The hotel and telecom industries are characterised by certain

features that apply to all service industries at the operational level. The hotel industry

is more labour intensive, while the telecom industry is capital intensive and

knowledge-based (particularly at a higher level of product research and

development).

Both qualitative and quantitative – or inductive and deductive – paradigms will be

adapted at different stages of the research process to provide a more holistic

understanding of the topic. Chapters 3 and 4 will provide more detail on the

conceptual framework and the rationale for research design.

This study focuses on “organizational leadership,” which is defined as “the ability of

an individual to influence, motivate, and enable others to contribute toward the

effectiveness and success of the organizations of which they are members” (House et

al., 1999, p. 184).
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Figure 1.1. Focus of the Study.



8

1.3 Objectives and Research Questions

1.3.1 Objectives of the Study

1. To explore leadership perceptions of hotel managers and their subordinates in

the context of the hotel industry in China;

2. To determine the similarities and differences of leadership perceptions among

various staff groups including: a) hotel staff and telecommunication staff

(industry differences), b) expatriates and locals (cultural differences) and c)

managers and subordinates (hierarchical differences);

3. To identify implications of this study for leadership training and development

for the hotel industry.

1.3.2 Research Questions

1. What are the leadership perceptions of staff in the context of the hotel

industry in China?

2. What are the leadership perceptions among various staff groups in hotel

industry and how they differ from other industry?

3. What are the implications of this study for leadership training and

development for the hotel industry?

1.4 Significance of Study

1.4.1 Academic Contributions

The major contribution of this study is the use of a conceptual framework that



9

integrates macro and the micro perspectives to study leadership in the hotel industry

and China contexts. This focus on “contexts” has been growing in the leadership

literature (Alvesson & Sveningsson, 2003; Antonakis, Avolio & Sivasubramaniam,

2003; Bryman, 1988; Bryman, 2004; Bryman et al., 1996; Lord et al., 2001). The

creation of a “grand leadership theory” that could be applied to different contexts is

fraught with challenges. Researchers with both qualitative and quantitative interests

are beginning to discover how different “contextual factors” might impact on

leadership. The present study is pioneering the simultaneous application of both a

macro1 and a micro2 perspective to understanding leadership. The literature does

contain some leadership research in the context of the hotel industry. Many well-

developed theories of leadership based on Western culture exist. However, those

theories are based on empirical data collected mainly in the West. Little if any such

data has been collected in China. Moreover, previous research in China’s hotel

industry has suffered from a lack of a conceptual framework, which precludes a

complete understanding of the entire system under study. The present research

employs the ‘leadership prototype approach’and ‘implicit leadership theory’to study

leadership in the multi-cultural settings of hotels (micro aspect). Moreover, it does so

in the complex business environments of join-venture/international hotels in China

(macro aspect). This provides an alternative approach to explore

leadership/management issues in China’s hotel industry.

This study has developed an industry-specific or emic measurement to measure

leadership perception in the context of the hotel industry (see Chapter 5). Though

1 At a societal level of understanding the development of hotel industry in China
2 Behaviours and interactions in hotel at the organizational level
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this instrument still requires validation, it lays a foundation for further development.

Moreover, this study is pioneering the use of the leadership prototype approach and

indigenous concepts (Yin and Yang) to understand and conceptualise leadership in

the context of the hotel industry in China. One previous leadership study used only

Implicit Leadership Theory (Ling, Chia & Fang, 2000) to study different sectors in

the general context of China. Littrell (2002) studied leadership behaviour in China’s

hotels, but used an unmodified Western instrument for data collection. As Pearce

(2004, p. 61) pointed out, “a greater richness of methods is needed to describe human

behaviour in context, that law-like, generalizations are inappropriate and unlikely for

complex human phenomenon.” There is clearly a need for more cultural insight and

conceptual creativity on the part of indigenous hospitality and tourism researchers.

As already mentioned, there has been little research on leadership from both

leader/manager and follower/subordinate perspectives. Previous studies focus more

on how leaders/managers perceive leadership. This study explores leadership

perceptions taking into consideration the contextual element of “level differences,”

as the essence of prototype approach/implicit leadership theory attempting to view

leadership “from the eyes of beholder.”

1.4.2 Potential Contribution to the Hotel Industry

This study will provide information for leadership training and development, in

particular with expatriate managers and local staff working in the Chinese hotel

industry. This aspect is becoming more important with the increasing

internationalization and globalization of the hotel industry. In a study of whether

training should be provided for European expatriate managers to China, Selmer
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(2002, p. 48) concluded that “for international firms assigning expatriate managers to

China… to train is better than not to train.” The qualitative interview studies and the

leadership prototypes will make it clear to expatriate hotel managers that to be

equipped with expertise and knowledge in hospitality is not enough. They must be

aware of the cultural perspectives and dimensions in order to establish their

leadership in reality rather than merely in theory. Local managers could establish

their leadership by learning and developing professional skills and, equally

important, learning how to work in a multi-cultural setting with a global mindset.

1.5 Definition of Terms

The following terms are presented and defined to clarify their specific usage within

this study and to aid the reader’s comprehension of the problems presented.

Culture. Culture is one of the most difficult concepts in social science to define. It is

a subtle and complex concept that basically embraces the values, beliefs and

traditions of groups of people. Pizam (1997, p. 128) states that “culture is an

umbrella word that encompasses a whole set of implicit, widely-shared beliefs,

traditions, values and expectations that characterise a particular group of people.”

Hofstede (1980) defines culture as the collective mental programming of the people

in a particular environment. There are also different definitions according to different

disciplines. However, “the common thread in all these definitions is that culture is a

social mechanism that shapes and guides people’s thoughts, values and beliefs, and

ultimately controls their behaviour” (Pizam, 1993, p. 207). More importantly, for the

present study the power and depth of the concept of culture is that people are

unaware of the underlying aspects of the impact of culture on “cognitive constructs



12

such as family, leadership, community, and organization” (Miles, 1998, p. 1).

The quantification of culture is highly problematic and controversial. Hofstede

(1980) developed four basic dimensions to measure national culture. However, there

are shortcomings in his approach (Fang, 1998; Pizam, 1997; Tayeb, 2001). Dorfman

(1996, p. 329), a cross-cultural leadership researcher, indicated there are solutions to

the operationalisation and measurement of culture because there are more culture

typologies than the cultural dimensions developed by Hofestede’s study (e.g.,

Dorman & Howell, 1988; Triandis, 1982). More recently, in an international study on

leadership and culture (Project GLOBE 1999), nine cultural dimensions were

developed to measure culture (House et al., 1999, p. 181).

However, the present study is not going to measure culture directly; rather, culture

will be studied indirectly. “We found that cultures can be differentiated on the basis

of the leader behaviours and attributes that their members endorse” (House et al.,

1999, p. 182). In other words, culture can be studied through some measure of the

implicit leadership prototype as well, just as other studies measure culture by

measuring differences in languages, values and customs among different nations.

Expatriate. According to the Oxford English Dictionary an expatriate is a “person

living outside his own country.” According to Pine (2000), “Expatriates are staff,

often managers, who are not nationals of the country where they are working,

employed for specialist operational abilities and knowledge of the employing

organisation (typically in multinationals firms). They commonly receive higher

salaries, longer leave and other benefits than local employees, which, along with
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cultural differences, can create conflict. Typically, expatriate tourism employees

work in developing countries or destinations.” In the present study, “expatriate”

refers to someone who was not originally living in China.

However, there is a distinction between a “home-country expatriate manager” and a

“third-country expatriate manager.” In the hotel industry, the former is usually

recruited from within his/her own hotel organization or from other hotel and business

companies (Yu & Goh, 1995). Usually, he/she is a professional with technical

competence and knowledge of a specific region of the world (e.g., an American hotel

manager from a U.S. international hotel chain recruited to work in its chain hotel in

China). An expatriate hotel manager can also be recruited from a third country and

sent to work in a host country for his/her knowledge of that country (e.g., a

Singaporean Chinese hotel manager recruited by a U.S. international hotel chain to

work in China).

Leader. In this study a leader is a person responsible for important/formal roles in an

organization. It could be the General Manager or Head of a department in the hotel.

The term is quite often used interchangeably with “manager” and “supervisor”.

However, before moving into a formal role in influencing others, one must first be

perceived as an effective or a trustworthy leader (Brodbeck, 2000, p. 24).

Leadership. Leadership is another difficult and complex idea to define. There are

literally hundreds of definitions in the literature. Among those definitions, however,

two things are agreed upon: (1) Leadership is a function of groups, not individuals.

Individuals are, of course, leaders but leadership occurs only in the processes of two
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or more people interacting. In the interaction processes, one person is able to induce

others to think and behave in certain desired ways. (2) Leadership involves

intentionally exercising influence on the behaviour of other people.

For the purpose of this study, leadership is defined as the process of being perceived

by others as a leader. This definition implies that at the most fundamental level,

leadership is an outcome of the social-cognitive processes we use to label (Lord &

Maher, 1991). Because a hotel is similar in most ways to other organizations, the

concept of “organizational leadership” is adopted for use here. The GLOBE study

defines organizational leadership as “the ability of an individual to influence,

motivate, and enable others to contribute toward the effectiveness and success of the

organizations of which they are a member” (House et al., 1999, p. 184).

Manager. A manager is a person in charge a group of people in an organization. It

could be a head of a department or the head of the organization (such as Director of

Sales and Marketing or the General Manager in a hotel). A manager has different

roles to play (Mintzberg, 1973). However, as mentioned earlier, to move into a

formal role of influencing others, one must first be perceived as a leader (Brodbeck

et al., 2000, p. 24). Some scholars attempt to distinguish between “Manager” and

“Leader” (Zaleznik, 1977). In this study, expatriate staff members are usually in a

managerial position and are always involved in a leadership role (please refer to the

definition of “leader” in this section).

Follower. A leader cannot be called a leader if there is no follower (see the above

definition of leadership). Therefore, a follower is someone who is willing to follow a
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leader. “Follower” is sometimes interchangeable with the word “subordinate.”

Taking into consideration culturally-endorsed leadership concepts, it is reasonable to

expect the following: the less two persons overlap in cross-cultural leader-follower

relationships, the less likely it is that the leader will be accepted and that the

interpersonal relationship will be characterised by trust, motivation and high

performance (Brodbeck et al., 2000, p. 24)

Local. For purposes of this study, “local” refers to hotel staff from Mainland China

(Peoples’ Republic of China) except Hong Kong, Macao or Taiwan. These

individuals grew up and were educated on the Mainland. They come from different

regions of the Mainland. Mainland China is very large geographically, and

consequently differences may exist between local people from different regions. This

group of staff is assumed to be different from hotel staff from other countries (i.e.,

expatriate hotel staff).

Prototype. Prototype is here simply defined as a collection of characteristic traits and

attributes. Conceptually, it is a cognitive summary of the most common features of

the category. All subsequent incoming stimuli are categorised in terms of how well

they match the category prototypes already formed (Rosch, 1978). Please refer to

Section 2.2 on “cognitive categorization and leadership perceptions.”

Subordinate. According to the Oxford Dictionary, subordinate means “junior in rank

or position; less important.” In this study, it refers to front-line staff who usually have

face-to-face contact with customers. Examples include a front office

receptionist/cashier and a waiter in a food and beverage outlet.
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Western vs Chinese. One can conceive “Western” and “Chinese” from both

geographical and cultural perspectives. Geographically, Western countries embrace

mainly Europe, America and other major English speaking countries such as

Australia and Canada. How to deduce an operational definition for study is a

challenge. Similarly, when one thinks of the term “Chinese,” geographically the term

embraces people from the present Peoples’ Republic of China (P.R.C.), which

includes Hong Kong and Macao. Taiwan is a controversial issue, because of the

different political and economic systems. Though the Chinese government sees

Taiwan as part of the P.R.C., it may be a long time before the Taiwanese will accept

themselves as “Chinese.” Moreover, there are still millions of Chinese living

overseas, in various parts of the world (Chan, 1999; Chang, 1995; Wang, 1988).

Culturally, they are part of the “Chinese family” or, because China is sometimes

referred to as “The land of Dragon” (Miles, 1998; Wee, 1988), “descendants of the

dragon.” West and East are conceptualised and polarised as two major and separate

civilizations and cultures. Western civilization originated in Europe, while the

Chinese, with 5000 years of history, have always considered themselves as residents

of, or originating from, the East (Gu, 2001).

In their study of a sample of 104 expatriate hotel managers from 20 different

countries, Yu and Goh (1995) found that approximately 57% were from Asia while

37% were from Europe and North America (see Table 2.2 for a comparison with

other studies on expatriate hotel staff in China). In the present study, “Western hotel

staff” refers mainly to those staff geographically from the West (Europe, America,

Canada and Australia). “Chinese hotel staff” refers to staff from Mainland China.
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1.6 Summary and Organization of Chapters

This chapter provides an overview of the rationale for this study, the scope of study,

the research questions and the significance of this study. Chapter 2 gives a macro

overview of the hotel industry in China. Chapter 3 presents a literature review of

leadership perception (mainly from categorization/prototype/implicit approaches).

Chapter 4 explains the challenges of doing research in China; the research design of

mixed methods, data collection and data analysis used in this study. Chapter 5

describes the results of an exploratory study from a qualitative perspective and the

details of instrument development for a survey study in Beijing. Chapter 6 provides

the data analysis and results from survey. The final chapter presents the discussion,

implications and recommendations arising from this study.
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CHAPTER 2

OVERVIEW OF THE HOTEL INDUSTRY AND THE CHINESE

CONTEXT: THE MACRO-PERSPECTIVE

2.1 The General Context of China

This section provides a general overview of management issues in multinational

companies (MNCs) operating in China. This will set the stage for relating those

management issues to the context of the hotel industry in China and for discussing

possible impacts on leadership perceptions.

According to Hollows and Lewis (1995), China is different from other business

environments in two ways, which they summarised as “Societal Context I: Chinese

Culture,” and “Societal Context II: In Transition from Command to the Market.” One

of the key features they described is the “hierarchical structure,” which has

characterised Chinese social structure and culture for thousands of years, and still has

a strong impact on the function of organizations. Confucian ethics of seeing authority

based more on “morality rather than expertise” probably affects the values of

Chinese employees. In addition, this historical antecedent has an impact on the

concept of teamwork in organizations. To Hollows and Lewis (1995), “Teamwork

does not come naturally and employees’natural orientation is hierarchically vertical
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rather than horizontal. Teamwork is easily achieved only where personal trust

relations are high between individuals who have ‘family-like’ relations between

them” (Hollows & Lewis 1995, p. 276). Another highlight in their book chapter is the

strength of personal relations or guanxi in China (see Davies, 1995, for a discussion

of this Chinese concept). The closeness of family ties and kinship in Chinese family

culture extend to social connections in organizations and wider society. This cultural

feature has an impact on, for example, recruitment of employees in an organization.

On one hand, this might help the human resource manager to identify and recruit the

right candidate more easily or quickly. On the other, this might cause the problem of

“over-personalised (relation) and the need to reciprocate favours” (Hollows & Lewis,

1995, p. 277).

One of the salient features in the context of China is the rapid change from a

centralised and distributive command economy to a market economy. This has a

great impact on the role of government in the economy, and major relevance to state-

owned enterprises. As Hollows and Lewis (1995) described it, there was a change

from “macro-management” – with hierarchical structure of centralised planning – to

“micro-management,” with more autonomy for enterprises. New organizational

structures, such as joint ventures (usually state and foreign ownership or state-

ownership but foreign management), emerged to attract foreign investment and

acquire technical expertise from foreign enterprises. As the following section will

describe, the hotel industry was one of the first industries to begin working with this

new structure. Many problems were encountered with this contextual constraint (See

Section 3.6). The general impacts of these changes on the labour market was that

workers prefer to work in joint ventures rather then state-owned enterprises, simply
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because they were paid more and had opportunities for overseas travel and training.

Hollows and Lewis (1995, p. 282) reported that there was a range of MNC issues

with which local employees were dissatisfied: “total quality management, work

ethics, self-management, personal accountability and responsibility. Western business

functions and structures, profitability, the nature of a market economy and both

micro and macro-economics.” The hotel industry is operated under the above-

described general context, and faced similar issues with other MNCs. The following

section describes the hotel industry in the context of China in more detail.

2.2 The Hotel Industry in China

2.2.1 Hotel Industry Development and the Complex Hotel Ownership

Context in China

Table 2.1 summaries the development of the hotel industry in China. However, the

“context” is the main concern of this study, as it serves as a constraint on leadership

perceptions. Hotel ownership in China is quite complex. In 1989, there were seven

categories of ownership defined by the China National Tourism Administration:

state-owner, joint-owner, foreign investment, joint venture, contractual agreement,

collectively owned and privately owned (Yu, 1992). Hotel ownership is still an issue

today. Pine (2002, p. 63) comments, “After 20 years of development, China’s hotel

industry is characterised by a complicated scenario of fierce competition, multiform

ownership and management systems, and geographically imbalanced distribution.”

Littrell (2002, p. 26) describes the complex work environment of two chain-managed

international hotels in a medium-sized city in the interior of Mainland China: “In this
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case, the owners, a provincial government bureau, contracted with an international

company to manage the hotels. The chairman of the operation was a PRC-national

employee of the owner. The general manager and the financial controller

(expatriates) were employees of the chain. In this management contract, the general

manager hired the expatriate managers, with final approval by the chairman. The

local management team generally hired the local managers, along with the usual CCP

and guanxi appointments common in China.” As a researcher, he felt it was difficult

to build a “trusting relationship” under these complex conditions. However, with

China joining the World Trade Organization and the possibility of introducing

wholly-foreign ownership of hotels, the complex hotel ownership structure is likely

to stay. In short, the more complex the ownership structure, the more difficult it is for

managers/leaders to exercise their power, authority and influence among

subordinates/followers. As discussed in the next section, this is often the source of

conflict between expatriates and locals as well.
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Table 2.1. Key Stages of Hotel Development in China Since 1978

Year Key development Remarks
1978 Prior to this year, China only had

few accommodation facilities
with international standards

1978-1982 Rapid development: demand
exceeds supply

First joint-venture hotel built in
1982 in Beijing (Yu, 1992)

1982-1985 Balanced development: supply
matches demand

Yu, 1992

1986-1991 Government active intervention
in market; substantial investment
and reconstruction of the hotel
industry

In 1989, there were 7 categories
of hotel ownership: State-owner,
Joint-owner, Foreign investment,
Joint venture, Contractual
agreement, Collectively owned
and Privately owned (Yu, 1992).

1992-1997 Wider economics reform; hotel
increase two folds

1997-2000 Over-supply with Asian crisis;
however, hotel stock still growing

2000-2006 Complicated ownership structure Ownership types: State-owned,
Collective, Share-holding, Co-
operative, Alliance, Limited
liability, Limited liability shares,
Private-owned, Foreign funded:
Hong Kong, Macau, Taiwan-
funded

2006- The possibility of exclusively
foreign ownership

China a full member of World
Trade Organization

Source: Pine, 2002; Yu, 1992
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2.2.2 Cross-cultural Management Issues in China’s Hotel Industry

2.2.2.1 Technology Transfer and Expatriate Managers in the Hotel Industry

With the internationalization and globalization of the hotel industry (Dunning &

McQueen, 1982; Go & Pine, 1995), a need has arisen for knowledge transfer to

developing countries in the hotel sector (Pine, 1991). For example, in Hong Kong,

expatriate hotel managers are usually employed in more senior management

positions and in hotels of higher tariff grading. This is the case because those hotels

are more likely to provide higher quality service for tourists or customers from more

developed countries, and expatriate managers are more familiar the needs of such

guests. Moreover, due to the high cost of employing expatriate managers, local

managers are usually employed for the more numerous junior or middle management

positions. Of course, because they are more familiar with local customs and

languages that are necessary for supervision and operation, local managers are

needed as well (Yu, 1994; Yu & Pine, 1990). Another example: In Mainland China,

expatriate hotel managers are usually recruited for start-up operations. Many of them

serve as heads of departments in key functional areas such as accounting,

housekeeping, food and beverage, front office and marketing (Kaye & Taylor, 1997).

Yu and Goh (1995) distinguish two primary sources of expatriate hotel managers.

They might be recruited from the company’s home country or from a third country.

The home country hotel managers are usually recruited from within their own hotel

organizations or other hotel companies. Those managers are mainly professionals

with technical competence and knowledge of a specific region of the world (e.g., an

American hotel manager from a U.S. international hotel chain recruited to work in
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one of its chain hotels in China). However, expatriate hotel managers can also be

recruited from a third country and sent to work in a host country because of their

familiarity with that country (e.g., a Singaporean Chinese hotel manager recruited by

a U.S. international hotel chain to work in China).

Viewing expatriate managers from another perspective, Jayawardena (2000, p. 68)

stated that to become a successful general manager of an international hotel, one

must have experience (minimum of 15 years in at least three countries). Other

important qualities are efficiency, dedication and creativity. An international hotel

manager “operates in different parts of the world. Looks at the world as one ‘global

village.’Adventurous type who likes challenges and to gain different experiences in

varied types of hotels by working with people with different personalities in

contrasting cultures. With more international experience often ceases to have strong

national feelings and becomes ‘international gypsy’” Jayawardena (2000).

Additionally, the best international managers are open-minded, flexible, have many

friends in different nationalities. They are also sometimes referred to as

“unplaceable” and “chameleon-like” (Ratin, 1983, cited in Hick & Pough, 1995, p.

261).

Lastly, a high degree of cultural awareness is necessary for any expatriate assignment

(Gee, 1994; Kaye & Taylor, 1997; Roper, Brookes & Hampton, 1997; Wong & Pine,

1999; Yu & Goh, 1995). In essence, “Researching, understanding and respecting the

ABCs of a region, country or local community is the key to success of an

international manager or a hospitality educator working in a foreign country… A

foreigner may not fully agree with certain policies, beliefs and customs in a host
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country. But it is of utmost importance for the foreigner to respect these and to totally

avoid commenting on sensitive religious and political issues relevant to the local

population” (Jayawardena, 2001, p. 310).

2.2.2.2 Key Cross-cultural Problems Identified/Encountered in China’s Hotels

A review of the literature on cross-cultural management issues in hotels in China

reveals an imbalance in how expatriate hotel managers perceive difficulties and

problems (Feng & Pearson, 1999; Kaye & Taylor, 1997; Mwaura, Sutton & Roberts,

1998; Sutton, 1996; Yu & Goh, 1995). There is very limited information, in English-

language journals, on how host-country Chinese hotel managers and subordinates

perceive any problem. However, there are some accounts of these problems in books

published in Chinese (Chan, 1997; Song, 1996). Table 2.2 summarises the key

problems.
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Table 2.2. Key Cross-Cultural Problems Identified/
Encountered in China’s Hotels

Research Key cross-cultural problems identified
/encountered in China’s hotels

Remarks

Yu & Goh
(1995)

 Staff attitude
 Lack of competence in local

managers
 Language barriers
 Cultural differences
 Lack of management support
 Government policy change

A questionnaire survey
of a sample of 104
expatriate hotel
managers from 20
different countries.
About 57% from Asia
and 37% from Europe
and North America.

Sutton
(1996)

 Inter-cultural conflict
 Exposure and adaptation to a new

culture
 Communication
 Conflicting internal management

structures
 Pressures arising from political and

bureaucratic structures
 Attitudes of local staff
 General isolation of staff
 Lack of pre-assignment training

Of 65 identified
expatriate hotel
managers, 52% were
Chinese and Southeast
Asian, while 13% were
Western.

Kaye &
Taylor
(1997)

 Asian hotel expatriates showed less
inter-cultural sensitivity compared
to Western hotel expatriates

A total of 89 expatriate
managers were studied
in Beijing joint venture
hotels. Asian and
European origins were
about 40% each.

Feng &
Pearson
(1999)

 Inability to adapt
 Personality problems
 Lack of motivation to work in

China

A total of 133 hotel
expatriates were
studied. About 74%
from Asian countries,
22% from Western
countries.

Muaura,
Sutton &
Roberts
(1998)

 Clash of corporate and national
culture

 Problems in personal relations
 Guanxi
 Lack of empowerment
 Personal orientation to meaning of

life of the locals
 Lack of training
 Role of women

Mainly based on one of
the authors’“Critical
Incidents” study in 1
joint-venture 5-star
hotel in Beijing
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 Communication
 Human resources management

Song (1996)
(in Chinese)

 Local hotel staff envious of the
high salary and benefits of
expatriates, leading to poor attitude
of locals towards expatriates

 Language barrier

Based on the author’s
10 years of work
experience in China
and observations on
hotel expatriate
managers

Chan (1997)
(in Chinese)

 Conflicts between Western and
Chinese practices

 European management style not
accepted by local Chinese

 Not enough sensitivity to the
national self-esteem of local staff
and management

An interview report
based on the author’s
observations of, and
working with, Western
hotel GMs

Littrell
(2002)

 Identified significant differences
between Chinese and non-Chinese
expatriates in “Tolerance of
Freedom,” with Chinese managers
indicating more tolerance of
freedom than expatriate managers;
also, Chinese supervisors believed
the ideal manager should be even
more tolerant of freedom than their
managers

Likert scales
questionnaire;
Ohio State University
leadership behaviour
description
questionnaire XII
(LBDQ XII);
English version was
translated into Chinese
220 respondents from
two hotels of the same
hotel chain
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Yu and Goh (1995, p. 375) identified six factors perceived as difficult by expatriate

hotel professionals. The two most difficult factors are staff attitude and lack of

competence in local managers. The other factors are difficulties in language barriers,

cultural differences, lack of management support, and – the least difficult of the six –

change in government policy. Sutton (1996) found that the main issue is inter-

cultural conflict, which he attributes to the Chinese collectivist cultural values and

the political ideology in China. He identified eight problem areas encountered by

expatriate hotel managers in China. “The most frequent difficulties were: exposure

and adaptation to a new culture, communication, conflicting internal management

structures, pressures arising from political and bureaucratic structures, attitudes of

local staff, general isolation of staff, and lack of pre-assignment training (Sutton,

1996).

Regarding the “adaptation to a new culture” issue, Kaye and Taylor (1997) focused

their research on the “culture shock” experienced by the expatriate hotel managers in

China. One of their most important findings is that Asian hotel expatriate managers

seem more “prone than non-Asians to culture shock.” Their results indicated that

“non-Asian expatriates were found to have a slightly greater inter-cultural sensitivity

than Asian expatriates” (Kaye & Taylor, 1997, p. 502). They emphasised that it is

important for expatriate managers to show respect and enthusiasm towards to

local/host-country culture.

In searching for the selection criteria and specific skills/knowledge important to the

success of expatriate hotel managers in China, Feng and Pearson (1999) identified

the following: (1) adjustment and adaptation skills, (2) inter-personal relations skills,
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(3) cultural stress management, (4) knowledge of Chinese culture, and (5) survival

language. The factors that lead to failure of expatriates are their inability to adapt,

difficult personality, and lack of motivation to work in China.

One study attributed the problem encountered by expatriate hotel managers in China

to the clash of corporate and national cultures (Muaura et al., 1998). A leading

researcher in this study had worked as a trainee in a joint-venture hotel in China

(Great Wall Sheraton Hotel). She conducted a participant observation study, wherein

she used a critical incident technique to identify areas of conflict between corporate

culture and national culture. She identified nine areas for concern: personal

relationships, lack of empowerment, meaning of life, training, role of women,

communication, human resource management and Guanxi.

To what degree did those clashes represent the irreconcilability of the corporate

culture and national culture or a dissimilation of foreign (Western) and local

(Chinese) culture? Some hospitality researchers in international hotel groups believe

the founder of a company has a vital influence on the organizational culture (Roper

& Brooks, 1997; Roper, Doherty, Brookes & Hampton, 2001). The Great Wall

Sheraton Hotel was founded and is based in America under the ITT Sheraton

Corporation. It does things in American and Western ways. Whether the management

practices are good or bad from a Western perspective, the host country staff might

have different interpretations. A cross-cultural researcher in leadership expressed the

view that Multinational Corporations (MNCs) (such as international hotels in China)

are regarded as “colonisers.” Their ability to develop generic, global management

policies and styles is questionable. “… .MNCs are ‘colonisers’through their attempts
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to shape the behaviour of local personnel in the context of competencies” (McKenna,

1998, p. 106). Dorfman (1996, p. 310) believes that “leadership” is composed of

three elements: power, image and relationship. In a more extreme case, Hilton saw

the expansion and internationalization of his hotels as a bulwark against communism

(Nickson, 1996 cited in Wong, 2000).

These beliefs about the presence of international hotels in China account at least

partly for the poor attitudes of local hotel managers and subordinates towards their

expatriate’s counterparts in some cases (Chan, 1997; Song, 1996; Sutton, 1996; Yu &

Goh, 1995). After his years of work experience in hotels in China, Mr. Song (a Hong

Kong Chinese expatriate hotel manager) argues that the role of Western expatriate

hotel managers should be as consultants or trainers rather than as operational staff.

According to Mr. Song, local hotel staff members are envious of the expatriates’high

salaries and benefits. Local staff might get only one-tenth of the salary of expatriates.

This is unquestionably one of the sources of conflicts and poor attitudes.

Additionally, Mr. Song gives an example relating to the language barrier problem. A

Beijing 5-star hotel contracted a Manila-based hotel group for management purposes.

A number of inexpensive Filipino expatriate staff members were recruited for the

operation. This caused a lot of communication problems for front-line local staff

(e.g., cleaners). Mr. Song observed that if someone in China speaks fluent English,

she/he would not be willing to work in such a low-status job. This hotel was poorly

managed, and eventually changed to a new management company from Hong Kong

(Song, 1996).

In addition, a deputy general manager of a 5-star joint-venture hotel who represents
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the interest of the Chinese stated in an interview that in the initial stage of

development, their hotel had a succession of six Western general managers from two

famous hotel management groups in Hong Kong (Chan, 1997). There were numerous

conflicts between Western practices and the local ways. He mentioned that one of the

Western expatriate GMs from Switzerland was practicing a European management

style, which was not acceptable to the Chinese. This deputy general manager also felt

that a Chinese hotel employing a foreign hotel group for management purposes was

harmful to national self-esteem (Chan, 1997, p. 24). His “national compassion” was

inspired by Deng’s reform and the patriotic action of one of the founders of this joint-

venture hotel, who donated more than 10 billion Hong Kong dollars to bring in

investment as well as new technology and management to China’s hotel industry.

In one study, this researcher found that “patriotism” might relate to hotel

entrepreneurship in China. A Chinese patriotic businessman built one of the earliest

5-star hotels in Gaugzhou in the 1980s. This patriot claimed that, “nothing is not

achievable by Chinese” (Wong, 2000, p. 41). “Patriotism” – the feeling of

“Chineseness” or "national compassion" associated with "national pride" (or

"national inferiority") – is a complex concept. Perhaps it would help if we had a

better understanding of the core issue of conflicts between expatriates and host-

country subordinates.

Clearly, most research on issues of cross-cultural management in China’s hotel

industry lacks a solid theoretical foundation (Feng & Pearson, 1999; Kaye & Taylor,

1997; Mwaura et al., 1998; Sutton, 1996; Yu & Goh, 1995). The current study is

using the categorization/prototype/implicit approaches to explore leadership
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perception of hotel staff in the cross-cultural context. In this way, "an understanding

of the cultural variations in leadership concepts and the particular traits and

behaviours associated with such variation can help managers (trainers and

consultants) to predict more accurately potential problems within cross-cultural

interactions at work" (Brodbeck et al., 2000, p. 8).

2.3 Overview of Chinese and Western Concepts of Leadership: Yin

and Yang

The primary objective of this research project is to explore leadership perceptions of

staff in the context of the China hotel industry. In particular, it explores the settings

of joint-venture and international hotels. The similarities and differences of ideal

hotel leaders of expatriate and local hotel staff is of major interest in this study.

Research has indicated that the similarities and differences of leadership prototype

might depend upon their cultural “proximity” to or "distance" from each other

(Brodbeck et al., 2000; Gerstner & Day, 1994). Clearly, a better understanding of

Western and Chinese concepts of leadership is required. Furthermore, as Tayeb

(2001, p. 96) points out, “We really need to look at national culture in a more holistic

manner, with our eyes and ears open to all possibilities – to see the whole elephant

and not just a few parts of its body.” The purpose of this section is to provide and

discuss some basic aspects of Chinese and Western concepts of leadership.

According to Adair (1989, p. 57), “The Anglo-Saxon root of the words lead, leader

and leadership is “laed,” which means a path or road. It comes in turn from the verb

leaden, to travel or to go. The Anglo-Saxons extended it to mean the journey that
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people make upon such paths or roads.” Adair goes on to trace the etymological

meaning of these words. During his research, he found that the Dutch, the

Scandinavians and the Germans still retain the ancient language with the meaning of

“the path or journey of image.” However, the French and, even the Scottish and Irish,

lost that meaning. Instead, “they used a word derived from a different image, namely

the head of a man’s body” (Adair, 1989, p. 58). Some scholars believe that this idea

of “headship” attached to the concept of leadership is more closely related to the

Asian concept. Westwood and Chan (1992) argue that “headship” would be the more

appropriate term to describe the superior-subordinate relationship in the

organizational context of South-East Asia.

Ho (1990) explains that “lingjui” (領袖 leader) originally meant the “collar” and the

“sleeve” of clothing. The word was then used to symbolise an outstanding individual

who is loved, commemorated or respected by people. However, in the modern

Chinese language, the word is used to describe the most powerful person in an

organization, such as the leader of a country or a political party or even community

leaders. Ho (1990) then makes the distinction between “formal” and “informal”

leaders. "Formal" means one has an official title in an institution, with positional

power. "Informal" leaders do not necessarily have title or positional power, but

exercise their influence through personal reputation and respect. In this case, the

situation is closer to the modern Western understanding of the terms “leader” and

“leadership.”

2.4 Summary
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The first part of this chapter outlines the general business environment, in context of

China, with the discussion of impact on the key Chinese culture of Confucian ethics.

From there it moves on to provide a more current picture of the impact of the

transition from command to market economy. The second part relates more directly

to the context of hotel industry in China. This section highlights the unique

characteristics of hotel industry development and the complex of hotel ownership in

such context. In addition, the cross-cultural problems encountered in hotels in China

were discussed. Overall, this chapter provides an overview of the hotel industry in

the Chinese context from a societal or macro-perspective. The next chapter will

provide literature from a micro-perspective of leadership perception theories.
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CHAPTER 3

LITERATURE REVIEW: THE MICRO-PERSPECTIVE

3.1 Introduction

This chapter firstly reviews leadership research in the hotel industry and research

issues in the general field of leadership. The pertinent literature is then related to

research in the field of social perception and schema, which forms the central

concept in cognitive and leadership categorization. Empirical studies based on

categorization/prototype/implicit leadership theories are then critically evaluated.

Finally, the contextual constraints on leadership perceptions are discussed in relation

to a conceptual model of the prototype approach for understanding leadership

perceptions.

3.2 Leadership Research in Hotel Industry and Leadership Research

Issues

3.2.1 Leadership and Leadership Research in the Hotel Industry

Leadership plays a critical role in any successful corporation, especially during an

era of great change (Heng, 1987; Kotter, 1990). However, it was only during the
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1980s and 1990s that the hospitality and tourism industry finally began to realise its

own economic importance (Gillet & Morda, 2003).

In terms of hospitality, Walker (2002, p. 5 43) believes that “Leading is the process

by which a person with vision is able to influence the activities and outcomes of

others in a desired way.” He suggested eight leadership and management trends

within the hospitality industry:

1. Leadership of a more diverse group of associates;

2. An increased need for trained personnel resulting from nearly full

employment;

3. Entry-level employees often do not have basic job skills;

4. The need to create leaders out of line mangers;

5. Managing sales revenue thoroughly;

6. Establishing independent business units to generate their own profits, or

subcontracting that unit to other agencies;

7. Rather than keeping a full-time person on payroll for a function that is needed

only occasionally, outsource that service to a specialist; and

8. Reduce the number of full-time employees and hire more part-time

employees to reduce the costs of benefits.

More succinctly, Olsen (1999) identified five critical leadership skills required of

future hospitality managers:

1. A capability to create and deploy value-added strategies;

2. An ability to acquire and manage knowledge and technology for purposes of

competitive advantage;
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3. A capacity for spanning cultures, business environments and areas of

management expertise;

4. An ability to synthesise skills and knowledge in a rapidly-changing

environment; and

5. A capability for maintaining stability and sustainability in a dynamic and

complex setting.

The tourism industry is undergoing rapid and radical changes (Pine & Wong, 1998).

As it enters a new phase, unforeseen challenges lie ahead (Poon, 1993). Moreover,

with the increasing internationalization and globalization of the hotel industry,

“leadership” has become an imperative issue facing the industry (Go & Pine, 1995).

A mindset for change, perhaps, is one of the most important leadership skills needed

by future hospitality and tourism leaders (Pine & Wong, 1998).

A review of the literature on hospitality leadership revealed only limited research in

this area, especially prior to the late 1980s (Cichy, Aoki, Patton & Hwang, 1993).

Even though several studies have recently been published, they are focused mostly

on the leader and manager rather than on the follower and subordinate; they are also

less inclined to take a cross-cultural (i.e., expatriate manager and host country

subordinate) perspective. For example, research by Cichy and his colleagues (e.g.,

Cichy et al., 1993; Cichy & Sciarini, 1990) focus their studies on the critical

attributes of American lodge leaders and Japanese commercial-food services

managers. Moreover, Nebel (1991), in his book “Managing Hotels Effectively,”

devoted two chapters to discussion of leadership in the hotel setting. Unfortunately,

Nebel’s study is based mainly on his observations of a small number of hotel general
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managers and draws on leadership research that focuses on leaders and managers.

Nor are Tracy and Hinkin’s (1994) research on transformational leadership in the

hospitality industry and Diaz and Umbreit’s (1995) study of female leadership in the

hospitality industry approached from the expatriate manager and host country

subordinate perspectives. In their article “The way forward: Leadership research in

the hospitality industry,” Pittaway et al. (1998) proposed four paradigms for

leadership research in the hospitality industry; the “existential headship paradigm,”

the “strategic headship paradigm,” the “influential leadership paradigm” and the

“situational leadership paradigm.” However, none of these paradigms take cross-

cultural issues into account. Nevertheless, the authors did note that “conceptual

difficulties in the general field of leadership had prevented research from being

undertaken and had caused weakness in previous hospitality research” (Pittaway et

al., 1998, p. 432). As shown in Table 3.1, that article provides a review of major

research in the area of leadership in the hospitality industry, and outlines the

contributions of and methods used in each study from 1978 to 1994.

Today, leadership research in the hospitality setting is still targeted at higher levels in

the hierarchy of an organization and viewed from the top level when considering the

meaning of leadership. For example, in interviews of six CEOs from six hotel

companies, Greger and Peterson (2000) enumerated three categories of leadership

attributes for future business success: (1) Attributes to retain (such as vision, passion

and integrity); (2) Attributes to revive (such as listening, enthusiasm and global

business acumen); and (3) Acquire and abandon attributes (such as an inflated ego

and policies/procedures). Above all, they found that future CEOs should be change

agents, communicators and (obviously) leaders.
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From their survey of 137 senior industry executives in various hotel companies,

Chung-Herrera, Enz, & Lankau (2003) identified eight competencies crucial to the

success of future hospitality leaders: (1) self-management, (2) strategic positioning,

(3) implementation, (4) critical thinking, (5) communication, (6) Interpersonal skills,

(7) leadership, and (8) in-depth knowledge of the hospitality industry. They found

that ethical behaviour and strategic-management acumen, rather than hotel-industry

expertise, are the core competencies for future hospitality leaders.

Littrell’s (2002) leadership study was performed in a cross-cultural and hospitality

context. He identified significant differences between Chinese and non-Chinese

expatriates in “Tolerance of Freedom,” with Chinese managers manifesting more

tolerance of freedom than did expatriate managers. In addition, Littrell found senior

Chinese supervisors believed current managers are not sufficiently tolerant of

freedom. However, in his study he used an instrument that was not developed

specifically for the hospitality industry in China.

In light of rapidly increasing globalization currently taking place, leadership research

in the hospitality industry is insufficiently aware of the cross-cultural perspective. In

addition, that research is still conducted “from the top down,” with little concern for

the view “from the bottom up.” The next section of this thesis provides a sense of

where the general field of hospitality leadership research is heading. As we shall see,

a “paradigm shift” has been emerging to overcome the above-mentioned

shortcomings.
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Table 3.1. Leadership Research in the Hospitality Industry

Author (Date) Contribution A B Methodology
1.Ley (1980) Examined Minzberg’s managerial

roles for general managers
7 1 Structured

observation

2. Nebel and
Stearns (1977)

Examined the context of hotel
and catering, and concluded that
Fiedler’s task-oriented style
would be most appropriate

594 66 Questionnaires
from
Independent
researchers at
various locations

3. Arnaldo
(1981)

Examined Mintzberg’s
managerial roles of GM’s and
concluded that the leader role was
most important

194 15 Questionnaires to
classify managerial
actions in terms of
Mintzberg’s roles

4. Keegan
(1983)

Survey identified that manager
considered a participative
leadership style as effective, but
tended not to use one

NA NA Descriptive
analysis to
examine society’s
impact on
leadership in
hospitality
organization

5. Worsfold
(1989)

Used the Ohio state leadership
study, the
considered and initiated
structures to
examine the personality profile of
GMs

28 1 Leadership opinion
questionnaire and
semi-structured
interviews

6. Shortt
(1989)

Examined the work tasks of
managers in relation to
Mintzberg’s managerial roles, and
concluded that role as disturbance
settler was most important

62 NA Managerial work
survey (MeCall et
al., 1990)
questionnaire

7. Tracey and
Hinkin (1994)

Compared the use of
transformational and
transactional leadership styles in
one hospitality management
organization, and concluded that
the behaviour exhibited most
frequently by effective leaders
was transformational

6 1 (i) Likert scales
were used to
measure
employees’views
of
a leader’s
effectiveness on a
number of
dimensions (ii)
Hass multifactor
leadership
questionnaire,
a psychometric test
was used to
measure
personality
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characteristics

8. Greger and
Peterson
(2000)

Examined leadership profiles for
hospitality leaders at CEO level.
Outlined three categories of
leader attributes for future
business success: Attributes to
retain (such as vision, passion and
integrity); Attributes to Revive
(such as listening, enthusiasm and
global business perspective); and
Attributes to acquire and abandon
(such as an inflated ego and
policies/procedures).

6 6 In-depth interviews

9. Littrell
(2002)

Leadership study in cross-cultural
and hospitality context;
Identified significant differences
between Chinese and non-
Chinese expatriates in “Tolerance
of Freedom,” with Chinese
managers displaying more
tolerance than expatriate
managers; also Chinese
supervisors believed the ideal
manager should be even more
tolerant of freedom than their
managers

220 2 Likert scale
questionnaires;
Ohio State
University
leadership
behaviour
description
questionnaire XII
(LBDQ XII)
English version
was translated into
Chinese

10. Chung-
Herrera, Enz,
& Lankau,
(2003)

Identified eight key competence
factors for future hospitality
leaders at senior executive level:
Self-management, Strategic
positioning, Implementation,
Critical thinking,
Communication, Interpersonal,
Leadership and Industry
knowledge. Found ethical
behaviour and strategic-
management acumen, rather than
hotel-industry expertise, to be
core competencies for future
hospitality leaders

137 NA Survey
questionnaire;
Likert scales were
used to measure
lodging
competencies

A = sample size; B = number of organizations in sample

Sources: 1-7 extracted from Pittaway et al., 1998, p. 413; 8-10 this study
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3.2.2 Leadership Issues and Research

3.2.2.1 The need for a paradigm shift

Many researchers in the field of leadership are highlighting the need for “paradigm

shifts” (Parry, 1996; Pittaway et al., 1998; Poon, 1993; Rost, 1991; Shriberg, Lloyd,

Shirberg & Williamson, 1997). First, “paradigm” is used to define “basic meta-

theoretical assumptions that underpin the frame of reference and approach to

theorizing by the researchers who operate within them. In this sense the term

represents a common perspective which binds the working group together” (Pittaway

et al., 1998, p. 408). Second, Thomas Kuhn, a philosopher of science (Kuhn, 1970),

believed that a “paradigm” is a term used to make sense of nature and create

knowledge. Moreover, “A paradigm that is widely accepted becomes a foundation

for research and practice; consequently, it shapes what we “see” and also what we

study and how we study it” (Shireberg et al., 1997, p. 7). Leadership research has

been dominated by Western scholars (particularly Americans). They neglected the

way other cultures “see” and study leadership. “As a glance at the Bibliography will

demonstrate, studies of minority leaders (Native Americans, African-Americans,

Hispanic-Americans, Asian-Americans) are nonexistent, and studies of Asian,

African, and Latin American leaders are extremely rare” (Rejai & Phillips, 1997, p.

90).

In essence, there is a need for shifts “in thought, approach, and mindset” (Parry,

1996, p. 163). More specifically, there are at least three major areas of concern for

such shifts:

1. A subordinate/follower perspective;
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2. A cross-cultural perspective; and

3. A strategy of combining quantitative and qualitative research methodology

(See the Chapter 4, Section 4.2, “Research Design” for explanations).

3.2.2.2 Cross-cultural study of leadership and leadership perception

As pointed out earlier in this review, leadership studies of this century have generally

been based in North America. However, with the increasing internationalization of

business and the expansion of U.S. multinational corporations, American scholars

have become aware of the need for cross-cultural studies of this topic (Bass, 1990, p.

760). At the San Antonio leadership conference, Noel Osborn commented, “In

general, I think we in the United States are not sufficiently aware of cultural

influence on leadership issues” (Clark & Clark, 1990, p. 599). In addition, according

to Bass (1990, p. 760): “There are (even) differences in the concept and meaning of

leadership as one crosses national and cultural boundaries. The differences in

socialization in various nations of the world give rise to different conceptions of

leadership. What is good leadership will vary. Even the English word leader may not

be directly translatable!” Moreover, Hofstede (1993, p. 82) pointed out that it has

taken much longer for the U.S. academic community to recognise the fact that not

only the practices, but also the validity, of theories may have national boundaries. He

then went on to say “Theories of management always had to be interdisciplinary, but

if we cross national borders they should become more interdisciplinary than ever.”

Both “leadership” and “culture” are complex concepts. Dorfman (1996, p. 268)

pointed out that “… while a number of authors speculate about the impact of culture

on leadership, the empirical cross-cultural leadership research literature is sparse,

often non-theoretical, fraught with methodological problems, and fragmented across
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a wide variety of publication outlets.” The literature on leadership perception

suggests the concept of leadership varies with different cultural dimensions and

different geographical locations. National or societal cultural values and practices

affect what leaders do. Leadership prototypes vary across cultures (Brodbeck et al.,

2000; Dorfman, 1996; Gerstner & Day, 1994; House et al., 1999; Shaw, 1990). A

prototype can be conceived as a collection of characteristic traits and attributes. It

may seem logical to think that no single prototype would apply universally, but there

may well be universal attributes as well as culturally-determined attributes (see

Section 8.4.1 for a discussion of the etic/emic issue). Comparing the content of

individual prototypes is therefore important (Dorfman 1996, p. 280). Kenny,

Balascovich and Shaver (1994, p. 230) assert that, “Prototype methodology offers a

useful approach for predicting, describing, and understanding this perceptual link

that moderates leader and follower relationships.” Further explanations of leadership

prototypes approach can be found in Section 3.4).

3.2.2.3 Problems in concepts and definitions

Despite the long history of interest in leadership, researchers make implicit and

philosophical assumptions that may be faulty (Pittaway et al., 1998). Indeed,

researchers from different disciplines and cultural backgrounds make different

assumptions about the same concepts relating to leadership.

According to Stogdill (1974, p. 259), “there are almost as many definitions of

leadership as there are persons who have attempted to define the concept.” In his

search of 587 books, book chapters and journal articles, Rost (1991, p. 44)

discovered more than 221 definitions of leadership. More recently, Yukl (2002, p. 3)
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provided 9 sample definitions of leadership to indicate the extent of the problem.

Pittaway et al. (1998) quoted 7 definitions of leadership to demonstrate that those

definitions “narrow down the subject area, and, in taking one perspective, a

researcher must rule out other perspectives and as a result make some value

judgments on what leadership is” (Pittaway et al., 1998, p. 409). In the context of

various cultural settings, the situation becomes even more diverse and confused.

Therefore, as described in the previous section, this study adopted an implicit

leadership paradigm that approaches the study of leadership from the perspective of

understanding how an individual perceived leadership (Kenny et al., 1994;

Sivasubramaniam et al., 1997).

3.2.2.4 Subordinate/follower perspective and leadership perception

Leadership research has long focused on leaders rather than followers. Hollander and

Julian (1969) suggested that leadership involves an interaction of three elements: the

leader’s characteristics, the follower’s perceptions, and the context. Kouzes and

Posner (1990, p. 15) recognised that “leadership is not only about leaders; it is also

about followers. Followers reflect whether or not someone possesses leadership

qualities.” It seems many researchers are unaware of this. Synthia McCauely

commented, “When you study leadership, followers are an important part of the

equation. When you study leaders, the followers seem to be ignored” (Clark & Clark,

1990, p. 596). In addition, Hofstede (1993, p. 93), a prominent researcher in cross-

cultural management, wrote: “My observation may be biased, but I get the

impression that, compared to twenty or thirty years ago, less research in this country

(United States) is done among employees and more on managers. But managers

derive their raison d’etre from the people managed: culturally, they are the followers

of the people they lead, and their effectiveness depends on the latter.”



46

Consistent with the above view regarding the follower perspective of leadership

research, Chen and Velsor (1996, p. 288) argued that in light of the growing

multicultural or diversity nature of an organization, “Diversity research brings into

leadership a heightened awareness of subordinate experiences, needs, and values, the

role of followers’perception, attribution, and evaluation of leadership behaviours.”

Individuals obviously have their own ideas about the nature of leaders and

leadership. In other words they, develop their own implicit theories (beliefs,

convictions and assumptions) or attributes of leadership (Eden & Leviatan, 1975;

Hartog et al., 1999; House et al., 1999). In simple terms, this approach views the

“concept of leadership” as being like the “concept of “beauty,” it is “in the eye of the

beholder” (Kenny et al., 1994; Sivasubramaniam et al., 1997). This approach is

based largely on an information processing, cognitive or categorization framework of

leadership perception (Lord, 1985; Lord et al., 1982; Lord & Maher, 1991). Dorfman

(1996, p. 284) suggested that the cognitive/information processing approach

proposed by Lord and his colleagues is a useful paradigm for investigating questions

regarding idealised leaders. In short, this approach, unlike many previous leadership

studies, not only provides a perspective of studying leadership from leaders but from

followers as well (Cox, 1995). The approach fits well with the research objectives of

this study. It therefore serves as the conceptual framework guiding the study.

3.3 Leader-Member Exchange Theory (LMX)
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Similar to the cognitive approach to leadership, LMX theory also conceptualized

leadership should not only focus on the leader but the relationship between the leader

and follower(s). Researcher in this tradition perceived that the leader and follower(s)

is in an exchange relationship. As Shriesheim, Castro and Colgister (1999) indicated

that while some scholars in this field proposed that this exchange was based on

competence, interpersonal skill and trust, others saw this exchange relationship based

on attention and sensitivity. Avery (2004) further explains this in terms of in-group

and out-group exchange relationship. In the in-group situation, loyal follower(s) gain

trust from the leader for the exchange of receiving favourites from the leader,for

example, to receive better assignments and greater opportunity to work. In the out-

group situation, follower(s) have lessopportunity to interact with the leader and

receive less favourable jobs. National culture might play an important role as well in

this in-group/out-group dynamic. Follower(s) with a similar cultural background may

find it easier to become in-group with the leader.

In the food service setting, Reynolds (2002 and 2006) explore LMX with self-

efficacy and performance. He found that LMX is a strong moderator affecting higher

self-efficacy. For example, positive supervisory feedback had a significant and

positive effect on subordinates’self-efficacy.
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Overall, the LMX is a useful approach to study leadership in the hospitality and

cross-cultural situation, in particular in-group/out group situations. However,

someone has to be perceived as a leader first before all the exchanges can take place.

Therefore, the focus of this research is to understand more on the cognitive and

perception process of leader and follower first. Leader-member exchange theory

could be integrated to this broader framework of leader and follower(s) relationships.

3.4 Leadership Perceptions, Social Perception and Schema

Central to the conceptual framework of leadership perception is an idea developed

from “social perception or cognition,” A branch of social psychology. Social

cognition examines ways in which humans interpret, analyze and process

information about the social world (Baron & Byrne, 1997; Pennington, 2000). The

significance of this lies in the fact that cognitive processes influence social behaviour

(Fiske & Taylor, 1991). Central to the concept of social cognition is the idea that

people have limited time and ability to process complex information about the social

world. It is common for people to use a shortcut strategy to cope with this problem.

In other words, people are “cognitive misers” when they process complex

information. However, the shortcut for the trade-off of time and mental effort may

lead to errors and biases. In a cross-cultural interaction between expatriate staff and

local staff in a hotel, this may well be one of the sources of misunderstanding. Also,



49

for an individual to process information, he/she needs a cognitive framework termed

a “schema” (Ayman, 1993). Bartlett (1932) introduced the term “schema” to refer to

the knowledge structure in the mind. The schema stores information in different

“categories,” which individuals develop slowly over time through social experiences.

This concept of “cognitive categorization” is critical to understanding leadership

perception.

3.5 Cognitive Categorization and Leadership Categorization

Cognitive categorization is defined as “the cognitive process of identifying a

particular stimulus as a member of a certain class of stimuli” (Rush & Russel, 1988,

quoted in Cox, 1995). According to Rosch (1978), every organism attempts to make

sense of its environment by classifying it into categories. In fact, categories are

created by classification. For example, “apple,” “orange,” “banana” and “mango”

can all be classified as “fruit.” Rosch (1978) further characterises category systems

into a hierarchical internal structure of vertical and horizontal dimensions. Vertical

dimension concerns the degree of inclusiveness that can be classified into the same

category. It is sub-divided into three levels: superordinate, basic and subordinate. The

horizontal dimension differentiates categories at the same vertical level of

inclusiveness. Using the above example, “apple,” “orange,” “banana” and “mango”

can be a basic level, while “fruit” can be the superordinate level. “Bowen mango” or

other types of mango can be the subordinate level. Likewise, each horizontal

category member has several attributes in common. For example, “orange,”

“mandarin” and “grape fruit” have certain common attributes. That is, there might be

overlapping similarities as well (see Venn diagram in Figure 3.1). This is labelled

“family resemblance” in categorization theory.
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Categorization is also considered a matching process of similarity of a stimulus to a

“prototype.” We categorise people in the same way we category other objects, based

on their similarities and differences to prototypes of category members. In this case,

a prototype is a particular type of person schema representing typical traits

(Pennington, 2000). For example, a prototype of an American leader might be

someone who is intelligent, goal-oriented, and responsible (Lord & Maher, 1991).

The prototype is stored in long-term memory and is retrieved when any number of

internal and/or external stimuli occur.

Based on Rosch’s categorization principles, Lord (1985) and his associates (Lord et

al., 1982) developed a leadership categorization theory. Essentially, Lord, Foti and

De Vader (1984) explained the above-described hierarchical structure of vertical and

horizontal dimensions in terms of leadership as depicted in Figure 3.2. For purposes

of this study, achieving a better understanding of these two concepts will facilitate

the understanding of how the concepts of leadership and the pre-existing prototype of

expatriate and host country staff is formed. As shown in Figure 3.2, the category

system has a hierarchical structure of vertical and horizontal dimensions. There are

three levels in the vertical dimensions: subordinate, basic and superordinate. The

higher the level, the fewer are the members who share attributes. For example, if

“leader” is at a superordinate level, “business,” “educational” and “political” leaders

are at a basic level while “liberal” and “conservative” are at a subordinate level.

Leadership characteristics are considered with a similar structure. The traits that

characterise a political leader are different from those that characterise a business

leader. Moreover, the prototype of a liberal political leader is different from the
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prototype of a conservative political leader. However, they might share certain

characteristics. Similarly, at the basic level, a political leader might share certain

attributes with a business leader. For example, these two types of leaders might be

thought of having good communication skills. In categorization terms, they have

“Family resemblance.”
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Figure 3.1. A Venn Diagram Illustrating the Concept of Family Resemblance.

Source: Adapted from Lord, Foti, & De Vader, (1984).
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A Tentative Hierarchy of Leadership Categories

Figure 3.2. Leadership Categorization Theory.

Source: Adapted from Lord, Foti, & De Vader, (1984).

This is “roughly defined as the sharing of traits across differing categories of

leadership” (Dorfman, 1996, p. 284). In terms of this study, a leader from the hotel

industry might share characteristics with business leaders or even political leaders.

Also, it is likely that Western hotel managers will share more leadership attributes

with each other than with Chinese hotel managers (family resemblance or in the

similar cluster or the magnitude of culture distance). The present study examines the

leadership prototype at the Basic Level (Business leader).

Superordinate Level Leader

Basic
Level

Subordinate Level

Business Education Finan Lab Pol (Nat’l) Mass Media Military Sports

Liberal Conservative

Minority Religious
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Lord and Maher (1991) distinguished two types of categorization processes related to

leadership perception: recognition-based process and inferential-based process. The

former is a process in which individuals recognise the qualities and behaviours of

others through day-to-day and face-to-face interactions. The process usually involves

an automatic matching of leadership prototypes stored in the long-term memory. For

example, someone who is intelligent, honest and verbally skilled is likely to be

recognised as a leader in America. However, in China, it might be someone who is

intelligent, honest and patriotic. The inferential-based process means individuals are

likely to be inferred as leaders because of their success in certain performance

outcomes or events (for example, a CEO of a company directly responsible for

increased profit).

3.6 Categorization/Prototype/Implicit Leadership Theories and

Measurement

Categorization or prototype-based leadership theories are implicit leadership

theories. An overview of the various measurements based on the implicit leadership

theories indicated that there are different measurement scales and underlying

dimensions from different constructs. As Epitropaki and Martin (2004, p. 294) have

pointed out, “To date, there is no single and widely accepted measure of ILTs

[Implicit Leadership Theories]. Different researchers have developed independent

lists of traits to measure ILTs, and cases of replication and scale cross-validation are

very rare.” They added that there are noticeable similarities among the traits

identified by different studies. The following material will provide a review of

studies by Gerstner and Day (1994), Sivasubramaniam et al., (1997), Offermann et

al., (1994), Epitropaki and Martin (2004), House et al., (1999) and Ling et al.,
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(2000). The review will provide the source and implications for instrument

development for the survey conducted in this study.

Through the multidimensional scaling (MDS) technique, Gerstner and Day (1994)

identified three dimensions relevant to ILTs as expressed by university students from

eight nations. The three dimensions are: Power Distance, Uncertainty Avoidance, and

Individualism. They also remarked that these dimensions had rank order correlations

with Hofstede’s (1980) measures of Power Distance, Uncertainty Avoidance and

Individualism. Gerstner and Day’s study was based on 59 leadership-relevant

attributes that were identified by Lord et al., (1984) with an American sample in an

earlier study (see Appendix I). The main limitations of this study are that it was

based on a sample of only 142 students and foreign students from only 7 countries.

The list of Lord et al . (1984) has been widely used as a reference for many similar

studies (House, 1999; Wong, 1998, Sivasubramaniam et al., 1997). Sivasubramaniam

et al. (1997) identified 11 factors in their study. The factors are (1) People-Oriented,

(2) Task Master, (3) Planner, (4) Dedicated Manager, (5) Insightful Expert, (6)

Genuinely Warm, (7) Value-Centered, (8) Visionary, (9) Inspirational, (10)

Introverted, and (11) Polished (Table 3.2). Their study was based on a set of 44

concepts they identified (see Appendix II). The traits/attributes are quite similar to

the Lord et al. (1984) list. They specifically noted that “The list of 59 prototypical

traits identified by Lord, Foti and De Vader (1984) was initially consulted to draw up

the set of reference concepts” (Sivasubramaniam et al., 1997, p. 33) The latter’s

study used Kelly’s (1955) Repertory Grid technique to examine the leadership

categorization schema of ten senior executives from a wide variety of organizations.



56

They concluded that there is “some association between the folk theories of

leadership and the background/experience of the respondent” (p. 27). Despite its

contribution of linking the background and experience of respondents to the study of

implicit leadership theory, it was based on the study of only 10 participants.
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Table 3.2. Content and Structure of Folk Theories of Leadership

Factor 1: People-oriented Factor 5: Insightful Expert
Understanding Politically astute

Good people skills Less academic
Caring Deep thinker

Flexible Reflective

Informal Subject-matter expert
Task-oriented Insightful

Bottom-line directed Decisive

Factor 2: Task Master Factor 6: Genuinely Warm
Authoritative Convivial

Decisive Open and friendly

Impulsive Outgoing; people-oriented
Strong convictions Emotional

Exploiter of advantages Outgoing

Forceful Factor 7: Value-centered
In control Religious

Goal directed Caring

Good listener Family-oriented
Factor 3: Planner Available to others

Organised Inspirational
Independent Caring and warm

Self-directed Attracts followers

Organizational skills Factor 8: Visionary
Focused Committed

Idealist Optimistic

Organised Dreamer
Analytical Visionary

Factor 4: Dedicated Manager Evangelical

Dedicated; works long hours Factor 9: Inspirational
Dedicated; hard-working Inspirational

Structured; less adaptable Visionary

Focused Outgoing
Manages independently Factor 10: Introvert

Administratively efficient Complacent
Strategic planner Shy

Ambitious Factor 11: Polished

Considerate Manipulative

Polished
Self-assured

Source: Sivasubramaniam et al. (1997)
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Offermann et al. (1994) tried to explore the content, structure and generalisability of

implicit leadership theories (ILTs). Their study suggested eight distinct factors:

Sensitivity, Dedication, Tryranny, Charisma, Attractiveness, Masculinity, Intelligence

and Emotional/Intellectual Strength. Fifty-seven items derive from these factors (see

Table 3.3). They developed these items from a sample pool of 160 traits obtained

from 686 subjects. They concluded that ILTs factors are similar for men and women

perceivers, and for student and worker groups. They suggested ILTs will be useful in

studies of diversity management because “Different cultural groups may have

different conceptions of what leadership should be.”

In their study of the factor structure, generalisability and stability of ILTs over time,

Epitropaki and Martin (2004) extended the work of Offermann et al. (1994). One of

the key objectives of their study was to develop a shorter version of Offeremann et

al.’s (1994) 41-item scale. Through rigorous refinement, they identified two groups

of leadership prototypes: Leader Prototype and Leader Anti-Prototype. The former

consist of four dimensions: Sensitivity, Intelligence, Dedication, Dynamism, while

the latter consists of two dimensions: Tyranny and Masculinity. The authors reduced

the total final items to 21 (Table 3.4). The two dimensions of Strength and Charisma

identified in the Offermann et al. (1994) study were collapsed into a single

dimension: Dynamism. The researchers claimed “Our decision can be justified not

only on the basis of statistical reasons but also on conceptual grounds”(p. 306).

Epitropaki and Martin (2004) claimed that they use Offermann et al.’s (1994)

instrument for refinement because “the 41-item scale consisting of core prototypic

and antiprototypic traits would make its use easier as part of organizational surveys

and would still be able to capture the essence of the ILTs construct”(p. 294).
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However, both Offermann et al.’s (1994) and Epitropaki and Martin (2004) study

lack a cross-cultural perspective.

Table 3.3. Factor Structure of Implicit Leadership Theory

Sensitivity Charisma
Sympathetic Energetic
Sensitive Charismatic
Compassionate Inspiring
Understanding Enthusiastic
Sincere Dynamic
Warm Attractiveness
Forgiving Well-groomed
Helpful Attractive

Dedication Well-dressed
Dedicated Classy
Motivated Masculinity
Hard-working Male
Goal-oriented Masculine

Tyranny Intelligence
Domineering Intellectual
Pushy Educated
Dominant Intelligent
Manipulative Wise
Power-hungry Knowledgeable
Conceited Clever
Loud Strength
Selfish Strong
Obnoxious Bold
Demanding

Source: Offermann et al. (1994)
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Table 3.4. Second-order Factor Model of Implicit Leadership Theories
(from Epitropaki and Martin, 2004)

Leader Prototype Leader Anti-Prototype
Sensitivity Tyranny

Helpful Domineering
Understanding Pushy
Sincere Manipulative

Intelligence Loud
Intelligent Conceited
Educated Selfish
Clever Masculinity
Knowledgeable Male

Dedication Masculine
Dedicated
Motivated
Hard-working

Dynamism
Energetic
Psychologically Strong
Dynamic
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Of all the ILT studies reviewed, House et al.’s (1999) GLOBE study is the most

comprehensive and largest, especially in terms of a cross-cultural setting. It involves

a network of 170 social scientists and scholars from 62 cultures around the world.

The GLOBE researchers have developed 21 leadership scales for their study of

cultural influences on leadership and organizations based on the implicit leadership

theory (Table 3.5). From those 21 leadership scales, they further grouped them into 6

higher-order dimensions (Table 3.5). They termed these “global CLT (culturally-

endorsed implicit leadership theory) dimensions” (House et al, p. 210). According to

the GLOBE researchers, the 21 leadership scales are more a measure of specific

leadership attributes and behaviours, while the 6 CLT dimensions represent

leadership styles. House et al. (1999) reported they have identified some universal

positive attributes of leaders, such as trustworthiness, just, and honesty (Integrity

Dimension). However, it must be noted that in addition to Implicit Leadership

Theory, the GLOBE project is based on a number of leadership theories as well, such

as Value/Belief Theory, Implicit Motivation Theory, and Structural Contingency

Theory. They used an integrated conceptual framework to study the impact of culture

on leadership and organizations. According to House (et al 1999) “The central

proposition of the integrated theory is that the attributes and entities that differentiate

a specified culture are predictive of organizational practices and leader attributes and

behaviours that are most frequently enacted and most effective in that culture” (p.

17).

The GLOBE study team includes a Chinese C-Country Investigator. In order to

explore more culturally-sensitive aspects of leadership, Fu (1999) (quoted in Hartog,

1999) used qualitative interviews in her study. She found that in the area of
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“Communication of the Vision, China is normally expressed in a non-aggressive

manner. She attributes this to “the influence of Confucian values (e.g., kindness,

benevolence) that make people wary of leaders giving pompous talks without

engaging in specific action and make them dislike leaders who are arrogant and

distant” (Hartog et al., 1999, p. 244). In the area of “Compassionate Leadership and

Consideration,” Fu (1999) quoted an example of how a subordinate described his

respect for his boss. This subordinate’s mother fell ill, and his boss went to hospital

to see her. “The boss also told him to stay at the hospital and take care of his mother,

and the boss reduced his workload by taking on part of the manager’s for duties

him.” In contrast, Hartog et al. (1999) reported that not many Dutch employees

would expect or appreciate their boss coming to the hospital.

Another example provided by Fu (1999) reported reactions to Zhou Enlai, the late

Chinese prime minister, that illustrate this special positive reaction to an elevated

leader showing his similarity to the “common” man. According to Fu, Zhou Enlai

lived a simple life (a small house, mended clothes), and was selfless, hard working,

and approachable. He acted as a role model and always identified himself as an

ordinary citizen wherever he went. For example, he refused to have hotel doors

opened for him. The sense of “being one of them” increased Chinese admiration for

him considerably (Hartog et al., 1999, p. 244).
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Table 3.5. Leadership Prototype Scales: First-order Factors and Leader
Attribute Items
Administratively
Competent

Decisive Non-participative

Orderly Wilful Non-delegator
Administratively skilled Decisive Micro-manager
Organised Logical Non-egalitarian
Good administrator Intuitive Individually oriented
Autocratic Diplomatic Performance Oriented
Autocratic Diplomatic Improvement oriented
Dictatorial Worldly Excellence oriented
Bossy Win/win problem solver Performance oriented
Elitist Effective bargainer Procedural
Autonomous Face Saver Ritualistic
Individualistic Indirect Formal
Independent Avoids negatives Habitual
Autonomous Evasive Procedural
Unique Humane Orientation Self-protective

Charismatic: Visionary Generous Self-centered
Foresight Compassionate Non-participative
Prepared Integrity Longer
Anticipatory Honest Asocial
Plans ahead Sincere Status Consciousness
Charismatic: Inspirational Just Status-conscious
Enthusiastic Trustworthy Class conscious
Positive Malevolent Term: Collaborative Team

Orientation
Morale booster Hostile Group-oriented
Motive arouser Dishonest Collaborative
Charismatic:Self-
Sacrificial

Vindictive Loyal

Risk taker Imitable Consultative
Self-sacrificial Noncooperative Term: Team Integrator
Convincing Intelligent (reverse scored) Communicative
Conflict Inducer Modesty Team-builder
Normative Modest Informed
Secretive Self-effacing Integrator
Intra-group competitor Patient

Source: House et al., 1999
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Table 3.6. Global Culturally-Endorsed Implicit Leadership Theory (CLT)
Dimensions

Factor 1: Charismatic/Value
Based

Factor 2: Team-Oriented

Charismatic 1: Visionary Team 1: Collaborative Team
Orientation

Charismatic 2: Inspirational Team 2: Team Integrator
Charismatic 3: Self-sacrifice Diplomatic
Integrity Malevolent (reverse scored)
Decisive Administratively competent
Performance-oriented Factor 4: Participative
Factor 3: Self-protective Autocratic (reverse scored)
Self-centered Non-participative (reverse scored)
Status conscious Delegation*
Conflict inducer Factor 6: Autonomous
Face saver Individualistic
Procedural Independent
Factor 5: Humane Autonomous
Modesty Unique
Humane orientation

Source: House et al., 1999



65

Based on the ILT concept, Ling et al. (2000) developed a Chinese Implicit

Leadership Scale (CILS) to explore differences in perceptions of leadership in 622

Chinese participants in Beijing from 5 occupational groups: cadres, factory workers,

teachers, college students and technicians. From an earlier study of 133 participants,

the authors generated 2,546 descriptive terms and finally reduced them to 163 items.

The resulted yielded 4 factors: Personal Morality, Goal Efficiency, Interpersonal

Competence, and Versatility. There are a total of 83 items included in those factors.

The top 10 loading items for each factor were reported (Table 3.7). As the

researchers commented, “The present outcome is quite different from the eight

factors of leadership that Offermann et al. (1994) found for U.S. participants.” Ling

et al. (2000, p. 738) concluded that, “Chinese tradition, values, and perceptions are

so different from those in the West that there is an urgent need to better understand

each other. Western theories of leadership cannot be very effective when directly

transposed into a Chinese population.” Though this study was conducted in a

Chinese context and data were collected from 5 different occupation groups, the

service and hospitality sectors were not represented.
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Table 3.7. Factor Structure of Chinese Implicit Leadership

Personal Morality Interpersonal Competency
Willing to be public servant Seasoned
Honest Cautious
Genuine Socially skilled
Pragmatic Mature
Receptive to criticism Charming
Impartial Glamorous
Trustworthy Elegant
Self-disciplined Verbal skill
Incorruptible Cheerful
Use self as model Steadfast

Goal Effectiveness Versatility
Fortitude Multitalented
Visionary Cheerful
Decisive Psychologically knowledgeable
Deliberate Entrepreneur
Perceptive Sense of honour
Scientific Appreciates the arts
Competent Well-read
Insightful Multilingual
Far-sighted Imaginative
Open-minded Many interests

Source: Ling et al., 2000

This overview of the studies in implicit leadership theories has identified many

different leadership attributes and several generic leadership dimensions/domains –

such as “Integrity,” “Yin” and “Yang” – that are important and useful for the

development of an instrument to measure implicit leadership theory in the context of

China hotel industry. In addition, a more detailed examination of the content of

factors/dimensions provided different findings and interpretations. For example,

some researches have found “integrity” a dimension and some found it to be only a
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sub-concept under a different dimension. In House et al.’s (1999) study, “integrity” is

a dimension consisting of four sub-concepts: “honest,” “sincere,” “just” and

“trustworthy” (Table 3.8). However, Offerman et al. (1994) and Epitropaki and

Martin (2004) found that only “sincere” emerged as a sub-concept under their

“sensitivity” dimension. In Ling et al .’s (2000) work, the attributes of “honest” and

“trustworthy” emerged as sub-concepts under “personal morality.” Thus, it might be

more appropriate to consider “integrity” a more generic leadership factor/domain at a

higher level.

Table 3.8. A Comparison of Different Studies for
Factor Structure and Items of Integrity

House et al.
(1999)

Offermann et al.
(1994)

Epitropaki and
Martin (2004)

Ling et al. (2000)

Integrity
 Honest
 Sincere
 Just
 Trustworthy

Sensitivity
 Sympathetic
 Sensitive
 Compassionate
 Understanding
 Sincere
 Warm
 Forgiving
 Helpful

Sensitivity
 Helpful
 Understanding
 Sincere

Personal
Morality
 Willing to be

Public servant
 Honest
 Genuine
 Pragmatic
 Receptive to

criticism
 Impartial
 Trustworthy
 Self-

disciplined
 Incorruptible
 Use of self as

model

Perhaps “Yin” and “Yang” can be considered two additional generic leadership

factors/domains at a higher level. These two Chinese concepts were briefly described

in Section 2.3.2. It can be shown that some of the key leadership dimensions and
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attributes in this review could be regrouped under the domains of Yin and Yang

(Table 3.9).

Table 3.9. A Comparison of Studies for
the Factor Structure and Yin/Yang Domains

Yin Yang

Previous studies Original Dimensions Original Dimensions

Ling et al. (2000) Interpersonal Competency
Versatility
Personal Morality

Goal Effectiveness

House et al. (1999) Humane Orientation Administratively Competent
Autocratic
Self-protective
Decisive

Epitropaki and Martin
(2004)

Sensitivity Tyranny
Masculinity
Dynamism

Offermann et al. (1994) Sensitivity Charisma
Tyranny
Masculinity

3.7 Contextual constraints on leadership perceptions

As described in Chapter 1, scholars of the categorization/prototype/implicit

leadership approach have identified a range of “contextual factors” that might have

impacts on leadership perception (Lord et al., 2001; Lord, Foti & De Vader, 1984).

Researchers have explored factors such as (1) national culture (Brodbeck et al.,

2000; Gerster & Day, 1994; Shaw, 1990), (2) organizational constraints, leaders and

follower and task characteristics (Lord et al., 2001), (3) hierarchical leader level

(Hunt, 1991; Zaccaro, 2001); and (4) leader-follower gender and demographic

variables (Antonakis et al., 2003; Rosusseau & Fried 2001). How leadership
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prototypes evolved in the particular context of the hotel industry in China, and the

contrasting hierarchical levels of managers and front lines staff, is of major interest

for this study. The next three sections provide literature reviews on the possible

impacts that national culture, industry characteristics/culture and hierarchical levels

in an organization have on leadership perception.

3.7.1 National culture and prototype generations

Research has indicated that the leadership prototype varies with national cultures in

various dimensions and clusters. According to Shaw (1990), the impact of culture is

manifested through differences in the content of employee/manager schemas. A

culture influences categorization by determining the nature of schema prototypes and

individual characteristics. After reviewing cross-cultural management studies, Shaw

(1990) asserted that, “Much of previous cross-national comparative research on

managerial values, beliefs and styles can be interpreted as showing culturally-

influenced differences in leader prototypes.”

Gerster and Day (1994) produced one of the earliest and most widely-cited studies

focusing on cross-cultural comparisons of leadership prototypes. Though their study

has serious limitations (small sample size, student samples only, foreign students

limited to 7 countries), Gerster and Day found significant differences in leadership

perceptions, along a set of cultural dimensions initiated by Hofstede (1980, 1993)

among members of various countries. In particular, the leadership perception had

rank order correlations in the power distance, uncertainty avoidance and

individualism dimensions. They proposed this might be used as a general taxonomy

of cultural dimensions in interpreting leadership perceptions among countries in
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future studies of this kind. House et al., (1999) proposed six global dimensions of

leader behaviour. The six "Global Culturally Endorsed Implicit Leadership Theory

Dimensions" are: (1) charismatic/value-based; (2) team-oriented; (3) self-protective;

(4) participative; (5) humane; and (6) autonomous.

Using data from Project GLOBE (House et al., 1999), Brodbeck et al., (2000)

studied cultural variation of leadership prototypes across in European counties. They

found that leadership concepts are culturally endorsed. “Clusters of European

countries which share similar cultural values according to prior cross-cultural

research (Ronen & Shenkar, 1985) also share similar leadership concepts” (Brodbeck

et al., 2000, p. 1). For example, England, Ireland and the Netherlands were in the

cluster of the “Anglo” group; Hungary, Italy, Spain, Portugal were in the “Latin”

group. By using data from Project GLOBE, Szabo et al., (2001) applied cluster

analysis to compare the grouping of traits of ideal leaders from Austria, Germany and

Switzerland. They found similarities and differences in these groups of ideal leader

traits among the three countries.

In the context of cross-cultural management in hotel, Gee (1994, p. 279) speculated

that “although there are distinct clusters of countries with similar traits, overall there

are wide differences between them. These differences are so wide that expatriate

managers can make serious errors in judgment if they fail to make necessary

adjustments in their styles of leadership and control. The clusters are tools for

making such adjustment.”

3.7.2 Industry settings/characteristics and leadership
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In discussing the contribution of qualitative research to the study of leadership,

Bryman (2004) comments that “qualitative researchers are more likely to emphasise

the significance of the sector within which leadership takes place (schools, banks,

construction organizations, police, and the like) for styles of leadership and what is

regarded as more or less effective” (p. 752). He also argued that, “qualitative

research allows the significance of the specific circumstances of organizational types

to be outlined in detail” (Bryman et al., 1996). In this respect, the authors reported

that in a study of three British construction projects through semi-structured

interviews, (Bryman et al., 1988), features specific to the particular context of

construction projects (such as the project’s timeline and the presence of

subcontractors) have a profound effect on leadership behaviour. They also recognised

the site manager needs to be flexible, continually adjusting his leadership style to suit

different people and circumstances. In another study, Bryman et al., (1996) found

that, in the context of British police service, instrumental leadership was far more

pervasive in police officers’ thinking as central to effective leadership then the

prominent notions of charismatic leadership as described in traditional leadership

literature. Through a study of narrative descriptions by followers of their ideas of

extraordinary leaders in education, Kirby, King and Paradise (1992) found that

professional development opportunities for followers and certain specific behaviours

of the leader inspire followers to higher levels of performance more than do

personality traits..

There are many unique aspects of the hospitality or hotel industry. The hospitality

industry is operated in settings of frequent interactions among people and focus on

providing high-quality service to customers. It has its own culture: set of values,
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practices, industrial characteristics et cetera. These constitute different contextual

and situational variables that might influence the perception of leadership (Guerrier,

1999; Pizam 1993; Shames & Glover, 1989). As a hospitality organization, there are

different ways of seeing a hotel. In general, it should be being hospitable and it

could be selling a service (Guerrier, 1999). Therefore, in order to be a world class

hotel, staff should be service oriented and customer focus (Shames & Glover, 1989).

As a leader in a hotel or hotel industry he/she should understand this aspect. For

example, Marriott Junior has explained the importance of “The Sprit to Serve” for

his organization (Marriot, 1997). Olsen (1999) identified some crucial leadership

skills required of future hospitality managers; such as the capacity for working in

different cultures because of the trend of globalization of the industry and the

customers will from diverse background. Also there is the need for enhancing ones

expertise in management. (See Section 3.2.1 for further details).

As a contrast, the telecommunication industry is capital intensive and more

knowledge-based. The leader in this industry need to create an environment to

nurture or enhance employee innovation and creativity. Scholars suggested that

leader can have direct and indirect impact on followers. For example, Jung, Chow

and Wu (2003) have studied 32 Taiwanese companies in the

electronics/telecommunications industry, their findings supported a direct and

positive link of a style of leadership that related to “Transformation” and

organizational innovation. The results also indicated that “Transformational

Leadership” has significant and positive relationship between empowerment and

innovative-support organizational climate.

3.7.3 Leadership in the contexts of different hierarchical levels of an
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organization

Leadership scholars argue that high- and low-level leaders demonstrate qualitative

aspects of their behaviour differently (Antonakis & Atwater, 2002; Hunt, 1991, Lord

et al., 2001; Waldman & Yammarino, 1999; Zaccaro, 2001). For example, Hunt

(1991) suggested that while higher-level leadership focused on mapping out the

strategy or vision for an organization, lower levels could be characterised as more

task/technically focused. Antonakis and Atwater (2002) also suggested that

individualised consideration might be more evident at low hierarchical levels. In

terms of leadership perceptions, Lord and Maher (1991) argued, “the perceptual

processes that operate with respect to leaders are very likely to involve quite different

considerations at upper versus lower hierarchical levels” (p. 97). This is simply

because the tasks and responsibilities at different hierarchical levels are quite

different and the preferred leader attributes for the various levels differ. For example,

proponents and followers of the implicit leadership theory believe a hotel general

manager might differ from a front office manager. Based a study of cross-cultural

implicit leadership theories involving a sample of 2161 participants, Hartog et al.,

(1999) found that, for top-managers, characteristics such as being innovative,

visionary, persuasive, diplomatic and courageous are considered more important

than for lower-level managers. Attributes for lower-level managers are more

concerned with characteristics such as attention for subordinates, team building and

participative. There are not many differences in attributes such as trustworthy,

communicative and calm between these two groups. In another study, Epitropaki and

Martin (2004) found that there was a statistically significant difference between

managerial-supervisory and non-managerial employees on the dimension of
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dynamism. He added that people already in a managerial role consider traits such as

strong, energetic, and dynamic more important for a business leader than do

employees in non-managerial roles.

Scholars and practitioners in the hospitality industry have recognised the particular

feature of traditional hierarchical structure in many hospitality organizations. In

particular, the distance between expatriates and locals are great. Also, leadership

research typically approaches an organization from the top rather than from the

bottom (see Section on 3.2.1)

3.8 Conceptual Model

Based on the review of categorization/prototype/implicit leadership theories and the

contextual constraints on leadership perception, this author has proposed a model

(Figure 3.3). In essence, the model attempts to demonstrate how various contextual

factors might have impacts on leadership schema. For example, a hotel manager and

hotel subordinate might be congruent/incongruent in terms of their perceptions of

leadership (i.e., match or mismatch of their leadership prototypes). The diagram

describes the possible situations in China’s international hotels. There are expatriates

working in these hotels, and they are usually in managerial positions. For example,

consider an expatriate hotel manager from Germany working in a hotel in China with

at least several subordinates. Because of differences in cultural background and

positions, the content of the expatriate manager’s leader prototype (e.g., a masculine

type with a decisive image) might be different from his Chinese female subordinate’s

ideal leader prototype (e.g., a feminine type with a sympathetic image). If the

German male manager is not aware of these differences and displays only his own
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perceived appropriate behaviour, the subordinate might not perceive him as a leader

– resulting in difficulties in gaining power, receiving respect and exercising power

and influence. Ultimately, this might influence his attainment of effective

management in the hotel. Research indicates that national culture plays a vital role in

the content of leadership prototypes (Dorfman, 1996; Hartog et al., 1999).

For another example, as suggested in literature, there are some generic type of

leadership attributes or a “grand leadership prototype”. However, different industry

characteristics might have impact on different prototype of leadership (Section

3.6.2). While, the hotel industry might have some “service” related leadership

attributes, the telecommunication industry might have some more “transformational”

related leadership attributes. There might be the situation that the hotel manager and

hotel subordinate or the telecom manager and the telecom subordinate are

congruent/incongruent in terms of their perceptions of leadership (i.e. match or

mismatch of their leadership prototypes).
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Figure 3.3. Match/Mismatch of Schemas in Leader Prototypes

Source: Modified from Shaw (1990).
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3.9 Summary

While Chapter 2 provided an overview of the hotel industry in the Chinese context

from a societal or macro-perspective, this chapter reviewed literature on leadership

perception from a psychological or micro-perspective. There proved to be limited

research focusing on leadership in the context of hotel industry in China (see Figure

1.1). In addition, integrating the “macro” and “micro” perspectives on leadership by

relating to the “contextual factors” is a useful conceptual framework for gaining

greater insight into the topic of the Chinese hotel industry. Overall, the review

resulted in the following three propositions:

1. National cultural have impact on leadership perceptions.

2. Industry cultural characteristics have impacts on leadership perceptions.

3. Hierarchical levels have impacts on leadership perceptions.

The empirical part of this study, through qualitative and quantitative designs, will

explore these propositions in the context of the hotel industry in China.

In addition to these three propositions, this review indicated that previous leadership

research in the hospitality industry lacks depth in three areas:

1. A cross-cultural perspective in the light of globalization.

2. A follower/subordinate perspective that seeks the perception and meanings of

leadership “in the eyes of beholder.”

3. Integrating qualitative and quantitative perspectives for better understanding

the complexity of the concept of leadership.
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These items will be discussed in the methodology chapter.
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CHAPTER 4

METHODOLOGY

4.1 Introduction

This chapter consists of four major sections. The first section describes some of the

challenges of doing research in China. The next section explains the research design

through a brief overview of the major research paradigms and is followed by a

section explaining the rationale for the mixed-method research design that combines

qualitative and quantitative methodologies. The last two sections give a detailed

description of data collection and data analysis methods used in this study.

4.2 Some Challenges of Doing Research in China

Before describing the methodology details adopted in this study, perhaps it is

important to highlight some of the challenges of doing research in China. “Given the

challenges posed when undertaking research work in China, it is necessary for

scholars to make every effort to anticipate likely problems when devising their

research strategy and design.” (Roy, Walters & Luk 2001, p. 209). It is important to

understand these because they provide the rationale for methods adopted in this

study.
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4.2.1 Transferability of Concepts and Methodologies to Mainland China.

Literature has indicated that researchers are concerned over the transferability of

western-based concepts and methodologies to China, in particular mainland China,

which does not include Taiwan and Hong Kong. For examples, Adler, Campbell and

Laurent (1989) took an instrument that had been developed in the West and used

extensively in Europe and North America to investigate managerial behavior in

mainland China. In the end, they found that the study failed to produce a valid

description of Chinese managerial behavior due to the methodological issues

involved in transferring western organizational knowledge to the East. Similarly,

Roy, Walters and Luk (2001) found that, in the domain of management theory, many

scholars have doubts regarding the applicability and relevance of Western models.

They perceived the Chinese experience as a unique phenomenon which requires

different analytical tools. In the field of hospitality research, Littrell (2002, p.5) in his

study of desirable leadership behaviors of multi-cultural managers in China, claimed

that “From anecdotal evidence and personal experience, the researcher found

considerable difficulty in transferring research results from Hong Kong, Taiwan and

Singapore to useful practice in the interior of China and performed this study in an

attempt to gain understanding for management training courses”. However, Littrell

(2002) still used an instrument from the West without adding the local or industry

characteristics (Ohio State University leadership behavior description questionnaire,

LBDQ XII). The author tried to argue that “the researcher was constrained by a

shortage of time, resources and funds, so an economical first-order data collection

questionnaire was selected as the data collection technique for this study”.
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To overcome the transferability issue, the present study developed an instrument to

measure leadership perceptions in the context of the hotel industry in China with

consideration of the local cultural and industry characteristics. The details of this

process can be found in Section 4.4.3.

4.2.2 “Face” in the context of Chinese culture

“Face” has been recognized by many researchers as an important part of Chinese

culture (Bond, 1986; Bond, 1996; Hollows, 1995). In addition, Bond and Hwang,

(1986) pointed out that this concept has frequently been mentioned by Chinese as

guidelines for interpreting or regulating social behavior. To a certain extend, “face”

forms part of the barrier to doing research in mainland China. “Face” introduces

distortions (Bond and Hwang, 1986; Littrell, 2003). Through better understanding of

this aspect of Chinese culture, different stages of the research process can be

enhanced in the Chinese context. For example, it helps to form better strategies for

data collection and to comprehend and gain deeper insight from the data. (see

example in Section 4.4 Data collection and Section 5.4.2. Leadership and challenges

for managers/expatriates in the context of hotels and China).

4.2.3 Building a “trust” relationship and “gauxai”

It has been echoed by businessmen and managers especially from the West that it is

difficult to build a trusting relationship in negotiations in China (Hollows & Lewis,

1995; Kivela & Leung, 2005; Mavondo, & Rodrigo, 2001). Doing research in China

is the same as doing business there. It is difficult to carry out research or get

meaningful data without the trust of the local Chinese participants or some kind of
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negotiation. Roy, Walters and Luk (2001) point out that there are difficulties in

conducting interviews when Chinese respondents are interacting with an interviewer

from another country. In addition, Chinese often make their key comments at the end

rather than the start of a meeting. The present study, therefore, takes very careful

steps in the interview process. The researcher tries to remain patient and not to rush

for answers at the beginning. The objective is to build up a trusting relationship first

(refer to Section 4.4.1. Exploratory Study and Qualitative Data Collection).

Littrell (2002, p.26), claims that “Trust is difficult to earn in China. Practically every

time a question is asked, the typical response is: “Why do you want to know that?”.

In order to build a trusting relationship to do research in China, good networking or

gauxai is important. For example, in this research, the researcher bore the concepts

of “trust” and “gauxai” in mind throughout while planning data collection. (Refer to

Section 4.4.1.to see the collection of qualitative data ; See Section 4.4.2. to see

collection survey data from the hotel and the telecom industries; and also the

Introduction in Section 5.1).

4.2.4 Government control and sensitivity of data collection in China

Roy, Walters and Luk (2001) highlighted that though the authorities in China have

relaxed their control over many research activities, the control has not been totally

abandoned. In particular, there is no clear definition of what is classified as restricted

information and no guidance on which type of surveys are not allowed. Recently,

there was the case of a Hong Kong Chinese journalist working for a Singaporean

news agency being jailed and charged for “leaking the national government
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confidential data”. Roy, Walters and Luk (2001) reminded researchers that when

researching sensitive issues, risk should be minimized and safety should be the first

concern.

Researching the topic of “leadership” is a sensitive issue. Though the focus is on the

hospitality industry, the researcher kept in mind when he should stop as interviewees

drew comparisons to political figures in China. In addition, it was not possible to tell

whether the interviewee belonged the Communist Party. Some joint-venture hotels

are managed by foreign investment but owned by the state. To access this type of

hotel for interview or survey is also very difficult. To overcome this barrier, the

researcher used his “gauxai”. In addition, offering training session to the hotel before

the survey can also build “trust’to carry out the study. (See Section, 4.4.2)

4.3 Research Design

This study adopted a comparative design of which cross-cultural and cross-national

research examples (Bryman 2003). Cross-cultural research in business and

management tends to assume that culture is a key explanatory variable that

influences organizational behavior. Bryman (2003, p.57) further distinguishes

between “cross-cultural approaches” and “intercultural approaches”. The former

refers to the comparison of national management systems and local business customs

in various countries. The latter refers to the focus on the study of interaction between

people and organizations with different national/cultural backgrounds. The present

study uses the latter approach as this study focuses on the leadership perceptions of

staff in the context of the hotel industry in China. In particular, international hotels or
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joint-venture hotels provide the interaction of expatriates and local staff in a hotel

setting.

Choosing the “right” paradigm or appropriate methodology for research is crucial for

any research project (Bryman 2003; Jennings 2001). The next part will firstly

highlight some of the key research paradigms then provide the rationale for choosing

a mixed-strategy or a “third approach” (Bryman 2006, XXXIII) adopted in this study

of leadership perception in the context of the hotel industry in China.

The term “paradigm” has been explained in an earlier section regarding the needs for

a shift in leadership research (Section 3.2.2.1). In addition, Jennings (2001) holds the

view that methodology has a close link to paradigm. She claims that “a paradigm is

the overlying view of the way the world works; the methodology is the

complementary set of guidelines for conducting research within the overlying

paradigmatic view of the world; and the methods are the specific tools of data

collection and analysis a researcher will use to gather information on the world and

thereby subsequently build ‘theory’or ‘knowledge’about the world” (Jennings 2001,

p.34). She then identified six theoretical paradigms that inform research in the

context of tourism studies: positivism, interpretive social sciences, critical theory,

feminism, post modernism and chaos theory.

Briefly, positivism is based on natural science. This paradigm holds the view that the

natural world and the social world are governed by laws which make the real world a

closed system. The research process is objective and value free because researchers

of this tradition have to follow specific procedures. Researchers in this tradition
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usually employ a quantitative methodology.

Interpretive social science is based in the social world and social actors in everyday

life. The key word is ‘verstehen’or ‘empathetic understanding’which was originally

used by prominent sociologist, Max Weber. Research in this tradition assumes an

inductive approach in contrast to the positivist paradigm of utilizing a deductive

approach. Researchers in this tradition usually employ a qualitative methodology.

Critical theory has a lot in common with the world view of the interpretive social

science paradigm. They are both based on the view that people are actors in real-

world settings. This tradition is grounded in the work of Karl Marx. Researchers see

that scientific enquiry can lead to transformation or change in the real-world.

Researchers in this tradition usually employ a qualitative methodology.

The basis of feminist perspective paradigm is ground in women's view that there is

unequal distribution of power between men and women. The feminist approach

shares similarities with the interpretative social sciences and critical theory

paradigms in the sharing of knowledge and experiences between social actors and

researchers. Researchers in this tradition usually employ a qualitative methodology.

The postmodern paradigm is basically the counterpoint to modernism. The post

modernists question the truths claimed by the modernists. Essentially, they do not

accept that there is only one truth. They believe in multiple interpretations of reality.

This tradition focuses on language and subjectivity. Researchers in this tradition use

different means of qualitative methodology, such as discourse analysis.
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The chaos theory paradigm is the complete opposite of the positivist world view.

While the positivist paradigm observes the world in a more stable and linear fashion,

the chaos theory paradigm observes it in an unstable and non-linear way. In other

words, this paradigm states that any minor changes in a system might have aggregate

consequences to the whole system. According to Jennings (2001), this is an emerging

paradigm within the tourism industry. Researchers such as Mckercher (1999) are

among the advocates of this theory for tourism development and management.

4.3.1 The Rationale for a Mixed-strategy and the Logic of Triangulation

Despite the previous description of different paradigms for research, some

researchers “[conceive] of quantitative and qualitative research as paradigms”

(Bryman 2006, XXVII). Table 4.1 provides a summary of contrasts in assumptions

between qualitative and quantitative research paradigms as outlined by Cresewell

(1994, p. 5). He noted that, “It is important to understand these assumptions because

they will provide direction for designing all phases of a research study” Cresewell,

1994, p. 5). In light of these different assumptions in the qualitative and quantitative

paradigms, Cresewell (1994, p.175) raises the question “Regardless of the purpose of

combined methods, the concept of mixing methods raised an additional issue: Should

paradigms be linked with methods?” He provided the arguments of the “purists,”

“situationalists” and “pragmatists.” The last type is in the “middle ground” which

argue that “a false dichotomy exists between qualitative and quantitative approaches

and that researchers should make the most efficient use of both paradigms in

understanding social phenomena.”
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Table 4.1. Qualitative and Quantitative Paradigm Assumptions

Assumption Question Quantitative Paradigm Qualitative Paradigm
Ontological assumptions What is the nature of reality? Reality is objective and

singular.
As seen by participants in a
study, reality is subjective and
multiple.

Epistemological assumptions What is the relationship of the
researcher to the researched?

Researcher is independent from
that being researched.

Researcher interacts with that
being researched.

Axiological Assumptions What is the role of values? Value-free and unbiased Value-laden and unbiased.
Methodological Assumptions What is the process of

research?
Deductive process.
Static design;categories isolated
before study.
Context free.
Accurate and reliable through
validity and reliability.

Inductive process.
Emerging design – categories
identified during research
process.
Context-bound.
Accurate and reliable through
verification.

Researcher’s Research
Preferences

What are the researcher’s
individual preferences related
to carrying out the research
activity?

Comfortable with rules and
guidelines for conducting
research; low tolerance for
ambiguity; time for a short
duration study.

Comfortable with lack of
specific rules and procedures
for conducting research; high
tolerance for ambiguity; time
for lengthy study.
Source: Cresewell, 1994, pp. 5-9.
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In addition, Bryman (1988, p.94) summaries the contrasting features in quantitative

and qualitative research along eight dimensions. Table 4.2

Table 4.2 Some Differences Between Quantitative and Qualitative Research

Quantitative Qualitative
(1) Role of qualitative
research

Preparatory Means to exploration of
actors’interpretation

(2) Relationship between
researcher and subject

Distant Close

(3) Researcher’s stance in
relation to subject

Outsider Insider

(4) Relationship between
theory/concepts and
research

Confirmation Emergent

(5) Research strategy Structured Unstructured

(6) Scope of findings Nomothetic Ideographic
(7) Image of social reality Static and external to actor Processual and socially

constructed by actor
(8) Nature of data Hard, reliable Rich, deep

Source: Bryman (1988, p.94)

Despite these differences between qualitative and quantitative paradigms, Bryman

and his colleagues advocate the possibility of combining the two paradigms and offer

a distinctive or “third approach” (Bryman, 1988; Bryman, 2004; Bryman, 2006;

Bryman & Bell, 2003)

According to Bryman (1988), social scientists are likely to exhibit greater confidence

in their findings when these are derived from more than one method of investigation.

“Triangulation” is one of the ways to achieve this. Triangulation needs more than one

type of data. With this in mind, quantitative and qualitative research may be

perceived as different ways of examining the same research problem.
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“Triangulation is a term used to describe the use of a number of different research

methods in a single research study in the belief that variety will increase the validity

of findings” (Clark, et al., 1998, p.39). Triangulation is a term borrowed from land

surveying. The idea is to take the bearings of two known points to derive the location

of an unknown point. “The essence of triangulation is that techniques are used in a

parallel sense, so that they provide overlapping information. This is what makes it

possible to check results from more than one viewpoint. This is analogous to

geographical triangulation” (Johns & Lee-Ross, 1998, p.143). Though there are pros

and cons (Clark, et al., 1998; Johns & Lee-Ross, 1998), regarding the use of

triangulation approaches among hospitality researcher, Jick (1979, p.602) argues that

this methodology is “especially appropriate for organizational research, in particular,

leadership research”. He further adds that “it is probable that the triangulation

approach is embedded in many doctoral theses that, when packaged into articles,

tend to highlight only the quantitative methods. Thus the triangulation model is not

new”. Additionally, Parry (1996, p.169), in reviewing the emerging themes and new

challenges for leadership research, argues that there is the need for triangulating the

quantitative and qualitative methods in order to grasp the micro-dimension

(psychology based) and macro-dimension (more focus on process, discovery

grounded theory) of leadership.

Bryman (2004) has identified four major ways of combining quantitative and

qualitative research that have been used in leadership studies:

1. Triangulation: Explicitly employ quantitative and qualitative research to

see how far the ensuring data are mutually reinforcing.

2. Preparation: Qualitative research is sometimes conducted in order to
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prepare for quantitative research in terms of generating hypotheses or

developing research instruments.

3. Expansion and complimentarily: Quantitative and qualitative research

are frequently combined so that one set of data is employed to enhance

the other.

4. General patterns plus meaning: Combining quantitative and qualitative

research whereby quantitative data are employed to provide general

patterns.

He also noted that leadership researchers combine quantitative and qualitative

methods for a variety of research purposes. In addition, any study is likely to employ

multi-strategy research methodology for more than one purpose (for example, use of

qualitative research to prepare for the collection of quantitative data and to help

expand upon quantitative findings).

The research process in this study shows the combination of qualitative and

quantitative methodologies.

4.3.2 The Research Process and Stages of Study

An outline of the research process is provided in Figure 4.1. The stages of study are

explained in the following sections:

4.3.2.1 Phase One: research problem identification and literature review

The first phase of the study begins the process of attempting to understand the

research problem and searches literature relevant to the topic. The focus is to identify

the potential macro and micro forces which might influence leadership perceptions in
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the context of the hotel industry in China The next step of Phase One is to formulate

a conceptual framework on which to build preliminary propositions (Chapter One,

Two and Three provide further details on this process).

4.3.2.2 Phase Two: exploratory study, instrument development and pilot test

This phase consolidates the conceptual framework for understanding the topic and

explores the research questions and presuppositions in greater depth. As part of the

exploratory research strategy, a number of expatriate and local hotel staff in China

were interviewed to solicit their ideas on the concept of leadership, their vision of the

ideal hotel leader, and how the different contextual factors might relate to such

perceptions. This process resulted in several leadership prototypes for a hotel leader.

In order to prepare a questionnaire for a pilot survey, the results were compared to

the literature on leadership prototypes and dimensions in general (such as Epitropaki

& Martin, 2004; Gerster & Day, 1994; the study by GLOBE, House et al., 1999;

Ling et al., 2000; Offermann, Kennedy & Wirtz, 1994).

The main survey instrument was a questionnaire based on the results from the

literature review and in-depth analyses of the qualitative studies. The process of

developing the leadership prototype measurement scales followed the scale

development procedures recommended by Churchill (1979) and De Vellis (1991). It

must be noted that the key objective of this doctoral study is not to develop a

universally-valid instrument to measure leadership prototypes across different

cultural and industrial settings. The focus of this study is on the “contextual factors”

and takes the position that leadership perception and leadership prototypes vary with

contexts. The purpose of the pilot study is primarily to test and refine the
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Figure 4.1. Research Process.
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instrument for the main survey (Section 4.4.3 provides further details on this

process).

4.3.2.3 Phase Three: main survey

The purpose of the survey study is mainly to test the propositions and the findings

generated from literature and from the qualitative study as they relate to leadership

perceptions in the hotel industry and mainland China contexts. One major advantage

of a qualitative study is that it explores the issue in great depth in relation to the

contexts. However, the limited sample size makes generalizations difficult. A survey

provides a larger sample that enables a researcher to understand the overall issue

being studied (Chapter Seven provides further details on this process).

4.3.2.4 Phase Four: data analysis and interpretation

Both qualitative and quantitative analyses have been applied in this study (Chapters

5, 6 and 7). The work experience of the researcher and his informal interactions with

expatriate and local staff will result in a more meaningful interpretation (Appendix

XI). Jick (1979, p. 609) explains that “Qualitative data and analysis function as the

glue that cements the interpretation of multi-method results… the analysis benefits

from the perceptions drawn from personal experiences and firsthand observations.”

In short, the appropriate use of qualitative and quantitative methods or an integration

of both types of methods can be viewed as a continuum (Figure 4.2). At opposite

ends of the continuum we can see that qualitative methods have the greater strengths

in the area of theory generation, while quantitative methods are most useful for
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testing the generalizability of particular factors. A combination of both types of

methods will facilitate the understanding of any interaction of factors, as shown in

the conceptual model of “Match/Mismatch of Schemas in Leader Prototypes”

(Figure 3.3) (Chapter Eight provides further details on this process).
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Figure 4.2. Appropriate use of Qualitative and Quantitative Methods in International Management Research.

Source: Wright (1996)
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4.4 Data Collection

4.4.1 Exploratory Study and Qualitative Data Collection

The collection of qualitative data was carried out in two stages. The first stage

consisted of interviews that attempted to solicit subordinates/locals and

managers/expatriates on their leadership perceptions within a single organization.

One of the advantages of focusing on one organization was that it was an easier way

to access participants. The next stage was to conduct more interviews with local and

expatriate managers in different hotels in Beijing. Beijing was selected because this

was the targeted survey sampling population in a later stage of the study. There were

a total of 19 interviews from both studies, with 4 expatriate managers and 15 local

subordinates and managers. Details concerning these participants are provided in

Table 5.1 and Table 5.2.

4.4.1.1 Qualitative research instrument

As described in the previous section, the research instrument for qualitative data was

in-depth interviews. Questions were semi-structured, focusing on attributes for ideal

hotel leaders and exploring reasons for participants’attributions for these prototypes.

Cross-cultural issues relating to the background of respondents were also explored.

Questions were less structured in the latter case in order to gain insights or

perspectives and then interpret them for contextualization (Kvale, 1983; McCraken,

1988; Howe, 1985). The key guiding principle was that “semi-structured interviews

are fluid in nature and follow the thinking processes of the interviewee” (Jennings

2001, p. 165). (See Appendix IV and V for the interview guide).
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4.4.2 Survey Study and Quantitative Data Collection

4.4.2.1 Instrument development procedures

The main survey instrument was a questionnaire based on the results from literature

review and in-depth interviews of the qualitative studies. The process and procedures

of developing the scales for measurement of leadership prototypes was based on the

scale development procedures recommended by Churchill (1979) and De Vellis

(1991). (1) Specify domain of the construct: in this part, all the domains were based

on the leadership prototype literature and the main themes emerged from qualitative

study. (2) Generate and translate items: all items were generated from a list of 57

items of Gersterner and Day’s (1994) study and from the interview studies. As all

items were finalized, they were translated through a process of back translation in

order to ensure the accuracy of meanings in the instrument. ( 3) Consult experts for

opinions on items: this is a further step to test the content validity of the construct.

Academics with extensive experiences were consulted in this process.(4) Conduct

pilot study: this is the last step for further refinement of the instrument before being

sent out for survey. The objective was to clarify the phraseology and further

reduction of items. (Details of the instrument development are described in Section

5.4).

4.4.2.2 Sampling

The target population of this study was hotel staff working in international hotels

with expatriates and locals. As indicated by previous research on expatriate hotel

managers in China, the subjects in this study were mainly working in joint-venture
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hotels – mostly in 4- and 5-star hotels – although some worked in 6-star hotels or

state-owned hotels (Feng & Pearson, 1999; Kaye & Taylor, 1997; Mwaura et al.,

1998; Pine, 2002; Sutton, 1996; Yu & Goh, 1995).

The sample for the survey was from Beijing. Beijing was selected because it is the

capital of China and has expatriates working in international hotels. There were 14 5-

star hotel and 12 4-star hotels. With the help of the China National Tourism

Administration (CNTA) and the Hotel Association in Beijing, 12 potential hotels that

had expatriates working as employees were identified. The researcher approached all

these hotels. Finally, 6 hotels agreed to take part in the survey. The 6 hotels – 4 five-

star and 2 four-star – were managed by different multinational hotel companies or

chain hotels from different countries (Table 4.3). Notice that there is also one local

Chinese chain hotel in this study.

4.4.2.3 Data collection from the hotel industry

A survey was used in the data collection process. The topic of leadership and cross-

cultural issues are sensitive, particularly in the Chinese context. In order to get

support from senior management and a high response rate (especially from local

staff), the researcher contacted the senior management from each of a sample hotel

and promised to provide a free training seminar to their staff as a means of building

rapport, gauxai and trust amongst management. The topic of the training seminars

was “Quality Service in the Hospitality Industry.” Except for heads of department

and senior management staff, we requested the “Human Resource Management” or

“Training Department” to select front-of-the-house staff and back-of-the-house staff.
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Employees from different departments and levels were asked to attend these training

seminars. In order to minimize the possible potential demand effects for participants

in answering the questionnaire, several procedures have been taken. Firstly, before

the training seminar began, respondents answered the questionnaire and then

returned it immediately to the researcher. They were also told and guaranteed that the

survey was for academic research purposes only and kept confidential, giving

confirmation that the results would not be disclosed to their boss. In addition, the

topic of “Service Quality” rather than “Leadership” has been selected for the training,

this is to guarantee that the training itself does not affect the responses of participants.

In these cases, the response rates among different hotels ranged from 85.7% to

100%. For all heads of department and senior management staff, we distributed

questionnaires through the Human Resource Department (HRD). After answering the

questionnaires, respondents returned them to the HRD in a self-sealing envelope

provided by the researcher, which were then collected from the hotel. With this

method of collection, the response rate varied from 48% to 70%. Expatriates were

conspicuously lower in their response rates.
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Table 4.3 Response Rate

Hotel Subordinates Managers

Code Country of
origin of
management
company

Star
rating

Number
Distributed

Number
Received

Response
Rate%

Number
Distributed

Number
Received

Response
Rate%

A American 5 28 24 85.7 25 12 48.0
B Swiss 5 20 20 100.0 24 14 58.3
C German 5 65 63 96.9 30 21 70.0
D China 5 60 55 91.7 28 18 64.3
E French 4 40 37 92.5 15 9 60.0
F French 4 22 20 90.9 15 8 53.3
Hotel Sample 235 219 93.2 137 82 59.9

Telecommunication Sample 200 100 50.0 50 37 74.0

4.4.2.4 Data collection from the telecommunication industry

The telecommunication industry was selected as a reference sector due to the capital-

intensive nature of its operations and its knowledge base. Consequently, different

leadership styles might be required. In addition, due to the time and resource

limitations, this sample was available at the same location (Beijing) at the time of the

main survey in the hotel industry. A “snowball” sample technique was applied

(Bryman & Bell, 2003, p. 105). Fifty students of an MBA course for the

telecommunication industry in China were selected. With the consent and help of the

course coordinator, the researcher contacted the MBA course official in Beijing. This

official helped distribute the questionnaire to the participants. Each participant was

given five questionnaires; one for himself/herself as a manager and four to take back

for his/her subordinates to complete. Then, the questionnaires were mailed to the
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researcher. The response rate for managers and subordinates were 74% and 50%

respectively.
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4.5 Data Analysis

4.5.1 Qualitative Data Analysis

While quantitative researchers see the steps in the research process as well defined,

“Qualitative researchers have frequently suggested that research design, data

collection and analysis are a simultaneous and continuous processes” (Bryman &

Burgess 1994, p. 217). In addition, qualitative data analysis involves three activities:

data reduction, display and conclusion drawing/verification. In essence, it is text-

based analysis to identify themes and then generate theory derived from empirical

data (Jennings, 2001).

There were a total of 19 taped interviews. All 19 were first transcribed into written

transcripts. Most of the interviews were in Chinese, but were translated into English

for analysis. The translations were done by a masters student previously majoring in

English with background in hospitality in mainland China. All the transcriptions

were checked for consistency and meaning from the original tapes by the researcher.

The computer package, Non-numerical Unstructured Data for Indexing, Search and

Theorizing (NUDIST) was used to help analyze the data. This includes the process of

coding and finding themes. Basically, the analysis follows the “constant comparative

analysis” proposed by (Strauss & Corbin, 1998). The task at hand was to let

themes/categories emerge from the data. Thus, it was an inductive approach.

The interview texts were also analyzed using “discourse analysis,” a technique that
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has been used in a previous qualitative leadership studies (Alvesson & Seveningsson,

2003). Primarily, the goal is to investigate the level of meaning, the ideas,

understanding, and orientation of people or to understand the language used in a

social context (Alvesson & Seveningsson, 2003, p. 365).

4.5.2 Quantitative Data Analysis

Data collected from the survey were entered into the Statistical Package for Social

Science (SPSS) for analysis. The objectives of the analysis are:

(1) To find out how unique the dimension of ’Professionalism’ is in the

context of the hotel industry as compared to other industries;

(2) To determine whether there are ‘level differences’in leadership perception

between subordinates and managers within a larger sample; and

(3) To find out whether there are ‘cultural differences’ in leadership

perceptions between local and expatriates with-in wider nationality

groups.

Frequency analysis was performed to provide profiles of groups. Proto typicality

traits of different groups were analyzed through means and standard deviations.

Factor analysis was performed in this study to identify underlying dimensions of

leadership construct. Factor analysis is one type of multivariate techniques (Hair,

etal , 1998). In general, it is used to find out the underlying structure in a data set.

This technique helps to analyses the structure of the inter-relationships or

correlations among a large number of variables. Once the dimensions have been
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identified, it can be used for data reduction and summarization. Broadly speaking

there are two types of factor analytic techniques: exploratory and confirmatory. In

this study exploratory factor analysis has been applied. In addition, there are several

extraction methods in factor analysis. Principal components analysis was used in this

study because this method reduced data to fewer dimensions. There are different

rotation methods as well. Varimax was used in this study to improve the

interpretability of the factor structure. Also, Kaiser-Meyer-Olkin (KMO) Measure of

Sampling Adequacy and Bartlett’s Test of Sphericity were carried out to tests the

minimum standard which should be passed before a factor analysis should be

conducted (Section 6.41 provides further descriptions on these two tests in this study).

Factor means of the different underlying dimensions were composed. T-tests were

then carried out on those factor means to compare the similarities and differences of

different groups along the various dimensions.
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CHAPTER 5

EXPLORATORY STUDY AND INSTRUMENT DEVELOPMENT

5.1 Introduction

This chapter consists of four major sections. The first section is the background and

profile of all interviewees who participated in the two parts of the interview study.

The second section summaries the key leadership attributes/prototypes of the

interviewees for an ideal leader in the hotel context. The third section provides the

major themes that emerged from the two parts of the interview study. The last section

provides a detail description of instrument development for the survey study in

Beijing.

There are four objectives for the two parts of the interview study (Part 1 & Part 2):

1. Both parts of the study are exploratory in nature; that is, they are designed to

generate insights from data relating to the research questions and to generate

a pool of items for instrument development and formulate questions for the

survey study in later stage.

2. The interviews also serve the purposes of identifying the factors/dimensions

of leadership attributes perceived by respondents and the leadership issues

/challenges faced by managers/expatriates in the context of hotel industry in
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China

3. While Part 1 is designed as a pilot study to collect data in one hotel and to

prepare procedures and skills for data collection in later stages, Part 2 is

designed to establish rapport and “guaxi” in Beijing for the later survey.

Collecting data in China is a sensitive activity. It must be done with great

care, and that is the reason for the importance of getting “guaxi” to get things

accomplished in China. The findings from this part will be used for item

generation as well. Focusing on one organization in Part 1 has the advantage

that it provides a more homogeneous sample in terms of keeping the impact

of organizational culture constant. In contrast, hotel managers in Part 2 were

from different hotels.

4. There is also the objective of combining the results in Parts 1 and 2 for

purposes of preparing the main survey study for future expansion and

complementation (Bryman, 2004, p. 760; see Section 4.2 for further

explanation). The ultimate aim is to attain a more comprehensive

understanding of the research problem and thereby help answer the research

questions.

5.2 Background and Profiles of Participants in the Exploratory

Study

5.2.1 Background to Part 1

The pilot study was based on employees at one hotel, namely “Lake Hotel.” It is a

four-star hotel located in a second-tier type of tourist city in (Mid-East) China. It had

been open for about a year when this study was carried out in December 2003. The
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hotel is owned by a local real estate company, but managed by a multinational hotel

company based in Europe. Consent from the Owner Representative (The Deputy

General Manager), through personal contact, was gained.

Only two expatriate staff (the General Manager and the Resident Manager) work in

the hotel. The GM is British and had worked for this multinational hotel company for

about two and a half years. He had worked in different parts of the world, including

about nine years in China. A formal interview was not held with this GM, as he had a

busy schedule during the time of this study. However, a short meeting was held with

him to explain and get the consent for the study. There was a formal interview with

the other expatriate, the RM and he also helped to coordinate the other interviewees

in this study. The RM (Joe) is from Hong Kong and his brief profile, together with

other participants in this study, is provided in Table 5.1 The interviews lasted from

twenty minutes to an hour.

5.2.2 Profile of Participants in Part 1

The nine participants included in this analysis consisted of one expatriate manager

and eight local staff (Table 5.1). In terms of gender, there are 4 male and 4 female

locals; the expatriate is a male. While the expatriate is the Resident Manager of the

hotel, the locals are front-line staff and supervisors. They are from different

departments of the hotel: both front of the house and back of the house. The

expatriate is highly experienced in the hotel industry and in China. The local staff are

rather varied, with from 3 months to 15 years in hotel-related settings. The expatriate

had some hotel training and education qualification from overseas. The Guest
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Relation Officer was also from overseas, but had not studied a hotel-related

discipline. Other local staff members have some tourism/hotel training.
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Table 5.1. Profile of Participants in Part 1

Name Sex Position/ Department Expatriate/Local Brief Background Remarks
1. Joe M Resident Manager Expatriate 24 years in the industry, with

17 years in China plus other
international hotel experiences
in Hong Kong and Canada;
started as a receptionist and
worked in various posts in
different hotels; his main area
of expertise is in Sales and
Marketing and Management

He obtained
Hotel
Certificate
from Hong
Kong and
Canada

2. Gu (G) F Secretary/Housekeeping Local 2 years in the industry; worked
for two 4-star hotels before;
first time work for expatriate
manager

Education:
studied
administration

3. Zheng (Z) F Supervisor/Housekeeping Local Worked for a 3-star hotel
4. Poon (P) M Supervisor/Housekeeping Local 8 years of industry experience;

worked for various 3- and 4-
star hotels in various
departments

Vocational
school
graduate
(tourism)

5. Chu (C) M Supervisor/Security Local 15 years of experience in Fire
Security; worked in similar
positions for different hotels in

Studied in
tourism/hotel
school with
training in
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the area management
courses

6. Tu (T) M Receptionist/Front Office Local Only 3 months in this hotel;
recent graduate from a local
tourism school with some
placement-work experience in
other 4-star hotels

7. Kim (K) M Sales/Sales and Marketing Local 8 years in the industry; worked
in sales and marketing and
other departments in different
4-star hotels

8. Lui (L) F PR Assistant/Public Relations Local 8 years in the industry; with
previous experience in sales
and marketing in other hotels;
her main experience is in F&B

Graduated
from a fashion
design school

9. Li (Li) F GRO/Front office Local Worked in F&B in a hotel for a
short time; came to work for
this hotel with hope of greater
opportunity to use English

Graduated
from UK with
major in
electronic
engineering



111

5.2.3 Background to Part 2

Hotels in Beijing were selected as the sample for in-depth interviews and questionnaire

surveys. A total of eight hotel managers were interviewed. However, only six interviews

were included for in-depth analysis in this part. The other two interviews were not taped,

but notes were taken. One in-depth interview from the pilot study was included in this

part for both comparison and analysis. The reason for this is that this particular

interviewee was at that time working in Beijing. He actually helped to coordinate two of

his hotels, in the same chain, to take part in the survey. Thus, it is useful to include his

interview for comparative purposes.

5.2.4 Profile of Participants in Part 2

The six participants included in this analysis consist of two Western expatriate

managers, two Hong Kong Chinese expatriate managers and two local Chinese

managers (Table 5.2). The two Hong Kong Chinese expatriate managers are put into the

category of “Mix” because of their backgrounds. Though Hong Kong is now part of the

Peoples’ Republic of China (PRC), it had previously been under the influence of the

West (mainly British). It is a place where East meets West. To a certain extent, a lot of

customs, values and practices are still a mixture of Chinese and Western culture. The

brief profiles of these managers and the kind of hotel they belonged to are also included

in the Table 5.2. All of them were at senior positions in the hotel at the time of interview,

except interviewee G who had been in key positions in different hotels for many years
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and started his own management consultant company. All of the interviewees are, in

fact, highly experienced in the industry (15 to 25 years of hotel experience). Those

expatriates have much international work experience, and Chinese experience ranging

from 3 to 17 years. As for the locals, they had much experience working with

expatriates, and one studied overseas for 3 years. Most of the expatriates had some

formal hotel-related training or education, and worked their way up from junior

positions. The two locals had gone through a different path. They were recruited to

senior positions in the hotel industry because of their language abilities and international

knowledge. They were mainly the representatives of the Chinese side in joint ventures.
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Table 5.2. Profiles of Participants in Part 2

Western Mix Chinese
Interviewee A B C D E F
Position Deputy GM GM RM GM Deputy GM Hotel

Management
Consultant

Nationality German British Chinese-HK Chinese-HK Chinese-PRC Chinese-PRC

Hotel type 4 star 3 star 4 star 5 Star 5 Star
Ownership/Management Hong

Kong/Swiss
PRC/American
Hotel Chain

PRC/French
Hotel Chain

PRC/PRC
Hotel Chain

German/German
Hotel

PRC/PRC

Years of experience in
hotel industry

25 yrs 18 yrs 24 yrs 20 yrs 15 yrs 18 yrs

International experience Germany
Egypt
Russia
Turkey

10 years in
Hong Kong and
different
working
experiences in
different
countries and
international
hotels

Hong Kong and
Canada

12 years in
Hong Kong

Not specified Studied 3 years
in Germany;
Worked with 16
foreign bosses
of various
nationalities
from the West;
longest 5 years
and shortest 3
months

Years of experiences in
China

3 yrs Not specified 17 yrs 8 yrs Locals Locals
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Education Hotel
management
certificate from
Germany;
Course in
finance

Not specified Hotel certificate
from Hong
Kong
Higher
Certificate from
Canada

High School
graduate and
part-time hotel
higher
certificate from
Hong Kong

Undergraduate
in International
Economics
Master in World
Economics

Studied foreign
language in
Beijing and
then hotel
management in
Germany

Career path Started in junior
position in F&
B in Germany,
with hands-on
experience and
worked his way
up in various
positions

Trained up from
an international
hotel group

Started as a
receptionist and
worked in
various post in
different hotels,
mainly moving
his way up from
sales and
marketing areas

Started as a
part-time
waiter from a
5-star hotel in
Hong Kong
and worked his
way up through
various
positions
(mainly
through F& B
area)

Worked in
International
Study Centre of
State Council;
Invited to join
this hotel from
the pre-opening
stage

Worked as a
German guide;
worked for
CNTA and
state-owned
hotel as
translator, and
then as deputy
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5.3 Major Themes Emerging from Interviews in Parts 1 and 2

Several themes emerged from the interviews of Parts 1 and 2:

1. Leadership and professionalism in the contexts of hotel industry and China

a. Hotel-industry expertise, professional knowledge, and image

b. Different perceptions of “Professionalism” from different job

levels

c. Professionalism and roles of expatriates

2. Leadership and challenges for managers/expatriates in the context of joint-

venture/international hotels in China

a. Cultural differences, communication and building trusting relations

b. The clash of local culture and international practices

5.3.1. Leadership and Professionalism in the Contexts of Hotel and China

5.3.1.1 Hotel-industry expertise, professional knowledge, and image

One of the most important findings of these two studies is that hotel-industry

expertise, professional knowledge, and image are important for hotel expatriates to

build up a positive image and thereby help them exercise their power and establish

their authority among their local subordinates. For example, to the Resident

Manager Joe, “professional skill” could mean proficiency in a certain language, such

as English. With his years of experience in 4- and 5-star hotel operations, there were

many opportunities for front line staff to interact with international guests. The

ability to communicate with international guests is a professional skill in this

context:
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.

“I have been invited by the Nan-kai University and Fu-dan University to give guest

lectures when I was working at Sheraton in Tian-jin. One of the year-3 students in

Nan-kai University was impressed by my speech. She was professional and spoke

good English, so we talked with each other. I learned that later, she went to Shanghai

and found a job at a 5-star hotel.”

(The expatriate Joe)

“Actually, people who have hotel working experience in China are appealing to

foreign employers and investors. This is because they (our employees) receive good

training from us (hotel) during the employment. They can perform their job

professionally and they can speak good English. They can handle jobs efficiently by

using different computer software. Other companies are willing to pay them more

because they don’t need extra training.”

(The expatriate Joe)

Fluency in English is not only a language skill for a non-native speaker; it can also

help someone to build up a good image in the eyes of subordinates in the China

hotel setting:

Yes, I have a good impression of Mr. Xu (The RM, Joe). He talked to our

receptionists in English from the very beginning.

(The receptionist Tu)

Expertise in any field of Sales and Marketing could help a leader/manager build a

positive image among local Sales and Marketing subordinates in the context of a
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hotel. For example, Joe began as a receptionist in a hotel and worked in various

posts in a variety of hotels. He then moved his way up the corporate ladder based on

his expertise in the sales and marketing area. One of his local subordinates has the

following comment on him: R=Researcher K=Kim, Sales and Marketing Assistant

R: So you are from the Sales and Marketing Department?

K: Yes.

R: How long have you been working there?

K: Since September.

R: I heard that Mr. Xu (The RM Joe) also worked in the sales and marketing area.

K: Yes, he has excellent knowledge and experience in this field. He is really

somebody!

In addition to language skill, expert knowledge and experience in the hotel industry,

“presentation skill” is important to build one’s image, especially in the hotel setting.

Joe perceived that this is one of the important professional skills for a leader in the

hotel industry, especially in the context of 4- and 5-star hotels. However, some local

members of the senior management team, such as the local Deputy General

Manager, do not meet this standard. To Joe, this is unacceptable:

“The first thing is “presentation,” that is about the way you act and the way you

talk. A leader should be presentable. This is the case because I found that most of

the Mainland deputy general managers or deputy chairpersons who work at the

senior level do not have such a skill. They are not presentable; nor are they

knowledgeable. Yes, without these skills, you are empty, you are blank, you have

no way to show your leadership.”

(The expatriate Joe)
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It should be noted that the previous quotations also indicate the importance of the

background and profile of the leader/manager in relation to building a positive

image. In other words, as suggested by Lord et al. (2001), leadership characteristics

are also one of the contextual constraints for prototype generation.

5.3.1.2 Different perceptions of “professionalism” from different job levels

The previous section showed what the senior hotel manager/expatriate means by the

term ‘professional. The following two interviewees expressed different meanings of

the phrase “professional skills.” The first front-line staff member perceived the

phrase at a more technical level in the context of front office:

R = Researcher T = Tu, receptionist from front office

R: What do you think a leader should be? What capability should a leader have?

T: I think he should have professional skills.

R: Can you give me an example?

T: For the receptionist, such as handling some problems from tour groups or some

walk-in guests; operational problems such as guest complaints.

Even the expatriate and locals mentioned the category of “professional skills,” but

attached different meanings to the phrase. Junior staff members expect senior staff to

know not only technical skills, but much more. The following short dialogue gives

another example of how the contextual factor of difference in levels in an

organization might impact on leadership perception:

R=Researcher; L=Lui, the PR assistant

R: Responsibility, ok, what else do you think is important to a leader.

L: Professional.
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R: In what way of professional?

L: I think be professional in leadership… But if you are a leader, you have to be

more professional than other staff.

These conversations suggest that in order to build an image as a leader, senior staff

must demonstrate their professional knowledge and skills in front of their staff. An

additional advantage is that, in doing so, senior staff serve as role models.

5.3.1.3 Professionalism and roles of expatriates

One Western expatriate believed that “developing a team, teaching and coaching” is

an important “professional skill” or his role to play, especially in the context of

China as one of the developing countries. He explained in detail how he felt as a

Resident Manager in contrast to working abroad or in another industry:

“When looking at the professional skills, just look at the overall development of

your team. When I was asked abroad, people wouldn’t have understanding what it

is like as a resident manager in China, even outside of the industry they do not

have a clue. So what I am doing here is teaching common sense. There are so

many, many things that you have to teach, to explain, to talk about to my local

team. They have not been to abroad. They don’t have the chance at all. They

never seen it before, how can they understand? We talk about international

customer expectation. They don’t know. They never themselves stay in a hotel

before. They never have the food; they never slept in the bed like this; they never

enjoy the functioning air condition 24 hours. We are surprised when a junior

technician does not understand why a guest is unhappy. And I look at all things

together. We put a project together for them to understand all these, not just the

solution. … … It’s a coaching exercise, non-stop all day long. Otherwise things

will get out of hand ultimately. Not only here in China, all other developing

countries are the same.”
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(Interviewee A)

The other Western expatriate and Hong Kong Chinese expatriate view their roles as

“educators/teachers/trainers” as well:

“… the other word is educator. I’ve been in China for quite a few years, and when

I first came, I believed that I was hired to do a job, a hotel job. However, over the

period, you found yourself teaching, setting up the system, starting new things,

teaching up the staff what to do. I became a trainer. As I got other jobs, I realise

that what I am doing is teaching not how to manage or to run a hotel. So you feel

you are being paid to train rather than to manage, and I always have that feeling.”

(Interviewee B)

“… Basically, Mainland hotels like to employ Hong Kong expats because the

local people are lacking our knowledge and experience. When we joined the

hotel, besides getting the job done, we also have the responsibility to teach them.

For example, in Hong Kong, we just need to tell the staff how to do table setting.

But, in Mainland, especially in the old days, we need to literally give live

demonstrate for them. After the demonstration, we will ask the staff to repeat the

same task. In many cases they still cannot complete the task correctly because of

limited knowledge and ability. They can’t understand even though they saw the

demonstration a few times. It is because those people do not have prior education,

training and experience related to hotel industry. They come from various sectors,

such as agricultural and military.”

(Interviewee C)

This image of hotel expatriates as “teachers/trainers/coaches” is shared by local

managers. For example, the following interviewee thinks the role of expatriates is to



121

provide their professional knowledge and skills to the locals. He fully understands

the need for technology transfer from the expatriates, to acquire and use their

expertise.

“First, as a Chinese, I should say… You need to know management and

technology are much more advanced in Germany than in China. Since you have

invited the European investor and management company, you should know you

need to use their know-how and techniques. This should be clarified. You should

learn from your partner. Do not be too arrogant. Do not assume Chinese knows

everything. If you know everything, you do not need to invite them. You manage

your business yourself. So we talked to the owners… if you are capable of

managing a hotel, or you are capable of doing everything, why do you invite the

managing company. If you invite them, you should know they have the

expertise.”

(Interviewee E)

Table 5.3 summarises the results from the interviews regarding how expatriates and

local managers perceived the roles of expatriate mangers. As indicated in the table,

most expatriates perceived they are playing the role of “educator/trainer/coach.” The

other perceived role is as a “cultural broker.” The locals perceived that expatriates

play the roles of “mediator,” “provide expertise in operations,” and “provide

confidence to foreign guest.”



122

Table 5.3. Roles of Expatriates

Expatriate hotel managers
Local hotel
managers

Western Mix Chinese
Interviewee/
Roles of expatriate

A B C D E F

Change Agent X X
Educator/Trainer/Coach X X X

Cultural broker X X X
Mediator X X
Provide expertise in
operations

X

Provide confidence to
foreign guest

X

5.3.1.3 Leadership Attributes

Table 5.4 summarises the overall leadership attributes perceived by

managers/expatriates and subordinates/locals staff in the hotels studied. There are

both similarities and differences between managers/expatriates and

subordinates/locals in these perceptions. Both groups believe that leaders in the hotel

industry should have a variety of skills and qualities that include: (1) professional

skills; (2) Yang (masculine) leadership skills; (3) Yin (Feminine) leadership skills;

and (4) personal integrity. However, hotel managers/expatriates place more

emphasis on “professional skills,” while subordinates/locals place more emphasis on

“Yin (Feminine) leadership skills.” A comparison of Parts 1 and 2 indicates that

people at higher levels in the hierarchy perceived leadership qualities at the

Professional skills level (the six respondents in Part 2), while lower-level employees

perceived leadership to be based more on Yin (Feminine) leadership skills (the eight

local staff in Part 1). In the context of join-venture hotels or Chinese ownership with

Western management, most of the expatriate managers are at higher levels within the
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organization, while locals are at a lower level. “Levels in the hierarchy” apparently

do account for differences in perceptions. However, the next part will explain that

other contextual elements should account for these differences as well. At this stage

of analysis, it is perhaps noteworthy that the quotations in Part 1 indicate that even

some locals perceived Professional skills as important, but attached different

meanings compared to the expatriates.

Table 5.4 Overall Leadership Perception: Summary of Leadership Attributes

Local or Expatriate
Managers N=6

Local Subordinates
N=8

1. Professional
skills

 Profession knowledge
and experience

 Presentable
 Teaching and

developing team
 Communication and

language skills
 Leading by example

 Professional on the job
 Serious on the job
 Provide hospitality to customer

2. Yang (Masculine)
leadership skills

 Authority
 Setting priority
 Motivating staff
 Ability to organise
people
 Focus on task

 Create good work environment
 Managing people in general
 Powerful
 Thoughtful
 Wisdom
 Intelligent

3. Yin (Feminine)
leadership skills

 Building trust
relations with locals

 Delegate and
empower staff

 Good thinking ability
 Encourage creativity

 Approachable
 Care
 Understanding
 Tolerant
 Humorous
 Open attitude
 Social skills
 Public relations skills
 Not look too serious
 Motivate and encourage others
 Focus on people
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 Focus on employee
4. Personal Integrity  Fair

 Action-oriented
 Integrity
 Responsible
 Just
 Fair
 Transparent
 Reliable
 Role model

5.4.2. Leadership and Challenges Faced by Managers/Expatriates in the

Context of Joint-Venture / International Hotels in China

5.4.2.1 Cultural differences, communication and building trust

The following extract describes some of the difficulties for a hotel expatriate to build

up his leadership in a joint-venture context:

“The first thing of course is, when you have cultural difference, to build the link

of trust and confidence on both side, for me, that’s the most important thing.

When looking at the professional skills, just look at the overall development of

your team… … … … … … … . You know the language barrier, because the main

obstacle is language barrier. I am communicating with them, there are many good

in English. However, one thing Mr. Chan (The GM of his hotel, a Hong Kong

Chinese) keep saying , ‘You are doing pretty well! You are okay. The only

problem is that you are speaking too fast. That’s something you don’t realise’.”

(Interviewee A)

This German expatriate manager explained the importance of “trust” and

“confidence” in terms of the nature of cultural difference and the joint-venture
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partnership. To further enhance this partnership on both sides, the “professional

skill” of developing a team spirit in the hotel is required. He clearly understood that

language is the barrier to performing all these tasks. Therefore, “good

communication skills” becomes a major factor for a leader in this context (just as it

is in any context).

However, from a local perspective, it is difficult to build trust in the context of

expatriate and local. This is the case because some expatriates do not understand or

respect local customs and practices. The following dialogues show how the local

manager explained his perception of the meanings of Assistant Manager (in Chinese

“Jor li jing li” 助 理 經 理 ) and Deputy Manager (in Chinese “Fu jing li”副 經 理 ). It

reveals how the differences in perception and understanding between the expatriate

and the local might reduce trust. Moreover, this local manager interpreted this case

as an “unequal distribution of power” and a kind of “colonialism.” R=Researcher;

F=Interviewee

F: … … … .In all departments, managers are all foreigners, assistant managers and

deputies are Chinese. But foreign managers are frequently questioning: why do

we need deputies? They said that we do not need deputies. Then whom do they

need? (They would say) we need assistants.

R: What is the difference between “deputy” and “assistant”?

F: Ha, Ha, it is different! In fact, I wanted to learn from you to see what do you

think are the difference (in English).

R: Is it not only the name or it is related to something else (in English)?

F: Yes, it is the position power distribution (in English).

R: You just follow what he says. That is how I perceived the different terms.

F: That is different… that is different.
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R: In Chinese, is there any difference in translation of “jaw li” (assistant) or “fu

li” (deputy)?

F: Yes, they are different.

R: In Chinese, how do you say deputy manager?

F: Fu jing li (deputy manager). Deputy managers can participate in the decision-

making. As an assistant manager, I just do what you tell me to do. What you said

is supposed to be right. So, sometimes we have to take a different approach.

Towards the foreigners, we say that we are assistant managers. Towards the

Chinese, we say that we are “Fu jing li”(deputy managers). Why? Because what

is important is in the job title, how you write there.… … … … … … … .Now

Westerners come to China and manage an enterprise. It is impossible for them to

be successful to run a business without relying on Chinese. But how to use

Chinese to manage Chinese, although it is not a good phrase, it is true that when

you go to another place, you have to use the people there. Now, we talk about

globalization, business without boundaries. Then business from U.S. can be run

in Europe. European business can be run in Australia, and Australian business can

be run in China. Wherever you run your business, you should rely on the local

people. If you do not rely on the local people, nobody helps you, you will be

isolated. No business at all. … … … … … … … ..Why do I say all these? It is some

kind of colonialism”.

It is noteworthy that in order to “save face” or establish an image to exercise power

more effectively in an organization, local managers “take a different approach” to

handle the cultural issue of positional “title” or to avoid “cultural conflict.” In

Chinese culture, job title is an important symbol for “power” and “level’ in the

hierarchy of an organization. Sometimes, a clash arises from a difference in cultural

context that is difficult to avoid. The next part provides an example on this issue.

5.4.2.2 The clash of local cultural practices and international practices
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The setting of joint-venture/international hotels makes the interactions between

expatriates and locals very complex. Unfortunately, “it is common for expatriates to

believe that it is the people from the local culture who are deviating from the

corporate norm, and to overlook or ignore the fact that it is he or she who is

deviating from the norms of the host country” (Littrell, 2002, p. 14). In fact, there is

always a conflict for the expatriates to maintain the “international practice and clash

with the local practice. The researcher was told in an interview with a local deputy

general manager (Mr. X) of a 5-star hotel, who refused to be taped, the following

story:

Mr. X recounted a case of conflict in dismissing two staff members – one an

expatriate manager and the other a local staff member. The male expatriate was

found to have an affair with a local female married staff member. While the

foreign management thought that this did not constitute misconduct in the work

place and that these two staff members should not be fired, the Chinese

management insisted it was morally incorrect and accused the expatriate manager

of taking advantage of or abusing his positional power. Mr. X commented that

this was an example of having a professional qualification but lacking knowledge

of local culture.

One case study from a major multinational in the Chinese context indicates there are

two “societal contexts” distinguishing it from other business environments: (1)

Chinese culture; (2) In transition from command to the market (Hollows & Lewis,

1995). After an overview of the potential opportunities and challenges for the

massive market in China’s hotel industry, Pine (2002, p. 70) concluded that “To

prosper, however, international firms will have to appreciate China’s political,

social, and cultural frameworks, in particular the need to work with local partners
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who are part of the guanxi network. I have found that even foreign companies with a

history of working in China still encounter frustrations in their efforts to do business

there.”

The main survey instrument was a questionnaire based on the results from literature

review and in-depth interviews of the qualitative studies. The process of developing

the scales for measurement of leadership prototypes was based on the scale

development procedures recommended by Churchill (1979) and De Vellis (1991).

The main steps followed were (Table 6.1): (1) Specify domain of the construct; (2)

Generate and translate items; (3) Consult experts for opinions on items and (4)

Conduct pilot study.

5.4 Instrument Development

Based on the previous findings from the qualitative studies, an instrument for survey

has been developed. The procedures have been described in the Methodology

Chapter Section 4.4.2.1 and the key steps have been summarized in Table 5.5
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Table 5.5. Instrument Development Steps

Steps
1. Specify domain of construct 4 domains are described,

namely Professionalism,
Integrity, Masculine/Yang and
Feminine/Yin

From
interviews
& Literature
Review

2. Generate and translate items 57 items were generated
through literature review and
in-depth interviews

Back-
translation
& refine
wordings

3. Consult experts for opinions on
items and dimensions

3 experts were consulted to
group items into 4
dimensions and delete
irrelevant items;
46 items were retained

11 items
deleted

4. Pilot study Pilot test with a group of
hospitality students to further
eliminate items;
25 items remained for survey

21 items
deleted

5.4.1 Specify domain of construct

There were four domains identified for conceptualization of the construct used in

this study:

(a) Professionalism. This was an important dimension identified from

the qualitative interviews. According to the Oxford English

Dictionary, it means “mark or qualities of a profession”. Different

fields and professions might have different definition for this.

Sheldon (1989) has identified twelve definitional characteristics of

professionalism in the field of tourism and hospitality. She also found

that the accommodation sector was perceived to be the most
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professional compared to other sectors in tourism and hospitality. In

addition, within the literature of attribution and social cognition,

Roberts (2005) found that the construction of “professional image”

has important implications for gaining social approval, power and

leadership.

(b) Integrity. This is the quality of being honest and upright in character

(Oxford English Dictionary). This is one of the universal-like

dimensions/qualities found in many studies (Kouzes & Posner, 1990).

For example, in Kouzes and Posner’s (1990) study, ‘integrity’ was

one of the most frequently mentioned traits/characteristics that

subordinates admired in their superiors. Also, this dimension was

identified in the Hartog et al. (1999) cross-cultural study of

leadership.

(c) Masculine style/Yang and (d) Feminine style/Yin. According to the

Oxford English Dictionary, masculine means having qualities

associate with man. Feminine means characteristic of, or unique to,

women. Therefore, masculine and feminine leadership styles are

supposed to be associated with gender characteristics. To broaden

these in the Chinese concept of Yin and Yang, these are two opposite

sides, elements, or forces. As described in the literature review

(Section 2.3.2), the essence of the Taoist philosophy holds that there

are two interactions of the great forces of the Universe – Yin and

Yang (female and male; negative and positive). Similarly, within the



131

individual, there are two dynamic forces that interplay; the Yin and

the Yang, like the left-brain and right-brain “linear and nonlinear,

analytic and intuitive… Both tendencies are necessary for

harmonious social and ecological relationships. It is no surprise that

we see both tendencies in effective leadership behaviour and in

organization and management theory… harmonious integration and

balance that leads to higher levels of functioning” Carlopio (1994, p.

300). It seems neither consistent nor logical to this researcher that,

given the tradition of Chinese belief/philosophy, only the dimension

of “masculinity” was identified in the leadership study of Offermann

et al., 1994; Epitropaki and Martin (2004). There should be a

“femininity” dimension as well.

5.4.2 Generation and translation of sample of items

As a result of comparisons with similar leadership studies (Epitropaki et al., 2004;

Ling et al., 2000; Hartog et al., 1999; Offermann et al., 1994; others), Lord et al.’s

(1984) leadership attributes was adopted as the base of the item pool (it was also

used in Gersterner and Day’s (1994) cross-cultural study). Together with the in-

depth interview items from this study, a list of 57 items was generated (see

Appendix III). Back-translation, a technique described by several authors (Brislin

1970; Brislin et al., 1973; Dimanche, 1994; Sechrest et al., 1972; Werner and

Campbell, 1970), was used for these items. The researcher also explained this

technique in detail in one of his previous studies (Wong, 1996). The major

advantage of back-translation is that “it gives researchers some control over the
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instrument development stage since they can examine original and back-translated

versions and make inferences about the quality of the translation” (Brislin, 1986, p.

159). The translations involved a scholar and research students in mainland China to

provide a more local perspective. That hospitality scholar has complied a Chinese

and English dictionary in the field of tourism (Jim, 2000). With his advice and

recommendations, the wordings for some of the leader attributes were refined into

four-word phrases that provide more meaning in the context of leadership,

hospitality and Chinese perspective. For example, “Likable” is not just translated as

“喜 歡 ;” instead we agreed to “和 藹可 親.”

5.4.3 Consult experts for opinions on items and dimensions

In order to test the content validity of the construct, three Hong Kong-based Chinese

academics with experience in the hospitality industry and human resource

management were asked to delete irrelevant items from the 57 leadership attributes

that were identified in the previous stage and then to group them into 4 dimensions.

The expert judges were asked to rate the degree of importance of each item by

indicating 1 (high), 2 (moderate) and 3 (low). If two judges rated an item as being

highly relevant to a given construct, it was retained (Ap & Cromption, 1998).

Eventually, 11 items were deleted.

5.4.4 Pilot study
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An academic class of 45 part-time hospitality master’s degree students in Mainland

China helped answer a questionnaire consisting of these remaining 46 items. Most

of the students were working in the hospitality industry in various positions. These

items were measured on a five-point scale ranging from 1 = does not fit my ideal at

all, 2 = does not really fit my ideal, 3 = neutral, 4 = fits my ideal, and 5 = fits my

ideal very well. Respondents were asked to provide comments on the clarity of the

phraseology. The instrument was refined with some of the comments from this pilot

test. To further reduce items from the instrument, only items with mean scores 3 or

above were retained. Twenty-one items were deleted through this process

5.4.5 Final Measures

The survey instrument was finally operationalised with a 25-item scale which

included: decisive, trustworthy, responsible, forceful, fair, determined, aggressive,

likable, kind, generous, sympathetic, wants peace, professional knowledge, customer

oriented, strong culture sensitivity, know your industry, honest, humanitarian, strong

convictions, disciplined, caring, benevolent, educated, concerned and goal-oriented.

These items were measured on a five point scale ranging from 1 = does not fit my

ideal at all, 2 = does not really fit my ideal, 3 = neutral, 4 = fits my ideal, and 5 = fits

my ideal very well (See Appendix VII-X).

5.5 Summary and Conclusions from the Exploratory Study
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In terms of leadership attributes, four major categories/dimensions of leadership

qualities were identified from both studies. Perhaps “Professionalism” is a hotel

industry specific or unique dimension. Consistent with the findings of literature

review, “Integrity,” “Yin” and “Yang” leadership qualities are generic leadership

dimensions. There is also the indication of “level differences” between

managers/expatriates and subordinates/locals. Two major themes and five sub-

categories emerged from the data. The two major themes were: (1) Leadership and

professional knowledge under the contexts of hotel and China; (2) Leadership and

challenges faced by managers/expatriates in the context of joint

venture/international hotel in China. The five sub-categories were: (i) Hotel industry

expertise, professional knowledge and image; (ii) Different perception of

“Professional” from different job levels; (iii) Professionalism and roles of

expatriates; (iv) Cultural differences, communications and building trusting

relations; (V) The clash of local culture and international practices.

From the analysis of the leadership attributes and the themes, there is an indication

that these fit into the conceptual framework which was identified as contextual

constraints (national culture, industry characteristics, and hierarchy levels) that

might have impacts on schema of participants in different organizational contexts

(Figure 3.3). In addition, these contextual variables fit into the leadership prototype

theory of showing how manager/expatriate match or mismatch subordinates/locals

in leadership schema and how they gain respect and leadership or gain disrespect

and clash.
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To further explore these contextual constraints, a survey study is carried out with the

following objectives:

1. To determine how unique is the theme of “Professionalism” in the context of

the hotel industry in comparison to other industries.

2. Using a larger sample, to find out whether there are “level differences” in

leadership perception between subordinates and managers.

3. To ascertain whether there are “cultural differences” in leadership

perceptions between locals and expatriates with wider nationality groups.

The exploratory study helps to provide information for the generation of items for

the main survey in the later stage. The qualitative data are a useful source for

interpreting results together with the results from the quantitative data. For example,

items such as “professional knowledge” and “customer-oriented” were not included

in previous leadership studies. This is important in the context of the hotel industry

in China. The next chapter will explain further the use and advantages of the mixed

method in this study.
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CHAPTER 6

SURVEY STUDY AND ANALYSIS OF QUANTITATIVE DATA

6.1 Introduction

This chapter consists of four major parts. The first part provides the profiles of

participants from different groups. The next part gives the results of the means and

standard deviations from the leadership prototype items of different groups. Factor

analysis is then used to reduce items in the leadership prototype measurement

instrument into several underlying dimensions. Finally, factor means are calculated

for comparisons with t-tests between different groups. The main objectives are:

1. To find out how unique of the dimension of “Professionalism” is in the

context of hotel industry as compared to other industry;

2. To determine if there are “level differences” in leadership perception;

subordinates versus managers; and

3. To find out if there are “cultural differences” in leadership perceptions; local

staff versus expatriates.
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6.2 Brief Profiles of All Participants

As suggested from the conceptual model, leader/manager and follower/subordinate

characteristics are two of the contextual constraints that might have impacts on

leadership perception. Therefore, profiles are provided for subordinates, local

managers and expatriate managers in the hotel industry, and for subordinates and

managers in the telecommunication (telecom) industry.

6.2.1 Profiles of Hotel Staff

Table 6.1 summarises the overall profiles of the hotel staff. In this sample, male

respondents were only 8 percent more represented than female respondents. In terms

of age distribution, the majority were in the ranges of 25-34 years and 35-44 years,

which accounted for 35.6% and 28.9% of the total respectively. One respondent was

over 65 years old, and the younger group – 24 or less – accounts for 21.1 %. Most of

the hotel participants (60.5%) were married. Approximately two-thirds had post-

secondary education. Almost 6% of the participants had postgraduate education.

More than half of the hotel staff members in this survey have worked in the industry

less than 4 years. Most had work experience in the ranges of 5-9 years and 10-14

years (18.6% and 12.7% respectively).

Comparisons of the three sub-groups subordinates, local managers and expatriates

revealed that the subordinates group had about equal numbers of males and females

percentage. About two-thirds of the local managers group were male. In the

expatriates group, male respondents were more than female respondents. Generally,
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in terms of age, educational level and years of experience in the industry, the

expatriates were much older, more educated and more experienced compared to the

subordinates. However, the expatriates were younger than the local managers. A

greater percentage of the local managers were married than was the case with the

subordinates and expatriates (94.1%, 54.6% and 42.9% respectively).
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Table 6.1. Brief Profiles of Hotel Staff

Subordinates Local Managers Expatriates All Staff
N=219 Percent N=54 Valid

Percent
N=28 Valid

Percent
N=301 Valid

Percent
Gender Male

Female
109
108

49.8
49.3

36
18

66.7
33.3

16
12

57.1
42.9

161
138

53.8
46.2

Age 65 or above
55-64
45-54
35-44
25-34
24 or less

1
3
13
53
86
61

0.5
1.4
5.9
24.2
39.3
27.9

0
5
13
24
10
1

0
9.4
24.5
45.3
18.9
1.9

0
0
8
9
10
1

0
0
28.6
32.1
35.7
3.6

1
8
34
86
106
63

0.3
2.7
11.4
28.9
35.6
21.1

Marital
Status

Married
Single

119
98

54.3
45.2

48
3

94.1
5.9

12
16

42.9
57.1

179
117

60.5
39.5

Educationa
l Level

Postgraduate
Tertiary/University
Secondary School
Primary school

10
127
64
1

4.6
58.0
29.2
0.5

2
38
13
0

3.8
71.7
24.5
0

4
15
8
1

14.3
53.6
28.6
3.6

16
180
85
2

5.7
63.6
30.0
0.7

Years of
Industry
Experience

30 or above
25-29
20-24
15-19
10-14
5-9
4 or less

0
0
2
5
24
39
142

0
0
0.9
2.3
11.0
17.8
64.8

1
0
15
15
9
9
2

1.9
0
27.8
27.8
16.7
16.7
3.7

2
2
3
5
4
6
6

7.1
7.1
10.7
17.9
14.3
21.4
21.4

3
2
20
25
37
54
150

1.0
0.7
6.2
8.7
12.7
18.6
52.1



140

In addition, hotel subordinates represented various departments or positions in a

hotel (Food and Beverage, Kitchen, Front Office, Housekeeping, Sales and

Marketing, General Administration and Training, and Finance, et cetera). They were

from both front-of-the-house and back-of-the-house. They were mainly front line

staff, with several at the supervisory level. Job titles included front desk staff, service

staff, sales coordinator, receptionists on executive floor, housekeeping maid,

administrative assistant, supervisor for contract issuing and guest relation officer.

The local hotel managers were from various departments and job areas as well.

However, they were at a higher level within the general hotel organization. They are

usually assistant head or head of a department: director of sales, night manager,

operation manager, recreation centre manager, restaurant manager, human resource

manager, front desk manager, chef, assistant chief engineer, assistant to director of

finance, assistant front office manager, assistant food and beverage manager.

The expatriate hotel managers are usually in senior positions or job areas that require

specific expertise or skills. . There were two expatriate resident managers, one from

Germany and the other from Hong Kong (Table 6.2). There was also one financial

controller from Malaysia and one assistant controller from Singapore in this sample.

There were department heads from various departments of a hotel as well – including

director of sales, director of marketing, director of rooms, and executive

housekeeper. Also, there were senior chef, chef, and chef de cuisine. Most of these

expatriates were from Asian countries. Asian expatriates account for 78.6%, with the

largest group from Hong Kong (Table 6.3). The next two groups are from Malaysia

and Singapore, 17.9% and 14.3% respectively. Western expatriates account for only
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21.4% in the expatriates group.

Table 6.2. Expatriates Job Positions

Country of Origin Current Job Position
Canada Guest relation manager
Germany Resident manager
Germany Assistant front office manager
Switzerland Outlet chef
United Kingdom Food & Beverage manager
United Kingdom Chef de cuisine
Hong Kong, SAR Director of sales
Hong Kong, SAR Chef
Hong Kong, SAR Chef
Hong Kong, SAR Manager in Japanese restaurant
Hong Kong, SAR Senior chef
Hong Kong, SAR Chief engineer
Hong Kong, SAR Training and development
Hong Kong, SAR Resident manager
Japan Sales manager
Japan Front office manager
Japan Sales manager
Korea Sales manager
Malaysia Financial controller
Malaysia Executive sous chef
Malaysia Public relations
Malaysia Director of room
Malaysia Rooms executive
The Philippines Executive housekeeper
Singapore Director of HR
Singapore Director of marketing
Singapore Assistant controller
Singapore Director of engineering
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Table 6.3. Country of Origin of Expatriates

Country of Origin Frequency Percent Percent
Canada 1 3.6 21.4
Germany 2 7.1
Switzerland 1 3.6

Western
Countries

United Kingdom 2 7.1
Hong Kong SAR 8 28.6
Japan 3 10.7
Korea 1 3.6
Malaysia 5 17.9
The Philippines 1 3.6

Asian
Countries

Singapore 4 14.3

78.6

Total 28 100.0 100.0

6.2.2 Brief Profiles of Telecom Staff

The overall brief profiles of the telecom staff are summarised in Table 7.4. In this

group, there were 11% more male respondents than female respondents. In terms of

age distribution, the majority were in the ranges of 25-34 and 35-44, which account

for 50.7% and 32.6% of the sample respectively. There was one respondent over 65

years old and the younger group, 24 or less, accounts for 5.1 %. Most (75%) of the

telecom participants were married. This group of respondents was well educated.

Some 82% have post-secondary education, and 17.8% have postgraduate education.

In terms of work experience in the telecom industry, 23.7% of the staff have less than

4 years. Most are in the ranges of 5-9 and 10-14 years (32.6% and 23.7%

respectively).
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6.2.3 Comparison of Brief Profiles of Hotel Staff and Telecom Staff

As shown the Tables 6.1 and 6.4 The gender profiles of both samples are

similar, with 55.5% for the former group and 54% for the latter group. In general, the

hotel staff group has a higher percentage of young respondents than did the telecom

staff group (21.2% versus 5.1% less than 24 years old). Educational level is the

greatest difference between the two groups. While the telecom group has 82.8% post-

secondary and 17.8 % postgraduate qualifications, the hotel staff group has only

63.6% and 5.7% respectively of similar qualifications. In terms of years of

experience in the industry, the hotel respondents have less experience than the

telecom staff: 52.1% of the former have less than 4 years of experience, while the

comparable percentage for the latter is 23.7%).
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Table 6.4. Brief Profiles of Telecom Staff

Subordinates Managers All Staff
N=100 Percent N=37 Percent N=137 Percent

Gender Male
Female

63
37

62.4
36.6

13
24

35.1
64.9

76
61

55.5
44.5

Age 65 or above
55-64
45-54
35-44
25-34
24 or less

1
0
3
29
61
7

1.0
0.0
3.0
28.7
60.4
6.9

0
0
12
16
9
0

0
0
32.4
43.2
24.3
0

1
0
15
45
70
7

0.7
0.0
10.9
32.6
50.7
5.1

Marital Status Married
Single

70
30

69.3
29.7

34
3

91.9
8.1

104
33

75.9
24.1

Educational
Level

Postgraduate
Post-Secondary
Secondary
Primary

17
81
0
0

16.8
80.2
0
0

7
30
0
0

18.9
81.1
0
0

24
111
0
0

17.8
82.2
0
0

Years of
Industry
Experience

30 or above
25-29
20-24
15-19
10-14
5-9
4 or less

1
1
2
9
20
36
30

1
1
2
9.1
20.2
36.4
30.3

2
2
7
3
12
8
2

5.6
5.6
19.4
8.3
33.3
22.2
5.6

3
3
9
12
32
44
32

2.2
2.2
6.7
8.9
23.7
32.6
23.7
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6.3 Leadership Perceptions by Different Groups

To achieve the three objectives of finding out whether there are 1) Level differences,

2) National cultural differences and 3) Industry differences in relation to leadership

perception, the means and standard deviations were obtained from the leadership

prototype items (Section 6.3.1 to 6.3.8). Principal components factor analysis with

varimax rotation is used next to reduce the leadership prototype items into

meaningful, underlying dimensions (Section 6.4).

6.3.1 Mean and Standard Deviations of Leadership Perceptions for all

Hotel Staff

The top five leadership attributes for all the hotel staff according to the mean scores

are “responsible,” “customer-oriented,” “professional knowledge,” “trustworthy” and

“decisive.” On the other hand, the five least important leadership attributes are

“forceful,” “sympathetic,” “generous,” “benevolent” and “wants peace.” Most items

have a mean score above 4.0 on a 5-point scale ranging from 1 to 5. In terms of

standard deviation, all items are below 1, except the last item.
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Table 6.5. Mean and Standard Deviations of Leadership Perceptions for All
Hotel Staff

Ranking Attributes N Mean Std.
1 Responsible 300 4.49 0.63
2 Customer-oriented 300 4.47 0.70
3 Professional knowledge 299 4.46 0.71
4 Trustworthy 297 4.43 0.72
5 Decisive 298 4.40 0.70
6 Knowledge of industry 300 4.40 0.72
7 Aggressive 301 4.38 0.74
8 Determined 299 4.38 0.72
9 Honest 300 4.35 0.76
10 Fair 298 4.34 0.78
11 Caring 301 4.32 0.78
12 Educated 297 4.25 0.70
13 Goal-oriented 298 4.21 0.69
14 Kind 298 4.19 0.75
15 Strong convictions 300 4.17 0.78
16 Disciplined 298 4.17 0.77
17 Strong cultural sensitivity 298 4.16 0.78
18 Concerned 295 4.16 0.81
19 Humanitarian 300 4.10 0.75
20 Likable 300 4.03 0.76
21 Forceful 299 4.02 0.83
22 Sympathetic 299 3.89 0.78
23 Generous 300 3.80 0.75
24 Benevolent 297 3.65 0.80
25 Wants peace 297 3.44 1.00

Scale: 1=does not fit my ideal at all; 5=fit my ideal very well
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6.3.2 Mean and Standard Deviations of Leadership Perceptions for Hotel

Subordinates

The five topic leadership attributes for the hotel staff subordinates according to mean

scores are “responsible,” “professional knowledge,” “customer-oriented,”

“aggressive” and “decisive.” On the other hand, the five least important leadership

attributes are “forceful,” “sympathetic,” “generous,” “benevolent” and “wants

peace.” Most items are above a mean score of 4.0 on a 5-point scale. In terms of

standard deviation, all items are below 1.

Table 6.6. Mean and Standard Deviations of Leadership Perceptions for Hotel
Subordinates

Ranking Attributes N Mean Std.
1 Responsible 218 4.45 0.66
2 Professional knowledge 218 4.44 0.73
3 Customer-oriented 218 4.44 0.72
4 Aggressive 219 4.40 0.70
5 Decisive 216 4.36 0.73
6 Trustworthy 215 4.33 0.77
7 Knowledge of industry 218 4.33 0.75
8 Determined 218 4.33 0.74
9 Fair 216 4.31 0.79
10 Caring 219 4.29 0.82
11 Honest 218 4.29 0.78
12 Educated 216 4.23 0.73
13 Kind 217 4.18 0.77
14 Strong cultural sensitivity 219 4.16 0.78
15 Concerned 217 4.14 0.86
16 Goal-oriented 216 4.14 0.71
17 Disciplined 216 4.14 0.79
18 Strong convictions 219 4.13 0.81
19 Humanitarian 219 4.11 0.73
20 Likable 218 4.05 0.79
21 Forceful 218 4.01 0.80
22 Sympathetic 218 3.90 0.78
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23 Generous 218 3.83 0.75
24 Benevolent 218 3.68 0.80
25 Wants peace 216 3.52 0.98

Scale: 1=does not fit my ideal at all; 5=fit my ideal very well

6.3.3 Means and Standard Deviations of Leadership Perceptions for Local

Hotel Managers

The five top leadership attributes for hotel managers according to the mean scores

are “trustworthy,” “responsible,” “know your industry,” “customer-oriented” and

“determined.” On the other hand, the five least important leadership attributes are

“likable,” “sympathetic,” “generous,” “benevolent” and “wants peace.” Most items

are above a mean score of 4.0 on a 5-point scale. In terms of standard deviation, all

items are below 1, except the last item.
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Table 6.7. Mean and Standard Deviations of Leadership Perceptions for Local
Hotel Managers

Ranking Attributes N Mean Std.
1 Trustworthy 54 4.67 0.52
2 Responsible 54 4.61 0.52
3 Knowledge of industry 54 4.57 0.61
4 Customer-oriented 54 4.56 0.61
5 Determined 53 4.53 0.63
6 Professional knowledge 53 4.53 0.65
7 Honest 54 4.52 0.67
8 Decisive 54 4.50 0.61
9 Fair 54 4.40 0.75
10 Caring 54 4.39 0.66
11 Goal-oriented 54 4.39 0.62
12 Aggressive 54 4.33 0.83
13 Educated 53 4.31 0.61
14 Strong convictions 53 4.28 0.69
15 Disciplined 54 4.24 0.69
16 Kind 53 4.23 0.69
17 Concerned 51 4.21 0.67
18 Strong cultural sensitivity 52 4.18 0.80
19 Humanitarian 53 4.07 0.82
20 Forceful 53 4.02 0.92
21 Likable 54 3.98 0.70
22 Sympathetic 53 3.86 0.77
23 Generous 54 3.74 0.77
24 Benevolent 52 3.56 0.81
25 Wants peace 53 3.23 1.04

Scale: 1=does not fit my ideal at all; 5=fit my ideal very well
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6.3.4 Mean and Standard Deviations of Leadership Perceptions for

Expatriate Hotel Managers

The five top leadership attributes for expatriate hotel managers according to the

mean scores are “customer-oriented,” “responsible,” “trustworthy,” “professional

knowledge” and “know your industry.” On the other hand, the five least important

leadership attributes are “aggressive,” “forceful,” “wants peace,” “generous,” and

“benevolent.” Sixteen items have a mean score above 4.0. In terms of standard

deviation, only two items exceed 1.

Table 6.8. Mean and Standard Deviations of Leadership Perceptions for
Expatriate Hotel Managers

Ranking Expatriate hotel manager N Mean Std.
1 Customer-oriented 28 4.75 0.518
2 Responsible 28 4.75 0.518
3 Trustworthy 28 4.68 0.548
4 Professional knowledge 28 4.57 0.690
5 Knowledge of industry 28 4.54 0.637
6 Honest 28 4.50 0.793
7 Determined 28 4.43 0.690
8 Goal-oriented 28 4.43 0.634
9 Decisive 28 4.43 0.634
10 Disciplined 28 4.43 0.690
11 Caring 28 4.29 0.659
12 Strong cultural sensitivity 27 4.19 0.786
13 Concerned 27 4.19 0.557
14 Fair 28 4.14 1.008
15 Educated 28 4.11 0.497
16 Kind 27 4.07 0.730
17 Strong convictions 27 3.96 0.649
18 Likable 28 3.89 0.786
19 Humanitarian 28 3.89 0.832
20 Sympathetic 28 3.82 0.612
21 Aggressive 28 3.79 0.995
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22 Forceful 27 3.74 1.059
23 Wants peace 28 3.68 0.772
24 Generous 28 3.61 0.685
25 Benevolent 25 3.44 0.870

Scale: 1=does not fit my ideal at all; 5=fit my ideal very well

6.3.5 Mean and Standard Deviations of Leadership Perceptions for

Telecom Staff

According to mean scores, the five top leadership attributes for telecom staff

subordinates are “aggressive,” “determined,” “decisive,” “trustworthy” and “strong

convictions.” The five least important leadership attributes are “likable,”

“sympathetic,” “generous,” “benevolent” and “wants peace.” Seventeen items have a

mean score of above 4.0 on a 5-point scale. In terms of standard deviation, all items

are below 1.
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Table 6.9. Means and Standard Deviations of Leadership Perceptions for All
Telecom Staff

Ranking Attributes N Mean Std.
1 Aggressive 136 4.65 0.49
2 Determined 137 4.61 0.64
3 Decisive 137 4.57 0.57
4 Trustworthy 136 4.57 0.66
5 Strong convictions 136 4.53 0.62
6 Responsible 136 4.51 0.60
7 Honest 136 4.48 0.67
8 Fair 136 4.38 0.72
9 Knowledge of industry 135 4.34 0.75
10 Goal-oriented 136 4.30 0.70
11 Educated 135 4.24 0.71
12 Forceful 137 4.23 0.74
13 Caring 136 4.11 0.74
14 Professional knowledge 137 4.11 0.72
15 Customer-oriented 137 4.11 0.77
16 Disciplined 136 4.07 0.77
17 Strong cultural sensitivity 137 4.07 0.77
18 Humanitarian 137 3.99 0.66
19 Concerned 134 3.99 0.74
20 Kind 137 3.89 0.69
21 Likable 136 3.77 0.77
22 Sympathetic 137 3.66 0.73
23 Generous 137 3.65 0.72
24 Benevolent 135 3.44 0.80
25 Wants peace 136 3.29 0.99

Scale: 1=does not fit my ideal at all; 5=fit my ideal very well
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6.3.6 Mean and Standard Deviations of Leadership Perceptions for

Telecom Subordinates

The top five leadership attributes for telecom subordinates according to the mean

scores are “aggressive,” “determined,” “decisive,” “trustworthy” and “honest.” The

five least important leadership attributes are “likable,” “sympathy,” “generous,”

“benevolent” and “wants peace.” Eighteen items have a mean score above 4.0. In

terms of standard deviation, all items are below 1.

Table 6.10. Means and Standard Deviations of Leadership Perceptions for
Telecom Subordinates

Ranking Attributes N Mean Std.
1 Aggressive 99 4.65 0.50
2 Determined 100 4.59 0.62
3 Decisive 100 4.58 0.54
4 Trustworthy 99 4.57 0.69
5 Honest 100 4.55 0.58
6 Responsible 99 4.51 0.61
7 Strong convictions 99 4.44 0.64
8 Fair 99 4.34 0.77
9 Goal-oriented 100 4.29 0.71
10 Educated 98 4.26 0.69
11 Knowledge of industry 98 4.24 0.79
12 Caring 100 4.19 0.69
13 Forceful 100 4.15 0.74
14 Professional knowledge 100 4.12 0.74
15 Customer-oriented 100 4.10 0.80
16 Disciplined 99 4.04 0.79
17 Humanitarian 100 4.02 0.67
18 Concerned 98 4.01 0.73
19 Strong culture sensitivity 100 3.99 0.81
20 Kind 100 3.95 0.72
21 Likable 99 3.89 0.81
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22 Sympathetic 100 3.69 0.77
23 Generous 100 3.66 0.74
24 Benevolent 98 3.46 0.83
25 Wants peace 99 3.35 0.99

Scale: 1=does not fit my ideal at all; 5=fit my ideal very well

6.3.7 Means and Standard Deviations of Leadership Perceptions for

Telecom Managers

According to mean scores, the five top leadership attributes for telecom managers are

“strong convictions,” “aggressive,” “determined,” “know your industry” and

“trustworthy.” The five lowest score leadership attributes are “generous,”

“sympathetic,” “likable,” “benevolent” and “wants peace.” Sixteen items have a

mean score above 4.0 on a 5-point scale. All standard deviations are below 1

.

Table 6.11. Mean and Standard Deviations of Leadership Perceptions for
Telecom Managers

Ranking Attributes N Mean Std.
1 Strong convictions 37 4.76 0.49
2 Aggressive 37 4.68 0.47
3 Determined 37 4.68 0.71
4 Knowledge of industry 37 4.59 0.60
5 Trustworthy 37 4.57 0.60
6 Decisive 37 4.54 0.65
7 Responsible 37 4.54 0.56
8 Fair 37 4.46 0.56
9 Forceful 37 4.46 0.69
10 Goal-oriented 36 4.33 0.68
11 Honest 36 4.28 0.85
12 Strong cultural sensitivity 37 4.27 0.61
13 Educated 37 4.19 0.78
14 Disciplined 37 4.14 0.71
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15 Customer-oriented 37 4.14 0.71
16 Professional knowledge 37 4.08 0.68
17 Concerned 36 3.94 0.79
18 Humanitarian 37 3.92 0.64
19 Caring 36 3.89 0.82
20 Kind 37 3.73 0.61
21 Generous 37 3.62 0.68
22 Sympathetic 37 3.59 0.60
23 Likable 37 3.46 0.56
24 Benevolent 37 3.38 0.72
25 Wants peace 37 3.14 0.98

Scale: 1=does not fit my ideal at all; 5=fit my ideal very well

6.3.8 Summary of Top Leadership Attributes by Perceived Different

Groups

6.3.8.1 Level/national culture similarities and differences

The top five leadership attributes perceived by different groups are summarised in

Table 7-12. In the hotel sector, “responsible” and “customer-oriented” are the highest

scored leadership attributes shared by the three sub-groups subordinates, managers

and expatriates. “Professional knowledge” and “know your industry” are regarded as

the top leadership attributes by the expatriates. However, the former item applies

only in the subordinates group and the latter only in the managers group. In addition,

subordinates perceived “aggressive” and “decisive” as the 4th and 5th leadership

attributes out of the 25 attributes.

Within the telecom sector, “aggressive,” “determined” and “trustworthy” are shared

by the two sub-groups of subordinates and managers as important leadership

attributes. While the subordinates group ranked “decisive” and “honest” as top
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leadership attributes, the managers group ranked “strong convictions” and “know

your industry” as the other two leadership attributes within the top five.

6.3.8.2 Level/industry similarities and differences

In addition, the subordinates groups from both the hotel and the telecom industry

regarded “aggressive” and “decisive” as two of the top five leadership attributes. The

managers and expatriates groups perceived “know your industry” as one of the

highest attributes for leaders.

The top leadership attributes shared by the hotel and telecom industries are

“trustworthy” and “decisive.” While the staff from the hotel industry ranked

“responsible,” “customer-oriented” and “professional knowledge” as top leadership

attributes in their industry, the staff from telecom industry ranked “aggressive,”

“determined” and “strong convictions” as the other top three among the five

leadership attributes in their industry.
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Table 6.12. Summary of Top Leadership Attributes by Different Groups

Hotel TelecomAttribute
Ranking Overall Staff Subordinates Managers Expatriates Overall Staff Subordinates Managers
1 Responsible Responsible Trustworthy Customer-

oriented
Aggressive Aggressive Strong

convictions
2 Customer-

oriented
Professional
knowledge

Responsible Responsible Determined Determined Aggressive

3 Professional
knowledge

Customer-
oriented

Know your
industry

Trustworthy Decisive Decisive Determined

4 Trustworthy Aggressive Customer-
oriented

Professional
Knowledge

Trustworthy Trustworthy Know your
industry

5 Decisive Decisive Determined Knowledge of
industry

Strong
convictions

Honest Trustworthy
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6.4 Results of Factor Analysis

Factor analysis is used in this part of the thesis for achieving the following two main

objectives:

1. To find the underlining dimensions of the instrument that measures leadership

prototypes in the hotel industry and Chinese contexts; and

2. To reduce data for later comparisons of leadership perceptions by different

groups.

The first part presents the results of the 25-item solution for the hotel subordinate

data. Given its relatively large size, the sample of hotel subordinates (N=219) was

used to derive a factor solution applicable to other groups, namely hotel managers

and telecommunications subordinates. The second part presents the results of

comparisons between different groups on the basis of their factor means, with t-tests

used to identify their differences. The t-tests (Table 7.13) are used to determine

whether there are “level differences,” “national cultural differences” and “industry

differences” between the different groups from the hotel and telecom industries.
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Table 6.13. Summary of Tests for Different Group Comparisons

Hotel Telecom

Subordinates Vs Managers (T1) Subordinates Vs Managers
(T4)

Level
Differences

Subordinates Vs Expatriates
(T2)

Subordinates Vs Expatriates (T2)National
Cultural
Differences

Local Managers Vs
Expatriates (T3)
Hotel Managers Vs Telecom Managers (T5)Industry

Differences Hotel Subordinates Vs Telecom Subordinates (T6)

6.4.1 Factor Analysis of Hotel Subordinates

6.4.1.1 The 25-item solution

As described in Chapter 6 (Section 6.2), the leadership prototype items were

generated from a review of the literature and from in-depth interviews with

indigenous Chinese hotel staff. A list of 57 items was generated and reviewed by a

group of hospitality academics with work experience in industry. Subsequently, a list

of 25 items was selected to represent the leadership prototypes of ideal leaders

working in the hotel industry. The measure was operationalised with a 25-item scale

that included decisive, trustworthy, responsible, forceful, fair, determined,

aggressive, likable, kind, generous, sympathetic, wants peace, professional

knowledge, customer-oriented, strong cultural sensitivity, knowledge of industry,

honest, humanitarian, strong convictions, disciplined, caring, benevolent, educated,

concerned and goal-oriented. These items were measured on a five-point scale

ranging from 1 = does not fit my ideal at all, 2 = does not really fit my ideal, 3 =

neutral, 4 = fits my ideal, and 5 = fits my ideal very well.
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Both KMO Measure of Sampling Adequacy and Bartlett’s Test of Sphercity indicated

that the data matrix had sufficient intercorrelations to justify the application of factor

analysis. The KMO index ranges from 0 to 1. An index of 0.93 was interpreted as

meritorious. Bartlett’s Test was significant at p<0.01, which indicated that the sample

intercorrelation matrix did not come from a population in which the intercorrelation

matrix is an identity matrix.

A principal component factor analysis with varimax rotation was performed to the

sample of hotel subordinates using the 25 items. A factor loading of 0.4 or above was

used as the threshold value to retain items in the factor solution. The factor analysis

resulted in four factors, namely “masculine/Yang,” “integrity,” “professionalism,”

and “feminine/Yin.” The first factor, “masculine/Yang,” explained 17% of the

variance. It consisted of eight items that included determined, forceful, disciplined,

decisive, aggressive, responsible, strong convictions and goal-oriented.

The second factor explained 16% of the variance, and included 8 items pertaining to

the dimension of “integrity.” It represented caring, concerned, fair, trustworthy,

likable, honest, kind and educated.

The third factor explained 15% of the variance. It referred to the dimension of

“professionalism,” which included four items: strong cultural sensitivity, professional

knowledge, knowledge of industry and customer-oriented.

The last factor explained 13.5% of the variance. It was reflective of the dimension of

“feminine/Yin.” This factor included five items: benevolent, wants peace,
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sympathetic, generous and humanitarian.

Taken collectively, the four factors explained 61.8% of the variance, which is

considered acceptable in social sciences research. The reliability test of the measure

revealed that the Cronbach’s Alpha value was 0.93. This indicated that the 25 items

measured the same concept consistently. However, the 25-item factor solution

included a number of cross-loaded items, indicating that a particular item could be

represented and explained by more than one domain/construct. Factors with too

many cross-loaded items resulted in weak convergent validity. To deal with cross

loadings, a number of factor analyses were performed to retain relevant items in the

factors. The trimming process was based on two criteria. First, items with cross

loadings were retained in the factor where the higher factor loading was evidenced.

Second, items sharing between two factors with similar loadings at low levels were

deleted from the final factor solution.
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Table 6.14. Factor Analysis using Varimax Rotation for the Sample of Hotel
Subordinates based on 25 Variables

N = 219

Hotel industry Factor 1 Factor 2 Factor 3 Factor 4 Reliability
test

Eigen
value

Variance
extracted

Factor 1:
Masculine/Yang

0.88 10.61 17.3

Determined 0.76
Forceful 0.72
Disciplined 0.68
Decisive 0.61
Aggressive 0.61
Responsible 0.56
Strong convictions 0.52
Goal-oriented 0.52
Factor 2: Integrity 0.87 2.05 16.0
Caring 0.83
Concerned 0.69
Fair 0.59
Trustworthy 0.57
Likable 0.54
Honest 0.53
Kind 0.52
Educated 0.44
Factor 3:
Professionalism

0.86 1.49 15.0

Strong cultural
sensitivity

0.79

Professional
knowledge

0.78

Knowledge of
industry

0.72

Customer-oriented 0.70
Factor 4:
Feminine/Yin

0.80 1.30 13.5

Benevolent 0.75
Wants peace 0.73
Sympathetic 0.64
Generous 0.61
Humanitarian 0.50
Total variance
extracted

61.8%

KMO Measure of
Sampling Adequacy

.93

Bartlett’s Test of
Sphercity
Chi-square 2820
Df 300
Sig. .000
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6.4.1.2 The 16-item solution

After the trimming process, the final solution contained 16 items. Both the KMO

Measure of Sampling Adequacy and Bartlett’s Test of Sphercity indicated that the

data matrix had sufficient Intercorrelations to justify the application of factor analysis

to the 16 items. The KMO index ranges from 0 to 1. An index of 0.89 was interpreted

as meritorious. Bartlett’s Test was significant at p<0.01, which indicated that the

sample intercorrelation matrix did not come from a population in which the

intercorrelation matrix is an identity matrix.

The 16 items resulted in four factors that explained 68.3% of the total variance. The

factor structure and loadings are illustrated in Table 7.15.

The factor solution proved to be the same as that from the 25 items. The first factor

was “professionalism,” which explained 18.3% of the variance. “Professionalism”

represented the following items: professional knowledge, strong cultural sensitivity,

customer-oriented, and knowledge of industry. The Cronbach’s Alpha was 0.86.

The second factor, “integrity,” explained 17.5% of the variance and included the

items caring, concerned, fair and trustworthy. The Cronbach’s Alpha was 0.82.

The third factor – “masculine/Yang” – explained 16.9% of the variance. It

represented items such as determined, aggressive, decisive and forceful. The

Cronbach’s Alpha was 0.82.

The last factor was represented by “feminine/Yin,” which explained 15.6% of the

variance. It included the items benevolent, wants peace, sympathetic and generous.

The Cronbach’s Alpha was 0.76. Subordinates’ factor scores were computed by
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adding the scores with a salient loading (≥0.4) for each factor and dividing by the

number of items in the factor. The same factor structure was used as the basis for

computing the scores for other groups.

Table 6.15. Factor Analysis using Varimax Rotation for the Sample of Hotel
Subordinates based on 16 Variables

N = 219

Hotel industry Factor 1 Factor 2 Factor 3 Factor 4 Reliability
test

Eigen
value

Variance
extracted

Factor 1:
Professionalism

0.86 2.9 18.3

Professional
knowledge

0.82

Strong cultural
sensitivity

0.79

Customer-oriented 0.77
Knowledge of
industry

0.68

Factor 2: Integrity 0.82 2.8 17.5
Caring 0.83
Concerned 0.79
Fair 0.62
Trustworthy 0.61
Factor 3:
Masculine/Yang

0.82 2.7 16.9

Determined 0.84
Aggressive 0.70
Decisive 0.67
Forceful 0.66
Factor 4:
Feminine/Yin

0.76 2.5 15.6

Benevolent 0.77
Wants peace 0.75
Sympathetic 0.66
Generous 0.65
Total variance
extracted

68.3

KMO Measure of
sampling adequacy

.89

Bartlett’s Test of
Sphercity
Chi-square 1631
Df 120
Sig. .000
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6.5 Between-Group Comparisons for the Hotel and Telecom

Industries

This section presents the results of comparisons between different groups on their

factor means with t-tests to determine their differences. A multivariate analysis of

variance (MANOVA) was not employed because of the relatively small sample size.

The different t-tests are used to find out whether there are “level differences,”

“national cultural differences” and “industry differences” between the different

groups from the hotel and telecom industries. In the group comparison, it must be

noted that due to insufficient sample sizes, separate factor analyses were not

performed for local managers, expatriates and telecommunication employees. Their

factor scores were computed based on the factor structure of the hotel subordinates

after Cronbach’s alpha coefficients confirmed that their inter-item reliability was

acceptable.

6.5.1 Between-Group Comparisons for the Hotel Industry

7.5.1.1 Test 1: Difference between hotel subordinates and hotel managers

The t-test did not reveal any differences between hotel subordinates and hotel

managers in terms of their perceptions towards the leadership prototype of their ideal

leaders for the dimensions of “integrity,” “masculine/Yang” and “feminine/Yin.”

However, results indicated that hotel managers place more emphasis on

“professionalism” than do their subordinates.
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Table 6.16. t-Test Results for Hotel Subordinates and Local Managers

Hotel industry Hotel
subordinates
N= 219

Hotel local
managers
N=54

t-test

Mean score Mean score Significance
Factor 1:
Professionalism

4.34 4.47 0.042*

Professional knowledge
Strong cultural
sensitivity
Customer-oriented
Knowledge of industry
Factor 2: Integrity 4.26 4.40 0.082
Caring
Concerned
Fair
Trustworthy
Factor 3:
Masculine/Yang

4.28 4.38 0.180

Determined
Aggressive
Decisive
Forceful
Factor 4: Feminine/Yin 3.73 3.60 0.118
Benevolent
Wants peace
Sympathetic
Generous
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6.5.1.2 Test 2: Differences between hotel subordinates and hotel expatriate managers

The t-test results indicated there were no differences between hotel subordinates and

expatriate managers in their perceptions towards leadership prototype of their ideal

leaders for the dimensions of “professionalism,” “integrity,” “masculine/Yang” and

“feminine/Yin.”

Table 6.17. t-Test Results for Hotel Subordinates and Expatriate Managers

Hotel industry Hotel
subordinates
N=219

Expatriate
managers
N=28

t-test

Mean score Mean score Significance
Factor 1:
Professionalism

4.34 4.51 0.071

Professional knowledge
Strong cultural
sensitivity
Customer-oriented
Knowledge of industry
Factor 2: Integrity 4.26 4.32 0.634
Caring
Concerned
Fair
Trustworthy
Factor 3:
Masculine/Yang

4.28 4.12 0.205

Determined
Aggressive
Decisive
Forceful
Factor 4: Feminine/Yin 3.73 3.62 0.389
Benevolent
Wants peace
Sympathetic
Generous
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6.5.1.3 Test 3: Difference between local managers and expatriate managers in the

hotel industry

A t-test analysis showed that local managers and expatriates generally shared the

same perceptions towards leadership prototypes of their ideal leaders, except for the

dimension of “masculine/Yang.” Local managers tended to consider this dimension

more reflective of their ideal leaders than did their expatriate counterparts.

Table 6.18. t-Test Results for Local Managers and Expatriate Managers in the
Hotel Industry

Hotel industry Local
managers
N=54

Expatriate
managers
N=28

t-test

Mean score Mean score Significance
Factor 1:
Professionalism

4.45 4.51 0.594

Professional knowledge
Strong culture
sensitivity
Customer oriented
Know your industry
Factor 2: Integrity 4.45 4.32 0.301
Caring
Concerned
Fair
Trustworthy
Factor 3:
Masculine/Yang

4.51 4.12 0.006*

Determined
Aggressive
Decisive
Forceful
Factor 4: Feminine/Yin 3.60 3.62 0.868
Benevolent
Wants peace
Sympathetic
Generous

6.5.2 Between-Group Comparisons for the Telecommunications Industry
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6.5.2.1 Test 4: Differences between subordinates and managers in the

telecommunications industry

The t-test statistics did not reveal any differences between subordinates and

managers in the telecommunications industry regarding their perceptions towards

leadership prototype of their ideal leaders.

Table 6.19. t -Test Results for Subordinates and Managers in the
Telecommunications Industry

Telecom industry Subordinates

N=100

Local
managers
N=37

t-test

Mean score Mean score Significance
Factor 1:
Professionalism

4.11 4.27 0.102

Strong cultural
sensitivity
Knowledge of industry
Professional knowledge
Customer-oriented
Factor 2: Integrity 4.28 4.21 0.515
Concerned
Caring
Trustworthy
Fair
Factor 3:
Masculine/Yang

4.49 4.59 0.238

Forceful
Determined
Aggressive
Decisive
Factor 4: Feminine/Yin 3.54 3.43 0.362
Wants peace
Benevolent
Generous
Sympathetic
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6.5.3 Between-Group Comparisons for the Hotel and Telecommunications

Industries

6.5.3.1 Test 5: Differences between managers working in the hotel and

telecommunications industries

Both telecommunications managers and hotel managers shared the same view in the

“integrity” and “feminine/Yin” factors. However, managers in the

telecommunications industry tended to put more emphasis on “masculine/Yang,”

while hotel managers regarded “professionalism” a more important factor in their

industry.
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Table 6.20. t-Test Results for Managers in the Hotel and Telecommunications
Industries

Hotel local
managers
N=54

Telecom
managers
N=37

t-test

Mean score Mean score Significance
Factor 1:
Professionalism

4.47 4.27 0.026*

Strong cultural
sensitivity
Knowledge of industry
Professional knowledge
Customer-oriented
Factor 2: Integrity 4.40 4.21 0.062
Concerned
Caring
Trustworthy
Fair
Factor 3:
Masculine/Yang

4.38 4.59 0.041*

Forceful
Determined
Aggressive
Decisive
Factor 4: Feminine/Yin 3.60 3.43 0.140
Wants peace
Benevolent
Generous
Sympathetic

6.5.3.2 Test 6: Differences between subordinates working in the hotel and

telecommunications industries

Subordinate groups in both the hotel industry and the telecommunications industry

shared the same perceptions towards the leadership prototype of their ideal leaders

for the dimension of “integrity.” However, subordinates working in the hotel industry

tended to put more emphasis on “professionalism” and “feminine/Yin,” while their

telecommunications counterparts regarded “masculine/Yang” a more relevant factor

for ideal leaders.
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Table 6.21. t -Test Results for Subordinates in the Hotel and
Telecommunications Industries

Hotel
subordinates
N=219

Telecom
subordinates
N=100

t-test

Mean score Mean score Significance
Factor 1:
Professionalism

4.34 4.11 0.003*

Strong cultural
sensitivity
Knowledge of industry
Professional knowledge
Customer-oriented
Factor 2: Integrity 4.26 4.28 0.798
Concerned
Caring
Trustworthy
Fair
Factor 3:
Masculine/Yang

4.28 4.49 0.001*

Forceful
Determined
Aggressive
Decisive
Factor 4: Feminine/Yin 3.73 3.54 0.016*
Wants peace
Benevolent
Generous
Sympathetic

6.5.4 Other Between-Group Comparisons

The t-test and ANOVA results on gender, age, department, organization and several

other demographic variables were not significantly different.
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6.6 Summary of t-Test Results for Comparisons of Different Groups

within the Hotel and Telecom Industries

All t-test results obtained are summarised in Table 6.22. With the exception of

“integrity,” Tests 5 and 6 indicated that the perceptions of leadership dimensions

reported by hotel staff differed from those reported by telecom staff. Though there

were no differences in leadership perceptions in most of the dimensions for hotel

subordinates versus hotel managers, and local hotel managers versus expatriate hotel

managers, there were differences in the dimensions of “professionalism” and

“masculine/Yang” respectively.

Table 6.23 provides details of t-test results and the overall findings from this survey,

indicating that there are “industry differences.”, “level differences” and “national

cultural differences”.
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Table 6.22. Summary of t-Test Results

Test 1
(Table 6.16)
Hotel subordinates
versus
Hotel managers

Test 2
(Table 6.17)
Hotel subordinates
versus
Expatriate hotel
managers

Test 3
(Table 6.18)
Local hotel
managers
versus
Expatriate hotel
managers

Test 4
(Table 6.19)
Telecom
Subordinates
versus
Telecom
managers

Test 5
(Table 6.20)
Hotel managers
versus
Telecom
managers

Test 6
(Table 6.21)
Hotel subordinates
versus
Telecom
subordinates

Factor 1
Professionalism

Differences
LHM > HS
(4.47) (4.34)

No differences No differences No differences Differences
LHM > TM
(4.47) (4.27)

Differences
HS > TS
(4.34) (4.11)

Factor 2
Integrity

No differences No differences No differences No differences No differences No differences

Factor 3
Masculine/Yang

No differences No differences Differences
LHM > EHM
(4.51) (4.12)

No differences Differences
LHM > TM
(4.47) (4.27)

Differences
HS < TS
(4.28) (4.49)

Factor 4
Feminine/Yin

No differences No differences No differences No differences No differences Differences
HS > TS
(3.73) (3.54)
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Table 6.23. Summary of t-Test Results and Hierarchical, National Culture and Industry Differences

Hotel Telecom
Hotel Dimension(s) for

Significant Differences
Telecom Dimension(s) for

Significant Differences
Hierarchical
Differences

Subordinates vs
Manager *(T1)
------------------------------------

Subordinates vs
Expatriates (T2)

Professionalism

---------------------------------

None

Subordinates vs Managers
(T4)

None

National Culture
Differences

Subordinates vs
Expatriates (T2)
------------------------------------
Local Managers vs
Expatriates (T3)

None

---------------------------------

Masculine/Yang
Industry Differences Hotel Managers vs

Telecom Managers (T5)
------------------------------------
-Hotel Subordinates vs
Telecom Subordinates (T6)

Professionalism
Masculine/Yang
---------------------------------
Professionalism
Masculine/Yang
Feminine/Yin

*T1 = Test 1
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CHAPTER 7

DISCUSSION, IMPLICATIONS AND CONCLUSIONS

7.1 Introduction

This chapter is divided into two major sections. The overall objective is to answer the

three major research questions:

1. What are the leadership perceptions of staff in context of the hotel industry in

China?

2. What are the leadership perceptions among various staff groups?

3. What are the implications of this study for leadership training and development?

The first section discusses the results from the previous two chapters (Analysis of

Qualitative and Quantitative Data). It is sub-divided into two parts: (1) Leadership

perceptions of hotel staff in relation to the four underlying dimensions (professionalism,

integrity, masculine/Yang and feminine/Yin); (2) Leadership perceptions of hotel staff

among different groups; in particular, this part discusses results relating to differences in

“level in an organization,” “national culture” and different “industry”. However, the two

parts are not mutually exclusive. For example, discussing the underlying dimension of

“professionalism” involves comparisons between the hotel and telecom industry; that

includes “industry differences.” Another example: When discussing “national cultural
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differences,” reference must be made to the underlying dimension of “masculine/Yang”

for explanations. Tables 7.22 and 7.23 provide the matrix of these various relationships.

The second section mainly discusses the implications and recommendations.

7.2 Discussion of the Results

7.2.1 Leadership perceptions of staff in the hotel industry and Chinese

contexts

(Research Question 1: What are the leadership perceptions of the staff in the context of

the hotel industry in China?)

7.2.1.1 Professionalism

As evident from the results of both the qualitative and the quantitative studies,

“professionalism” is a crucial theme/dimension of leadership perceptions of staff in the

contexts of the hotel industry in China. Tables 6.20 (Test 5) and 6.21 (Test 6) show that,

out of the four leadership dimensions identified from this study, both hotel managers

and subordinates ranked “professionalism” as the most important quality for leaders in

this industry. Comparing the overall mean ranking of the two groups from Table 7.5 and

Table 7.9, hotel staff ranked the items “customer-oriented” and “professionalism” much

higher than did staff from the telecom industry: the former group ranked these two items

2nd and 3rd respectively, while the latter group ranked them 15th and 14th respectively.

This major difference might be due to the fact that in the hotel sample group, hotel

frontline staff have more contact/interaction with customers, and hotel management
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places much more emphasis on the service aspect of their work. The telecom sample

group has fewer frontline staff: their management places more emphasis on

technological and knowledge-based skills.

Table 6.22 shows that on the issue of the importance of“professionalism,” expatriate

hotel managers did not differ from subordinates and local hotel managers. Professional

skills and image are important for hotel managers, especially expatriates, to establish

their influence among subordinates. This is the case because developing countries need

to acquire the technical competencies of the more skilful expatriates to help to develop

their local staff and to run the operations (Pine, 1991, 2002; Yu & Goh, 1995). From

qualitative interviews, it was also found that hotel expatriates perceived themselves as

“educators/trainers/coaches” or “cultural brokers.”

Although China is expanding its tourism industry substantially and becoming the

world’s number one tourist destination (WTO 1999), it still needs the professionalism of

hotel expatriates and to have them play various roles in training and operations.

According to Roberts (2005), the power of a “Professional Image” requires more

attention, especially in the modern-day context where employees are becoming

increasingly diversified as a consequence of globalization and multinational

corporations. Roberts (2005) points out that, “Professional image construction has

important implications for achieving social approval, power, well-being, and career

success” (p. 687).

In this respect, local managers with professional skills will definitely have an advantage

over other staff in their particular organization. In the “old days,” there was a struggle
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between “Red” and “Professionalism,” particularly in State enterprises that emphasised

communist values and goals rather than expertise in one’s profession (Zhang et al.,

2005, p. 98). In the contemporary era and the context of international/joint-venture

hotels, only those local managers with professional knowledge and skills in the

hospitality industry can take up certain senior management positions. Although the

infrastructure and physical condition of some 3-star and lower-ranked hotels are not as

good as those of 4- and 5-star or international hotels, they nonetheless need

professionals for management and need staff with high standards. Other studies have

pointed out that there is much room for improvement in the personnel of China’s hotel

industry (Pine & Philips, 2005; Zhang et al., 2005).

The mean scores for the item “strong cultural sensitivity” were 4.16, 4.18 and 4.19 for

hotel subordinates, hotel managers and expatriate hotel managers respectively (Tables

6.6, 6.7 and 6.8). These very high means on a scale of 1 to 5 indicate that hotel staff

perceive “strong cultural sensitivity” to be a crucial skill, particularly for those

employees dealing directly with international customers and with staff from different

parts of the world. The literature clearly reflects that different problems are encountered

by expatriate hotel managers working with local staff (Table 2.2). The qualitative

interviews from this study also found this to be the case (see section 5.4.2). The contexts

of joint-venture/international hotels are especially complicated with constraints such as

Chinese ownership and Western management, cultural differences causing difficulties in

communication, understanding, and the conflict of international standards and local

practices.

One survey project found that the accommodation sector was perceived to be the most
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professional of all the sectors in the tourism and hospitality industry (Sheldon, 1989).

Sheldon’s study also identified twelve criteria of professionalism: (1) long

training/education; (2) code of ethics; (3) organization; (4) complex occupation; (5)

altruistic service; (6) body of knowledge; (7) people-oriented; (8) licensed; (9) high

prestige; (10) competence tested; (11) self-employed; and (12) high income. In light of

the globalization and internationalization of the hotel industry, perhaps certain criteria

need to be revised and others added. Obvious examples of the latter are an international

language competency and cultural sensitivity.

An example of the comments of an interviewee from the qualitative study regarding the

clash of local culture and international practices, is useful at this point. Mr. X

commented that “this is an example of having a professional qualification but without

knowledge of local culture; this is not enough for an expatriate to manage a hotel

effectively in the Chinese setting” (See Section 5.4). Sutton (1996, p. 189) also

suggested that “Developing cultural awareness is considered to be a professional

obligation for all managers in order to help them become more aware of values, habits,

customs, and lifestyles of their workforce, all of which must be understood in order to

develop an effective environment.”

Using a “Competency Model” in their study of six 5-star hotels in Guangzhou, Beijing

and Shanghai, Peng, Dai and Yue (2005) identified eighteen competency variables in

eight dimensions of four factors. The four factors are: Knowledge, Skills, Psychological

Characteristics and Ethics. “Professional knowledge of hotel management” and

“Cultural literacy” are the two most important dimensions under the “Knowledge”

factor of their proposed “Competency Model for the Middle and Senior Management of
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High Star-rated Hotels in China.” One of their conclusions was that there are spatial

differences between competency models in the West and those in China.

“Professionalism” is clearly an important characteristic in the context of China’s hotel

industry. This contrasts with Hollows and Lewis’s (1995, p. 275) analysis of Chinese

culture that “authority is based on morality rather than expertise” (see also Section 2.1).

Either this is an industry characteristic, or the cultural paradigm has shifted in this

respect. Previous research indicated that national culture has a greater effect than

industry culture on managerial behaviour (Pizam et al., 1997). In contrast, the results

from this study suggest that the industry cultural characteristic “professionalism” has a

greater impact on leadership perception.

7.2.1.2 Integrity, Masculine/Yang and Feminine/Yin

Hotel managers prefer less the “masculine/Yang” style than do telecom managers. Hotel

subordinates show a similar pattern. All respondents, regardless of position and

industry, prefer more the masculine/Yang style than the feminine/Yin style. A

leader/manager in a hotel must complete a variety of tasks, and must therefore be a

more aggressive or forceful type of person. However, these tasks rely heavily on

relationships with people. It is the balance or complementary nature of “task” and

“relationship” or Yin and Yang that is important. On the other hand, a leader/manager in

a hotel is facing not only internal “quasi-customers” (staff); he/she must face real

(external) customers as well. Therefore, it is not surprising that hotel staff prefer a more

“customer-oriented” leader. Out of 25 leadership attributes, hotel staff ranked the item

“customer-oriented” 2nd, while Telecom staff ranked it 15th (Tables 6.5 and 6.9). As it is

really a service industry, the hotel industry requires more focus on “caring” and



182

“sympathetic” attitudes towards customers. (See further discussion of this dimension in

Section 7.2.2.2, which relates to “national cultural” differences).

Of the 4 dimensions of leadership prototypes, hotel staff ranked “integrity” second

highest (Tables 6.20 and 6.21). Previous research suggested that this is the most

important leadership attributes ranked by followers (Kouzes & Posner, 1990). This

appears to be a widely (perhaps universally) acknowledged leadership attribute, and the

hotel industry is no exception. The items within this dimension include

“trustworthiness” and “fairness.” Ling et al. (2000) found “trustworthy” to be under the

dimension of “personality morality” in his study of leadership perception using the

Implicit Leadership Approach. Hui and Tan (1999) found “Fairness” to be a

moral/ethical dimension in Chinese leadership. In the current study, “trustworthiness” is

one of two among the top five leadership attributes shared by both hotel and telecom

staff (Table 6.12).

7.2.2 Leadership Perceptions of Chinese Hotel Staff among Groups

(Research Question 2: What are the leadership perceptions among various staff groups?)

7.2.2.1 Differences Between the Hotel and Telecom industry

As indicated in the results (Table 6.23) and the previous discussion, staff in the hotel

industry perceived the leadership dimensions of “Professionalism”, “Masculine/Yang”

and “Feminine/Yin” differently from the telecom industry. This part will not repeat the

same discussion. Overall, the unique character of the “service” aspect and the

“knowledge-based” aspect of the telecom industry show an impact on the perception

differences between the two groups. More discussion on the differences between the
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two groups can be found in the next section as well.

7.2.2.2 Differences in “level in an organization”

There are differences in “level in an organization”. As indicated by the results of both

the qualitative and the quantitative studies, there are similarities and differences in

leadership perceptions among hotel staff. Table 6.23 summarises all the t-test results

comparing different groupings. Firstly, there was apparently not much difference in

leadership perceptions along the various dimensions as there was among those in

different “job levels.” In the telecom industry, there was no difference between

subordinates and managers. These two groups in our sample may have educational

backgrounds that are somewhat similar, as indicated from their profiles in Tables 6.1

and 6.4. However, there was a difference in the test (Test 1) between hotel subordinates

and hotel managers in the dimension of “professionalism.” In addition, as shown by the

interview studies in Section 5.4.1.2, even though the senior manager/expatriate and the

front-line/local staff perceived “professionalism” to be important, they attached

different meaning to the word. In short, junior staff perceived their professional skills to

be at a more technical level but they expected managers/leaders to have more

conceptual level skills. Managers/leaders perceived that professional skills relate more

to communication and expert knowledge in certain fields; such as sales and marketing

(see Section 5.41.) Consistent with the leadership prototype theory, which holds that an

organizational context is a constraint on prototype generation, researchers have also

found “level” differences in perception of leadership (Hunt, 1991; Zaccaro, 2001).
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Several researchers based in America identified ethical behaviour and strategic-

management acumen, instead of hotel-industry expertise, as core competencies for

future hospitality leaders: “Acquiring hotel-industry expertise pales in a future-oriented

competencies model in favour of managers’ ethical behaviour and strategic-

management acumen” (Chung-Herrera, Enz & Lankau, 2003, p. 17). Those researchers

hoped their model “could be used as a prototype to guide people’s aspirations in the

coming years and to create future leaders” (p. 20). However, the results of this study

indicate that industry expertise, professional knowledge, and image are important if

managers/expatriates hope to establish influence among their subordinates/locals (as in

the context of the contemporary Chinese hotel industry). Could the notion that

“professionalism” and “strong cultural sensitivity” are both imperative skills be a

phenomenon that came with globalization of the industry? Or does this idea arise

because the sample of hotel staff studied in this project is not at a corporate level?

Chung-Herrera, Enz & Lankau’s (2003) concern is more with operations than with

strategic decision-making issues (according to those authors, their samples contained a

total of 137 senior-level industry executives in various hotel companies). Participants’

positions ranged from directors to CEOs of international hotel chains and corporations.

In contrast, the sample in this study is from the operational level. There is a need to

clarify this issue through further research.

7.2.2.3 Differences in “national culture”

The results of all the tests that relate to national cultural differences (Tests 2 and 3) are

presented in Table 6.23. Though significant difference was not found in Test 2 between

hotel subordinates and expatriate managers, significant difference was found in the

Masculine/Yang dimension between local hotel managers and expatriate hotel managers

in Test 3.
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In his original study of national cultures, Hofstede (1980) identified four dimensions

through which national cultures may be differentiated: power distance; uncertainty

avoidance; individualism/collectivism and masculinity/femininity. “Masculine” cultures

tend to be societies that place emphasis on materialism, assertiveness and clear social

gender roles. In contrast, “feminine” cultures are societies with less emphasis on money,

but more emphasis on values such as sympathy and overlapping gender roles. While

Germany and Japan are “high masculinity societies,” Demark and Sweden are “low

masculinity societies.” Hofstede (1980) classified “Hong Kong” as “medium

masculinity,” but Mainland China was not included in his study. Pizam et al. (1997)

found that Chinese hotel managers from Hong Kong were less masculine than both

Japanese and Korean hotel managers. They also found that “Chinese hotel managers

favoured the weaker and less assertive worker” (p. 142).

As shown in Table 6.3, 78.6% of expatriates were from Asian countries. Among them 8

were from Hong Kong (28.6% of the total expatriates). Chinese people from Hong

Kong may to some degree be different from mainland Chinese, especially those who

were socialised and acculturated before the 1978 economic reforms. They grew up

under very different economic and political systems. Even after 1997, when Hong Kong

became part of the Peoples’Republic of China (PRC), Hong Kong is still under the so-

called “One country, Two systems” framework. Moreover, compared to the West,

Chinese culture is more gentle or “Yin.” Chinese people rely on “guanxi,” or

relationships. A “masculine/Yang” or “task-oriented” leader would be a complement to

that nature, to “get things done.”
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In addition to this aspect of cultural differences, there are different challenges for

expatriate hotel managers in the context of China. There are differences mainly between

Westerners and Chinese in the ways to build trusting relationships, communication and

even the interpretation of what is the right way to handle day-to-day operations. These

difficulties have been highlighted in Section 5.4.2. All of these have implications for

leadership as well. The next section will provide more discussion on this.

7.3 Implications and Recommendations

(Research Question 3: What are the implications of this study for leadership training

and development?)

Leadership skills are important in the hospitality industry, particularly because of the

dynamic and turbulent environment, the industry’s labour-intensive quality, and its high

turnover rate (Gillet & Morda, 2003; Tracey & Hinkin, 1994). Olsen (1999) highlighted

several major challenges for hospitality professionals in the new millennium. There is

absolutely no doubt that improved leadership is essential to the Chinese hotel industry.

A major challenge for China is clearly to produce professional hotel managers.

Participants/players in the hospitality industry should be made aware that

“professionalism” is one of the most important leadership dimensions perceived by

different levels and groups of staff. International hotel chains and expatriate managers

should retain their roles to provide technological expertise and leadership skills to local

people. This can be accomplished by having expatriates demonstrate their high

standards and international practices of running hospitality organizations with effective

management and excellent service to customers. In this regard, they would serve as
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important role models. In addition, they should be made more aware of contextual

constraints such as organizational structure, culture, values and local practices. In fact,

consistent with the findings of the present project, a recent study comparing the training

and development practices of Chinese state ownership and Sino-foreign joint-venture

hotels concluded that “the western way of training and development may not

necessarily lead to superior training effects in the Chinese context than those state-

owned hotels” (Wang, 2006, p. 516). Wang (2006) developed a new model that

integrated the Western practice of “Hard-Systematic Supports” with the Chinese

practice of “Soft-Emotional Inputs.” To a certain extent, this concept is consistent with

the holistic concept of integrating the “Yin and Yang” discussed in earlier sections of

this thesis.

Local staff (both managers and subordinates) should also become aware of international

practices, and build a cultural sensitivity for working in a multicultural context. They

should take every opportunity to learn and equip themselves through “professional

development” programs and create a mindset of lifelong learning. Liu, Chen & Tang

(2006) in their recent study on the training of medium- and high-level managerial

professionals in Beijing hotels identified an urgent need for developing “sophisticated

professional mangers” in order to fulfil the demand that will certainly be created by the

2008 Beijing Olympic Games. They explained that the way to strengthen and improve

the hotel professional managerial system is to train more professional hotel mangers.

However, they also highlighted a major barrier to a system of professional hotel

managers in China: “the macro-environment limitation of China, short of performance

evaluation and market recognition” (Liu et al., 2006, p. 414). This macro-contextual

constraint must be removed through active intervention by government and hotel
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industry professionals – working together to set the standard and strengthen the system.

There are other means for local staff to enhance their professional image and skills.

They can join international professional bodies such as Hotel and Catering International

Management Association (HCIMA) and American Hotel and Lodging Association

(AHLA) to update their knowledge in the field and strengthen their professional status.

Government, hospitality trade associations and professional bodies in China should

work together more closely and make alliances with international bodies to create a

professional image for staff. These processes are already occurring in China. Hotel

managers in state-owned hotels are required to have formal academic qualifications or

training related to the hotel industry. Some local hotel managers are becoming qualified

as Certified Hospitality Administrators (CHA). The era of “Red and Professional” type

of education and training might need to change (Zhang, 2005, p. 98). Because

competition will grow in the future as a result of China becoming a member of WTO,

professional training should logically focus on “professionalism.”

According to Bryman, Stephens & Campo (1996, p. 368), “the leadership trainer has

much to learn from qualitative research due to the implicit valorisation of context-

specific training programs rather than programs which advocate universal

prescriptions.” The leadership training and development program carried out in the

context of the hotel industry in China should be more sensitive to contextual

differences, as is true in the U.S. and in the construction industry. Even those training

programs and methods have been successful in hotels tested outside China must be

adapted to local settings. Hotel chains are using “canned programs” that are too Western

in delivery and design. Consequently, they might not be effective (Dewald, 1996, p.
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102) in China. From the experience of the researcher, it is more effective to localise and

have cultural sensitivity in leadership training (see Appendix XI for the leadership

training experience with participants from Korean and Peoples’Republic of China).

7.4 Limitations; Recommendations for Further Study

7.4.1 Cultural universal vs. cultural specific (The etic and emic dilemma)

“Universal aspects of a culture are called etic, and unique aspects of a culture are called

emic” (Triandis et al., 1994, quoted in Dorfman, 1996, p. 327). This study involves

expatriates and local staff in the hotel industry and Chinese contexts. Though they are

mainly Chinese, there are some respondents from other nationalities. It is impossible to

include all the attributes and prototypes from all countries (see Section 6.2 on

Instrument Development). No single prototype would apply universally, but there might

be some universally-endorsed attributes as well as culturally-specific attributes.

Therefore, comparing the content (traits/attributes) of prototypes from different sub-

groups is important. Dorfman (1996, p. 327) points out that, though “etic construct and

research approach” are often designed to find similarities in conceptualization, through

comparison, they might help find similarities and differences in leadership as well.

7.4.2 Research Journey

This study started with the interest of the researcher from his working experience in

Mainland China as an expatriate manager in a theme park and his teaching in the subject
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of leadership in the hotel and tourism industry for postgraduate students. Searching for a

focus and identifying an approach for study took a long time. In particular, the final

decision of combining both qualitative and quantitative research was a difficult process.

The change of supervisors in the process might have some impacts on this journey. In

the early supervision stage, a more holistic and qualitative approach was taken and later

a more focused and quantitative approach was adopted. It took some time for the

researcher to become adjusted to the shift of supervision style and approaches to the

research.

Another critical aspect in the research journey is relating to the focus of this study and

the process of developing the current research questions. The original focus was on the

cultural differences of leadership perceptions in the hotel setting within the China

context. In other words, in the early stage, the key research question was just to find out

the leadership perception differences between expatriates and local subordinates,

without the consideration of ‘position’ and ‘industry’ differences. However, as a

quantitative approach was adopted, it then found out that there was the limitation of

insufficient expatriate’s samples. Fortunately, the unique dimension of ‘Professionalism’

emerged from the in-depth interviews. With further literature review, ideas were then

formulated and finally changed the focus of investigating the three contextual variables

of leadership perception: position, industry and cultural differences. The three research

questions were then further refined to: (1. What are the leadership perceptions of staff

in the context of the hotel industry in China? 2. What are the leadership perceptions

among various staff groups in hotel industry and how they differ from other industry? 3.

What are the implications of this study for leadership training and development for the

hotel industry?).
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7.4.3 Other Limitations

The use of a mixed strategy of qualitative and quantitative approaches is one of the

merits of this study. It brings the strengths of both methods to bear on the research

problem. However, according to some scholars from the positivist or ethnographic

traditions, such a mixed strategy lacks rigor. In particular, it makes the research process

and the presentation of results to readers more difficult.

The other limitation is sample size. The sample sizes for local managers, expatriates and

telecom employees are relatively small. Consequently, separate factor analyses were not

possible. There were few expatriates in each international hotel. In relation to sampling,

only 4- and 5-star joint-venture hotels in Beijing were surveyed, which contributed to

non-response bias: only 6 hotels participated in the survey. Doing research in the

Peoples’Republic of China is highly challenging and fraught with sensitive issues; one

must be very careful indeed. In the telecom case, a shortage of resources and time

prevented the identification of a feasible data collection channel in Beijing. Therefore a

convenient sample was adopted for the telecom industry.

7.4.4 Recommendations for further study

Despite the limitations of the current study, further research on this topic should be

undertaken. A future study should take a larger sample in Beijing and extend the

sampling process beyond Beijing, to include all of China. Moreover, it might use a

sector other than telecommunications for comparative purposes, to create a greater

inherent contrast. As indicated from the interview studies in this project, developing
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trusting relationships with locals in joint-venture/international hotels is always an issue

for expatriates. Without a trusting relationship, it is difficult to lead and exercise

influence. This issue would certainly be worth exploring rigorously, with in-depth

interviews on how one could get through this barrier. It seems that this is always the

issue in cross-cultural management, especially in the Chinese context. Other research

has already indicated that Western businesses feel it takes longer to build trust and to

negotiate deals with the Chinese than with peoples in other parts of the world.

7.5 Qualitative Versus Qualitative Findings

This study adapted an approach of combining the strengths of both qualitative and

quantitative research. One of the advantages of a triangulation approach is to validating

findings with different source of data. The major differences that emerged in this study

from the two results are in the area of cultural issues. While the qualitative results in

Section 5.4 indicated that the two major themes emerged from the qualitative study,

being in the area of (1) Leadership and Professionalism, and (2) Leadership and the

challenges faced by expatriates and locals in the context of joint venture hotels, the

quantitative results in Table 6.23 indicated it was not too strong on the cultural

differences. While quantitative approach has the advantage of providing measurement

of similarities and differences at a surface level, there are limitations of providing more

in-depth exploration on more sensitive issues like culture. In addition, the topic of

leadership is also intricate and sensitive in nature. Perhaps a qualitative approach could

provide more descriptions of different contexts that differences arises between

expatriates/managers and local/subordinates. The fact that this study cannot find a great

difference between the two is that quantitative study requires a large sample size.

Unfortunately, this is one of the limitations of this study.
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7.6 Conclusion

In conclusion, the major academic contribution of this study is the application of a

conceptual model that integrates macro- and micro-perspectives to explore leadership

perception in the context of the hotel industry in China. Scholars in the field of

leadership research are now aware of the importance of such an integration. In fact, The

Leadership Quarterly journal is planning a special issue for 2007 entitled “The

Leadership Quarterly Special Issue on Meso-Modeling of Leadership: Integrating

Micro-and Macro-Perspectives of Leadership” (Gardner & Cogliser, 2006). The present

work provides an exploratory study showing how the macro- and micro-perspectives

could be integrated by focusing on the impact of contextual elements on leadership

(e.g., “level difference,” “industry difference” and “national cultural difference”). The

overall results indicated that there are differences between industry, level and culture.

As a major advance in the field of leadership research, the crucial finding of

“professionalism” as a unique characteristic of leadership in the Chinese hotel industry

appears to be strongly related to the contexts of hotel industry development and the

economic development process currently occurring in China (macro-perspective).

Previous discussion shown that, “Professionalism” has not been identified as an

attribute/dimension in the leadership literature. This finding is an important academic

contribution of this study (the discussion in Section 7.2.1.1 and the implications in

Section 7.3 provide evidences and practical recommendations for this finding). In

addition, through the application of prototype/implicit leadership theories, the finding

provides a better understanding of match/mismatch of leadership prototypes between

manager/subordinate and expatriate/local. This provides a useful opportunity for

manager/subordinate and expatriate/local to become aware of the different contextual
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elements that might impact on their leadership perception (micro-perspective). For

example, the interviews from this study provided insights that help expatriate hotel

managers to understand that being equipped only with expertise and knowledge in

hospitality work is not enough. They must be aware of the cultural perspectives in order

to establish their leadership. The practical implications from this study provide

contributions for training and development of international hospitality leaders and local

staff with an awareness of leadership in different contexts in the globalization of the

industry.
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APPENDICES

Appendix I: Leader Attributes Used in Lord et al. (1984) and in

Gerstner & Day’s (1994) Studies

Intelligent Unemotional Wants Peace
Honest Athletic Persistent
Outgoing Believable Manipulative
Understanding Charismatic Courageous
Verbal Skills Competitive Disciplined
Aggressive Conservative Forceful
Determined Concerned Generous
Industrious Cooperative Healthy
Caring Demanding Kind
Dedicated Directing Loyal
Educated Flexible Minority
Well-Dressed Goal-Oriented Organised
Authoritarian Good Administrator Outspoken
Dishonest Humanitarian Patriotic
Fair Insightful Responsible
Informed Interested Trustworthy
Open Minded Persuasive Strong
Strict Strong Convictions Well-Groomed
Strong Character Unselfish
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Appendix II: List of concepts used by Sivasubramaniam et al. (1997)

Intelligent Goal-Oriented
Hones Enthusiastic
Outgoing Insightful
Clarifies Ideas Successful
Aggressive Persuasive
Determined Strong Convictions
Industrious Wants Peace
Concern for others Persistent
Decisive Courageous
Dedicated Forceful
Well-Groomed Generous
Rewards efforts Optimistic
Informed Loyal
Open-Minded Organised
Strong Character Outspoken
Athletic Trustworthy
Believable Tough
Charismatic Planned
Competitive Inspires Others
Has a Vision Humanitarian
Cooperative Coach
Directing Always Present
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Appendix III: Preliminary Items

Dimension/Item Source
Professionalism 專業
1. Strong culture sensitivity 文化角觸 Lord et al. (1984); Offermann et al. (1994)

2. *Open minded 思想開放 and Interview study

3. Professional knowledge 專業知識

4. *Industrious 工怍勤奮

5. *Good administrator 出色的管理者

6. Know your industry 認識您的行業

7. *Intelligent 有智慧

8. *Verbal skills 能說善道

9. Customer oriented 服務意識強

Integrity 誠信
10. *Dedicated 奉獻精神 Lord et al. (1984); Offermann et al. (1994)

11. Fair 處事公正 House et al. (1999); Epitropaki & Martin

12. Caring 關心他人 (2004); Ling et al. (2000)

13. Honest 待人誠實 and Interview study

14. *Unselfish 大公無私

15. *Believable 說話算數

16. Concerned 關心他人

17. *Loyal 忠於職守

18. Trustworthy 值得信賴

19. Likable 和藹可親

20. Kind 待人親切

21. Educated 有教育

Masculine/Yang 男性主義/陽
22. *Authoritarian 富有權威 Lord et al. (1984) ; Offermann et al. (1994)

23. Determined 有決心 Epitropaki & Martin (2004); Carlopio

24. Responsible 認真負責 (1994); Sivasubramaniam et al. (1997)

25. Strong convictions 信念堅定 and Interview study

26. *Charismatic 領袖魅力

27. Forceful 堅強有力

28. Disciplined 有紀律性

29. *Competitive 競爭性強

30. Aggressive 有進取心

31. Decisive 處事果斷

32. *Strong 體魄強壯

33. *Unemotional 不露聲色

34. Goal-oriented 目標導向

35. *Tough 態度強硬

Feminine/Yin 女性主義/陰
36. *Insightful 有洞察力 Lord et al. (1984) ; Offermann et al. (1994)

37. *Flexible 有靈活性 Epitropaki & Martin (2004); Carlopio

38. Wants peace 以和為貴 (1994); Sivasubramaniam et al. (1997)
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39. *Organised 做事有條理 and Interview study

40. *Interested 興趣廣泛

41. Benevolent 樂善好施

42. *Understanding 通情達理

43. *Persistent 有毅力

44. Sympathetic 富有同情心

45. Generous 慷慨相助

46. Humanitarian 有人道精神

Others 其他
47. **Nurturing 培育後人 Lord et al. (1984); Wong (1998)

48. **Strong character 個性強

49. **Athletic 喜歡運動

50. **Cooperative 團結合作

51. **Demanding 強差人意

52. **Conservative 思想守舊

53. **Persuasive 富有說服力

54. **Healthy 身心健康

55. **Minority 屬少數派

56. **Patriotic 愛國

57. **Inspires commitment 激發幹勁

*Items deleted from pilot test
**Items deleted by experts
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Appendix IV: Interview guide – local subordinate/manager

Introduction
 Tell me some basic background of yourself?

 How long have you been working in hotel/tourism industry?

 How long have you been working in this hotel?

 Have you gone through any kind of formal training/education in this

industry?

Leadership

1. What do your think “leadership” is?

2. Please give me some attributes of your ideal leader in the hotel/hospitality

industry. Give reasons for your choice.

3. Please name ONE ideal leader in your mind; give reasons for your choice. (It

does not have to be in your respective industry/company or

past/current leaders)

4. Have you encountered any difficulties working with expatriate managers?

5. What do you think are the roles of expatriate manager?
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Appendix V: Interview guide – expatriate manager

Introduction
 Tell me some basic background of yourself.

 How long have you been working in hotel/tourism industry?

 How long have you been working in this hotel?

 Have you gone through any kind of formal training/education in this

industry?

 How long have you been working in China?

Leadership

1. What do your think “leadership” is?

2. Please give me some attributes of your ideal leader in the hotel/hospitality

industry. Give reasons for your choice.

3. Please name ONE ideal leader in your mind; give reasons for your choice.

(It does not have to be in your respective industry/company or past/current

leaders.)

4. What do you think are the roles of an expatriate manager?

5. What are your major difficulties that you have encountered working in the

hotels in China?
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Appendix VI: Cover Letters for Interviews and Survey

Sample Letter 1

X 總

您好!
感謝您有 關本人在七月初 访問 北京其 間 的熱情款待!

本人在七月二十五日至八月二日期間會再到北京收集有關中
外 酒店及 管 理 的資料。现 初 定 七月二十五日上 午 於 贵 酒店 進
行访問 調研 。詳情 本 人 可與 贵 公 司 人 事 部主 管 聯 係 。希 望 閣
下 能 給與支持。這 项研 究 成 果 應 對中 外 酒店管 理 及 業 介 有 所
幫 助 。同 時 這 調研也 是 本人博士論文的重要部分 。所有資料
將作學術研究用途並保持機密 。

隨函附上本人在北京進行調研的時間表以作 參考 。, 敬請閣下
提 供 贵 公 司 人 事 部主 管 聯 資料並 批 準 是 次 調查 訪問。

敬請回覆!。

特此誠摯邀請！

黃志恩敬上

香港理工大學
酒店及旅遊學院
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Sample Letter 2

Invitation for Interview

Dear X,

Thank you for your hospitality in Beijing! It was very enjoyable to meet with you.

As part of my PhD Research Thesis, I will come to Beijing again from 25 July – 02 Aug.
My research topic is related to Leadership in the Hotel industry. For the research, I will
conduct in-dept interviews with the Leader in this industry. Your valuable experience is
definitely an asset for my research. Therefore, I would like to invite you to participate in the
interview. The information collected will be strictly confidential and used for academic
purpose only. I would be grateful if you could accept my invitation.

A list of my research schedule is enclosed for your reference. Kindly advise to me whether
this schedule can meet with you. So I can adjust the schedule accordingly.

Thank you for your kind attention. I am looking forward to hearing from you soon.

Yours sincerely,

Alan Wong
Lecturer
School of Hotel & Tourism Management
The Hong Kong Polytechnic University
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Sample Letter 3

To: Mr. XX
Resident Manager
XX Hotel, Beijing

Date: 21 July, 2004

Dear X,

Thank you for your support for my proposed study research while I was in Beijing!

Much appreciated if you could help me to arrange a questionnaire survey for a group of
50 front staff and 10 managers/supervisors (the two draft questionnaires were passed to
you last time). The scheduled date for this survey is July 30, morning. I will explain the
details of the survey to your Human Resources personnel if you could pass this
message/your endorsement to your staff.

For your other sister hotels in Beijing, I have already scheduled two sessions for as well
(July 30 afternoon and July 31 morning). Please advise me the contact person or you
could pass this message to the staff there. If these schedules do not meet with you or
your sister hotels, I could adjust the them accordingly. Attached please find a copy of
my drafted data collection activities in Beijing for your reference.

Thank you for your kind attention. I am looking forward to hearing from you soon.

Yours sincerely,

Alan Wong
Lecturer
School of Hotel & Tourism Management
The Hong Kong Polytechnic University
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Appendix VII: Questionnaire for Hotel Subordinate

Leadership Perception Survey
領導才能認知調查

The Hong Hong Polytechnic University
School of Hotel and Tourism Management

2004
香港理工大學

酒店及旅遊業管理學院
二零零四年
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This survey is designed to measure leadership perceptions among employees in hotel industry in
China. The following questionnaire is part of the survey. All information given in this questionnaire
will be kept strictly confidential. We thank you for your co-operation.

此調查是用以衡量中國酒店業的員工對領導才能的認知。以下問卷是此調查的其中一部份。所有
問卷資料絕對保密。謝謝合作。
Part I 甲部
Instructions: As a general staff in your hotel, what attributes do you think an ideal immediate supervisor/boss should
have? Circle the score 1 to 5 in each of the following attributes to describe HOW WELL IT FITS your ideal boss.
指示：作 為 酒店 的 基 層 人 員 ， 您 認 為 一位 理 想 的 領 導 人 員 直屬上司)應具備的什 麼素 质 ？ 以 至作 評分，

請圈出代 表 您 理 想 的 領 導 人 員 (直屬上司)的分 數 。

非常 合 適
Fits my

ideal very
well

合 適
Fits my

ideal
一 般

Neutral

不 合 適
Does not

really fit my
ideal

非常 不 合 適
Does not fit
my ideal at

all
1 Aggressive 有 進 取 心 5 4 3 2 1

2 Benevolent 樂 善 好 施 5 4 3 2 1

3 Caring 關心 他 人 5 4 3 2 1

4 Concerned 關心 他 人 5 4 3 2 1

5 Customer-oriented
服務意識強

5 4 3 2 1

6 Decisive處事 果 斷 5 4 3 2 1

7 Determined 有 決 心 5 4 3 2 1

8 Disciplined 有 紀 律 性 5 4 3 2 1

9 Educated 有 教 育 5 4 3 2 1

10 Fair 處事 公 正 5 4 3 2 1

11 Forceful 堅 強 有 力 5 4 3 2 1

12 Generous 慷 慨 相 助 5 4 3 2 1

13 Goal-oriented 目 標 導 向 5 4 3 2 1

14 Honest待 人 誠 實 5 4 3 2 1

15 Humanitarian
有 人 道精 神

5 4 3 2 1

16 Kind 待 人 親切 5 4 3 2 1

17 Know your industry認識
您的行業

5 4 3 2 1

18 Likable 和 藹可 親 5 4 3 2 1

19 Professional knowledge
專業知識

5 4 3 2 1

20 Responsible 認 真 負 責 5 4 3 2 1

21 Strong convictions
信 念 堅 定

5 4 3 2 1

22 Strong culture sensitivity
文化觸覺

5 4 3 2 1

23 Sympathetic 富 有 同 情 心 5 4 3 2 1

24 Trustworthy 值 得 信 賴 5 4 3 2 1

25 Wants peace 以 和 為 貴 5 4 3 2 1
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Part II 乙部
Socio-Demographic Data 個人資料

Instruction: Please put a “” in the appropriate box and fill in necessary information when applicable.
指示：請在適合的空格內加""，並在適用的地方填上有關資料。

Question 1. Gender
問題一：性別
Male 男  Female女

Question 2. Age
問題二：年齡
24 or below (24 歲或以下) 25 - 34 35-44
45 - 54 55 - 64 65 or above (65 歲或以上)

Question 3. Marital status
問題三：婚姻狀況
Single單身 Married巳婚

Question 4. What is your country of origin? (Note: If you are local Chinese, just skip this question.)
問題四：你原自哪個國家？（ 假 如 您 是 本 地 人 ， 請跳往問 題６ ）
___________________________________________________________

Question 5: What is your present nationality? (Note: If you are local Chinese, just skip this question.)
問題五：你現時的國藉是甚麽？（ 假 如 您 是 本 地 人 ， 請跳往問 題６ ）
___________________________________________________________

Question 6. Do you speak any Chinese languages (e.g. Cantonese, Mandarin)? Please specify what Chinese
dialect(s) do you speak and indicate your level of proficiency.
問題六：你會說某種中國語言嗎(如廣東話，國語)？請註明你會說的中國方言並指出熟練程度。

Type of dialect
中國方言類別

Know a little
懂少許

Average
一般

Fluent
流利

1. _____________________________   

2. _____________________________   

3. _____________________________   

Question 7. What is your level of education?
問題七：你的教育程度是甚麼？
 Primary school 小學程度  Secondary School 中學程度
 Tertiary institution or University 高等學院或大學  Post-graduate 深造學位

Question 8. Do you have any hotel working experience outside Mainland China?
問題八：你有沒有在中國大陸以外的酒店工作經驗？
 Yes 有  No沒有
If the answer is “Yes”, how many years?
如有，共多少年？
______________________Year(s) 年

Question 9. How many year(s) have you been working in the hotel industry in the Mianland China?
問題九：你在 中國大陸酒店业 工作多 少 年 ？
______________________Year(s) 年

Question 10. What is your current job position?
問題十：你現時的工作職位是：

_______________________________________________

Question 11. How long have you been working in the current job position?
問題十一：你在現時的職位工作了多久？

_______________________________________________
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Question 12 In which hotel are you currently working?
問題十二：現 在 您 在 哪 間 酒店 工 作 呢 ？
Name of hotel酒店 名 稱 ______________________________________________________

- End - 問卷完 -
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Appendix VIII: Questionnaire for local and expatriate hotel managers

Leadership Perception Survey
領導才能認知調查

The Hong Kong Polytechnic University
School of Hotel and Tourism Management

2004
香港理工大學

酒店及旅遊業管理學院
二零零四年

This survey is designed to measure leadership perceptions among employees in hotel industry in
China. The following questionnaire is part of the survey. All information given in this questionnaire
will be kept strictly confidential. We thank you for your co-operation.
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此調查是用以衡量中國酒店業的員工對領導才能的認知。以下問卷是此調查的其中一部份。所有
問卷資料絕對保密。謝謝合作。
Part I 甲部
Instructions: As a supervisory/managerial staff in your hotel, what attributes do you think an ideal leader should
have? Circle the score 1 to 5 in each of the following attributes to describe HOW WELL IT FITS your ideal leader.
指示：作 為 酒店 的 監 察 ／ 管 理 人 員 ， 您 認 為 一位 理 想 的 領導人員應具備的 麽什 素 质 ？ 以 至作 評分， 請圈
出代 表 您 理 想 的 領導人員的分 數 。

非常 合 適
Fits my

ideal very
well

合 適
Fits my

ideal
一 般

Neutral

不 合 適
Does not

really fit my
ideal

非常 不 合 適
Does not fit
my ideal at

all
1 Aggressive 有 進 取 心 5 4 3 2 1

2 Benevolent 樂 善 好 施 5 4 3 2 1

3 Caring 關心 他 人 5 4 3 2 1

4 Concerned 關心 他 人 5 4 3 2 1

5 Customer-oriented
服務意識強

5 4 3 2 1

6 Decisive處事 果 斷 5 4 3 2 1

7 Determined 有 決 心 5 4 3 2 1

8 Disciplined 有 紀 律 性 5 4 3 2 1

9 Educated 有 教 育 5 4 3 2 1

10 Fair 處事 公 正 5 4 3 2 1

11 Forceful 堅 強 有 力 5 4 3 2 1

12 Generous 慷 慨 相 助 5 4 3 2 1

13 Goal-oriented 目 標 導 向 5 4 3 2 1

14 Honest待 人 誠 實 5 4 3 2 1

15 Humanitarian
有 人 道精 神

5 4 3 2 1

16 Kind 待 人 親切 5 4 3 2 1

17 Know your industry認識
您的行業

5 4 3 2 1

18 Likable 和 藹可 親 5 4 3 2 1

19 Professional knowledge
專業知識

5 4 3 2 1

20 Responsible 認 真 負 責 5 4 3 2 1

21 Strong convictions
信 念 堅 定

5 4 3 2 1

22 Strong culture sensitivity

文化觸覺
5 4 3 2 1

23 Sympathetic 富 有 同 情 心 5 4 3 2 1

24 Trustworthy 值 得 信 賴 5 4 3 2 1

25 Wants peace 以 和 為 貴 5 4 3 2 1
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Part II 乙部
Socio-Demographic Data 個人資料

Instruction: Please put a “” in the appropriate box and fill in necessary information when applicable.
指示：請在適合的空格內加""，並在適用的地方填上有關資料。

Question 1. Gender
問題一：性別
Male 男  Female女

Question 2. Age
問題二：年齡
24 or below (24 歲或以下) 25 - 34 35-44
45 - 54 55 - 64 65 or above (65 歲或以上)

Question 3. Marital status
問題三：婚姻狀況
Single單身 Married巳婚

Question 4. What is your country of origin? (Note: If you are local Chinese, just skip this question.)
問題四：你原自哪個國家？（ 假 如 您 是 本 地 人 ， 請跳往問 題６ ）
___________________________________________________________

Question 5: What is your present nationality? (Note: If you are local Chinese, just skip this question.)
問題五：你現時的國藉是甚麽？（ 假 如 您 是 本 地 人 ， 請跳往問 題６ ）
___________________________________________________________

Question 6. Do you speak any Chinese languages (e.g. Cantonese, Mandarin)? Please specify what Chinese
dialect(s) do you speak and indicate your level of proficiency.
問題六：你會說某種中國語言嗎(如廣東話，國語)？請註明你會說的中國方言並指出熟練程度。

Type of dialect
中國方言類別

Know a little
懂少許

Average
一般

Fluent
流利

1. _____________________________   

2. _____________________________   

3. _____________________________   

Question 7. What is your level of education?
問題七：你的教育程度是甚麼？
 Primary school 小學程度  Secondary School 中學程度
 Tertiary institution or University 高等學院或大學  Post-graduate 深造學位

Question 8. Do you have any hotel working experience outside Mainland China?
問題八：你有沒有在中國大陸以外的酒店工作經驗？
 Yes 有  No沒有
If the answer is “Yes”, how many years?
如有，共多少年？
______________________Year(s) 年

Question 9. How many year(s) have you been working in the hotel industry in the Mianland China?
問題九：你在 中國大陸酒店业 工作多 少 年 ？
______________________Year(s) 年

Question 10. What is your current job position?
問題十：你現時的工作職位是：

_______________________________________________

Question 11. How long have you been working in the current job position?
問題十一：你在現時的職位工作了多久？

_______________________________________________
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Question 12 In which hotel are you currently working?
問題十二：現 在 您 在 哪 間 酒店 工 作 呢 ？

Name of hotel 酒店 名 稱
______________________________________________________

- End - 問卷完 -
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Appendix IX: Questionnaire for the telecommunications

subordinates

Leadership Perception Survey
領導才能認知調查

The Hong Kong Polytechnic University
School of Hotel and Tourism Management

2004
香港理工大學

酒店及旅遊業管理學院
二零零四年
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This survey is designed to measure leadership perceptions among employees in
telecommunications industry in China. The following questionnaire is part of the
survey. All information given in this questionnaire will be kept strictly confidential. We thank
you for your co-operation.

此調查是用以衡量中國電訊行業的員工對領導才能的認知。以下問卷是此調查的其中一部份。
所有問卷資料絕對保密。謝謝合作。
Part I 甲部
Instructions: As a general staff in your telecommunications company, what attributes do you think an ideal
immediate supervisor/boss should have? Circle the score 1 to 5 in each of the following attributes to describe
HOW WELL IT FITS your ideal boss.
指示：作 為 電訊 公 司 的 基 層 人 員 ， 您 認 為 一位 理 想 的 領 導 人 員 直屬上司)應具備的什 麼 素 质 ？ 以 至

作 評分， 請圈出代 表 您 理 想 的 領 導 人 員 (直屬上司)的分 數 。

非常 合 適
Fits my

ideal very
well

合 適
Fits my

ideal
一 般

Neutral

不 合 適
Does not

really fit my
ideal

非常 不 合 適
Does not fit
my ideal at

all
1 Aggressive 有 進 取 心 5 4 3 2 1

2 Benevolent 樂 善 好 施 5 4 3 2 1

3 Caring 關心 他 人 5 4 3 2 1

4 Concerned 關心 他 人 5 4 3 2 1

5 Customer-oriented
服務意識強

5 4 3 2 1

6 Decisive處事 果 斷 5 4 3 2 1

7 Determined 有 決 心 5 4 3 2 1

8 Disciplined 有 紀 律 性 5 4 3 2 1

9 Educated 有 教 育 5 4 3 2 1

10 Fair 處事 公 正 5 4 3 2 1

11 Forceful 堅 強 有 力 5 4 3 2 1

12 Generous 慷 慨 相 助 5 4 3 2 1

13 Goal-oriented 目 標 導 向 5 4 3 2 1

14 Honest待 人 誠 實 5 4 3 2 1

15 Humanitarian
有 人 道精 神

5 4 3 2 1

16 Kind 待 人 親切 5 4 3 2 1

17 Know your industry認識
您的行業

5 4 3 2 1

18 Likable 和 藹可 親 5 4 3 2 1

19 Professional knowledge
專業知識

5 4 3 2 1

20 Responsible 認 真 負 責 5 4 3 2 1

21 Strong convictions
信 念 堅 定

5 4 3 2 1

22 Strong culture sensitivity

文化觸覺
5 4 3 2 1

23 Sympathetic 富 有 同 情 心 5 4 3 2 1

24 Trustworthy 值 得 信 賴 5 4 3 2 1

25 Wants peace 以 和 為 貴 5 4 3 2 1
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Part II 乙部

Socio-Demographic Data 個人資料

Instruction: Please put a “” in the appropriate box and fill in necessary information when applicable.
指示：請在適合的空格內加""，並在適用的地方填上有關資料。

Question 1. Gender
問題一：性別

Male 男  Female女

Question 2. Age

問題二：年齡

24 or below (24 歲或以下) 25 - 34 35-44

45 - 54 55 - 64 65 or above (65 歲或以上)

Question 3. Marital status

問題三：婚姻狀況

Single單身 Married巳婚

Question 4. What is your country of origin? (Note: If you are local Chinese, just skip this question.)

問題四：你原自哪個國家？（ 假 如 您 是 本 地 人 ， 請跳往問 題６ ）

___________________________________________________________

Question 5: What is your present nationality? (Note: If you are local Chinese, just skip this question.)

問題五：你現時的國藉是甚麽？（ 假 如 您 是 本 地 人 ， 請跳往問 題６ ）

___________________________________________________________

Question 6. Do you speak any Chinese languages (e.g. Cantonese, Mandarin)? Please specify what Chinese
dialect(s) do you speak and indicate your level of proficiency.
問題六：你會說某種中國語言嗎(如廣東話，國語)？請註明你會說的中國方言並指出熟練程度。

Type of dialect
中國方言類別

Know a little
懂少許

Average
一般

Fluent
流利

1. _____________________________   

2. _____________________________   

3. _____________________________   

Question 7. What is your level of education?

問題七：你的教育程度是甚麼？

 Primary school 小學程度  Secondary School 中學程度

 Tertiary institution or University 高等學院或大學  Post-graduate 深造學位

Question 8. Do you have any work experience in the telecommunications industry outside the Mainland China?

問題八：你有沒有在中國大陸以外的電訊行业工作的經驗？

 Yes 有  No沒有

If the answer is “Yes”, how many years?
如有，共多少年？

______________________Year(s) 年

Question 9. How many year(s) have you been working in the telecommunications industry in the Mianland
China?

問題九：你在 中國大陸電訊行业工作多 少 年 ？

______________________Year(s) 年

Question 10. What is your current job position?

問題十：你現時的工作職位是：

_______________________________________________

Question 11. How long have you been working in the current job position?

問題十一：你在現時的職位工作了多久？

_______________________________________________
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Question 12 In which telecommunications company are you currently working?

問題十二：現 在 您 在 哪 間 電訊 公 司 工 作 呢 ？

Name of telecommunications company 電訊 公 司 名 稱
______________________________________________________

- End - 問卷完 -



240

Appendix X: Questionnaire for telecommunications managers

Leadership Perception Survey

領導才能認知調查

The Hong Kong Polytechnic University
School of Hotel and Tourism Management

2004
香港理工大學

酒店及旅遊業管理學院

二零零四年
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This survey is designed to measure leadership perceptions among employees in
telecommunications industry in China. The following questionnaire is part of the survey. All
information given in this questionnaire will be kept strictly confidential. We thank you for your co-
operation.

此調查是用以衡量中國電訊行業的員工對領導才能的認知。以下問卷是此調查的其中一部份。所有問
卷資料絕對保密。謝謝合作。

Part I 甲部

Instructions: As a supervisory/managerial staff in your telecommunications company, what attributes do you think
an ideal leader should have? Circle the score 1 to 5 in each of the following attributes to describe HOW WELL IT
FITS your ideal leader.
指示：作 為 電訊 公 司 的 監 察 ／ 管 理 人 員 ， 您 認 為 一位 理 想 的 領導人員應具備的 麽什 素 质 ？ 以 至作 評
分， 請圈出代 表 您 理 想 的 領導人員的分 數 。

非常 合 適
Fits my ideal

very well

合 適
Fits my

ideal
一 般

Neutral

不 合 適
Does not
really fit
my ideal

非常 不 合 適
Does not fit
my ideal at

all
1 Aggressive 有 進 取 心 5 4 3 2 1

2 Benevolent 樂 善 好 施 5 4 3 2 1

3 Caring 關心 他 人 5 4 3 2 1

4 Concerned 關心 他 人 5 4 3 2 1

5 Customer oriented
服務意識強

5 4 3 2 1

6 Decisive處事 果 斷 5 4 3 2 1

7 Determined 有 決 心 5 4 3 2 1

8 Disciplined 有 紀 律 性 5 4 3 2 1

9 Educated 有 教 育 5 4 3 2 1

10 Fair 處事 公 正 5 4 3 2 1

11 Forceful 堅 強 有 力 5 4 3 2 1

12 Generous 慷 慨 相 助 5 4 3 2 1

13 Goal-oriented 目 標 導 向 5 4 3 2 1

14 Honest待 人 誠 實 5 4 3 2 1

15 Humanitarian
有 人 道精 神

5 4 3 2 1

16 Kind 待 人 親切 5 4 3 2 1

17 Know your industry認識您的
行業

5 4 3 2 1

18 Likable 和 藹可 親 5 4 3 2 1

19 Professional knowledge 專業
知識

5 4 3 2 1

20 Responsible 認 真 負 責 5 4 3 2 1

21 Strong convictions
信 念 堅 定

5 4 3 2 1

22 Strong culture sensitivity
文化觸覺

5 4 3 2 1

23 Sympathetic 富 有 同 情 心 5 4 3 2 1

24 Trustworthy 值 得 信 賴 5 4 3 2 1

25 Wants peace 以 和 為 貴 5 4 3 2 1
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Part II 乙部

Socio-Demographic Data 個人資料
Instruction: Please put a “” in the appropriate box and fill in necessary information when applicable.

指示：請在適合的空格內加""，並在適用的地方填上有關資料。

Question 1. Gender

問題一：性別

Male 男  Female女

Question 2. Age
問題二：年齡

24 or below (24 歲或以下) 25 - 34 35-44

45 – 54 55 - 64 65 or above (65 歲或以上)

Question 3. Marital status

問題三：婚姻狀況

Single單身 Married巳婚

Question 4. What is your country of origin? (Note: If you are local Chinese, just skip this question.)

問題四：你原自哪個國家？（ 假 如 您 是 本 地 人 ， 請跳往問 題６ ）

___________________________________________________________

Question 5: What is your present nationality? (Note: If you are local Chinese, just skip this question.)

問題五：你現時的國藉是甚麽？（ 假 如 您 是 本 地 人 ， 請跳往問 題６ ）

___________________________________________________________

Question 6. Do you speak any Chinese languages (e.g. Cantonese, Mandarin)? Please specify what Chinese
dialect(s) do you speak and indicate your level of proficiency.
問題六：你會說某種中國語言嗎(如廣東話，國語)？請註明你會說的中國方言並指出熟練程度。

Type of dialect

中國方言類別

Know a little

懂少許

Average

一般

Fluent

流利

1. _____________________________   

2. _____________________________   

3. _____________________________   

Question 7. What is your level of education?

問題七：你的教育程度是甚麼？

 Primary school 小學程度  Secondary School 中學程度

 Tertiary institution or University 高等學院或大學  Post-graduate 深造學位

Question 8. Do you have any work experience in the telecommunications industry outside the Mainland China?

問題八：你有沒有在中國大陸以外的電訊行业工作的經驗？

 Yes 有  No沒有

If the answer is “Yes”, how many years?
如有，共多少年？

______________________Year(s) 年

Question 9. How many year(s) have you been working in the telecommunications industry in the Mianland
China?

問題九：你在 中國大陸電訊行业工作多 少 年 ？

______________________Year(s) 年

Question 10. What is your current job position?

問題十：你現時的工作職位是：

_______________________________________________

Question 11. How long have you been working in the current job position?

問題十一：你在現時的職位工作了多久？

_______________________________________________
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Question 12 In which telecommunications company are you currently working?

問題十二：現 在 您 在 哪 間 電訊 公 司 工 作 呢 ？

Name of telecommunications company 電訊 公 司 名 稱
______________________________________________________

- End - 問卷完 -

:
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Appendix XI: Anecdotal Information of the Researcher’s

Leadership Training Experience

Example one:

When I talked to a group of Korean hospitality students, I have to learn a

simple greeting in the Korean language and behaviour in order to communicate with

them more effectively. Then I read some books relating to the leadership in the

Korean setting. As I mentioned to my students in class that I knew certain Korean

characters with leadership, they seemed to admire my understanding within their

culture and showed me their respect and paid full attention to my class. For example,

there is one popular book that tells the story of how a Korean ginseng dealer made

his successful business in moral and ethnical ways (Shang Tao, or the Tao of

Business). This ‘integrity’ dimension in human relations could be discussed and

applied to leadership practice in the hospitality industry. In addition, this book draws

on many concepts from Chinese philosophers. I shared my view with the Korean

students that Chinese and Korean have many ways of thinking in common. we were

able to build a closer relationship even within a short period of time in the classroom

setting.
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Example two:

As I carried out my leadership training for participants from mainland China,

they frequently mentioned some of the early prominent political figures who built the

modern Peoples’ Republic of China, as their favoured leaders. Examples include

Mao Zedong, Zhou Enlai, and Deng Xiaping. It is so natural because most of them

are from state-owned hotels where Communist/socialist values are important. In fact,

I read a lot about the stories regarding these figures, I could therefore share my view

with them concerning how one can learn leadership lessons from these figures. For

example, Mao is frequently quoted as someone who could select the right person for

the right job, such as Zhou Enlai as one of his Cabinet members (see Follow Mao

Zedong for Leadership by Liu & Lu, 2001). To a certain extent, this is like fitting the

Yin to the Yang; finding someone to supplement your weakness. Participants were

amazed by my wide knowledge in Chinese traditional culture and modern Chinese

history, particularly as being someone from Hong Kong and educated in the West.

We could communicate more effectively in ‘their language.’We could then discuss

lessons learned from these leaders for a hotel leader/manager. They agreed that they

could learn lessons from Mao for “using the right person for the right job,” Or

alternatively, learning from Deng, as a reformer for the opening of China. To manage

change in hotel, i.e., reforming state-owned hotels run by “red cadre” towards

separate ownership and management. The road towards hotel management by

professional managers rather than Party Secretary (a political position to make

monitor and uphold Communist Party policy and values were expressed by

participants as being the structural constraints for reform in state-owned hotels.

However, this is a sensitive issue to talk about in China whereby the

trainer/researcher must be careful to know how far he could go and when to stop.
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To the Western reader, it may be strange to perceive that “patriotism” might

be an attribute for a hotel leader (see Wong, 2000), this is actually outlined in one of

the books written by a 4-star hotel deputy general manager as an important “moral

character” for a hotel leader.
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