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Abstract

Previous research on cross-cultural leadership has examined the effects of leadership-society congruence without
explaining how positive outcomes might result when there is a fit between leadership and societal culture, and
via which mechanisms the effects of such congruence are transmitted. We fill this gap by developing a culturally
contingency model of leader-society value congruence effects. First, we provide an account of the mechanisms
that help understand the relationships between leader-society value congruence and outcomes. Next, we develop
propositions to suggest how differences in societal values provide bases for predicting the strength of these
mediating mechanisms.
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1. Introduction

Cross-cultural leadership research has long recognized that managerial processes and leadership styles are
expected to be differentially effective depending on congruency with the societies’ culture (Dorfman, Javidan,
Hanges, Dastmalchian, & House, 2012; Elenkov, 1998; Hofstede, 2001; Javidan, Dorfman, de Luque, & House,
2006; House, Wright, & Aditya, 1997; Pasa, Kabasakal, & Bodur, 2001; Robert, Probst, Martocchio, Drasgow, &
Lawler, 2000; Schuler & Rogovsky, 1998). As such, behavior that is reflective of collective values will be more
acceptable and effective than behavior that represents conflicting values. More specifically, it has been argued
that the congruency between leadership behaviors and the societal norms and expectations is an important
determinant of the leadership success (Dorfman, Sully de Luque, Hanges, & Javidan, 2010). Together, these
studies suggest that leadership factors that are consistent with societies’ norms and expectations tend to be
evaluated favorably.

Although numerous studies have examined relationships between leadership-society congruence, the major focus
of these studies, however, has been on evaluating the degree of practice-culture fit and its outcomes without
explaining how these relationships are produced. Thus, little is known about how positive outcomes might result
when there is a fit between leadership and societal culture, and via which mechanisms the effects of such
congruence are transmitted. There are a few attempts to explain the leadership-society congruity effects, but they
are scattered and incomplete (e.g., Byrne, 1971; Hofstede, 1980; Kluckhohn, 1951; Thomas & Ravlin, 1995;
Thomas & Toyne, 1995). Nonetheless, a closer look at this body of work reveals that various mechanisms, i.e.,
interpersonal attraction, predictability, and interpersonal communication (Edwards & Cable, 2009; Meglino &
Ravlin, 1998) that provide the basis for understanding the relationships that link value congruence to outcomes
might also account for the effects of leader-society congruence. This suggests that the focus of cross-cultural
leadership research need not be limited to practice-culture fit, because followers who are subject to managerial
processes and leadership behaviors are affected more by what they sense than by what they see and hear (Fu,
Tsui, Liu, & Li, 2010). In fact, the degree of congruence between the culturally determined values of followers
and their leader’s values may be significantly related to the follower positive work outcomes. The studies by
Jung and Avolio (2000) and Meglino, Ravlin, and Adkins (1989) reveal that value congruence between followers
and their leaders positively influence follower outcomes, such as satisfaction and commitment. Thus, the models
that assess leader—society value congruence along certain cultural dimensions, may be even more useful in
understanding and explaining the relationships between leadership-culture fit and follower reactions in different
national settings.
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In this article, we draw on the concept of value congruence to provide explanations of leader-society value
congruence effects. Building on the existing literature, we assert that the congruence between the leader’s and
societal values, or in other words the culturally determined values of followers, is crucial for leadership success.
Next, we spell out a cultural contingency perspective to suggest that the strength of the processes that mediate
the linkage between leader-society value congruence and outcomes is not acontextual, rather it varies according
to the differences in societies’ values. We draw on the existing literature to provide insights into a theoretical
rationale for the variance of these relationships and argue that the strength of processes by which
leadership-culture congruence leads to outcomes tends to be relatively inconsistent across cultures.

The present study attempts to extend the cross-cultural leadership literature in several ways. The study
underscores the importance of addressing the issue of leadership-culture congruity from the perspective of values,
and brings in the concept of value congruence to provide a conceptual clarification of how the effects of
leader-society value congruence tend to manifest via their impact on certain mediating constructs. Theoretically,
our framework takes the cross-cultural leadership literature a step forward, given that there have been negligible
attempts to clarify the processes that potentially transmit the effects of leader-society congruence on outcomes,
and little attention has been paid to explain whether the strength of these mechanisms is static, or varies
according to the cultural profile of a particular society. Our conceptual framework gives a more sophisticated
view of the interaction effects of societal level values and mediating mechanisms to predict how positively the
leader-society value congruence will be related to communication between leader and followers, the degree of
leader predictability, and the degree of leader attraction in different cultural settings.

2. A Value Congruence Perspective of the Culturally Congruent Leadership

A substantial volume of cross-cultural leadership and management research has underscored the importance of
congruence between leadership factors and the societal norms and values (House et al., 1997; Javidan & House,
2001; Newman & Nollen, 1996; Pillai, Scandura, & Williams, 1999). This body of research, however, has not
conceptually clarified the issue of how leader-society congruence affects leadership success within and across
cultures. Addressing the issue of congruity from the perspective of values may extend our understanding of the
underlying processes that potentially transmit the effects of congruence between leadership and societal culture,
and it may help explain whether the strength of these mechanisms is invariant, or is subject to the values
associated with a national society.

The above is important for the following reasons: firstly, for leaders to leverage the positive effects of their
leadership, followers expect them to hold values and play leadership roles that are consistent with the societies’
values in which they are embedded. Conversely, followers will respond negatively when the leader engages in
behavior, but holds values that are different from expected, i.e., the values followers expect leaders to hold do
not reflect the prevalent societal norms (Fu et al., 2010; Parsons & Shils, 1951). The less congruence followers
perceive between their own and the leader’s cultural values, the less they will have positive outcomes at the
workplace (e.g., Adler, 1997). Referring to implementation of self-management related changes in a
cross-cultural setting, Kirkman and Shapiro (1997) assert that change targets resist change initiatives if they
perceive less congruence between their own values and those of the change managers.

Secondly, it is argued that the salience of attributes change over time as people interact with each other. That is,
attributes that can be readily and easily detected become less important in tying people together, because people
gradually shift their focus on underlying attributes, such as values when they engage in close interactions (e.g.
Jackson, 1996). For followers, leadership behaviors rather than leaders’ cultural values may be subject to initial
categorization, because behavioral discrepancy or similarity can more readily be detected than inconsistency or
congruence in cultural value orientations. However, employees have keen observation skills to detect the
differences in values, and are affected more by what they sense than by what they see and hear (Fu et al., 2010).
Erez and Earley (1993) contend that cultural background becomes the major source of identity for employees to
come together when differences arise between team members. According to many past studies, value congruence
indicates a harmonious relationship between leader and subordinate and should therefore result in greater
satisfaction over time and a desire to continue the relationship (Meglino et al., 1989; Posner, 1992). This
suggests that leader-society value congruence will have more lasting and positive effects on employee outcomes
and vice versa for discrepancy in values.

Thirdly, producing behaviors according to role expectations and situational demands in another culture is
something unusual, and training behavioral adaptation tends to be challenging. This may lead to managerial
behaviors that are likely to be seen as unnatural by followers, and they may attribute such efforts to insincere
motives (Thomas & Ravlin, 1995), and may respond negatively to such behaviors. Finally, leaders who attempt
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to produce culturally correspondent behaviors may pay a heavy psychological toll in the form of identity conflict
if their individual values are inconsistent with the behavioral demands of the society’s values in which they
operate (Molinsky, 2007).

The congruity between the values held by leaders and the values prevalent in a society is important for the reason
that societies vary in their emphasis on different values. For instance, the pursuit of power values is likely to be
more acceptable in cultures characterized by high power distance, while pursuit of these values is less likely to
be viewed favorably in societies where egalitarian values are emphasized (Schwartz, 1999). Likewise,
self-enhancement and self-achievement are socially legitimate values in individualist and masculine cultures, but
pursuit of such values may not be tied to moral standards in collectivist and feminine societies (e.g., Chatterjee &
Hambrick, 2007; Hofstede, 1980). The individuals who are subject to leadership will be sensitive to the
leader-society value congruence, because values held by members of a society are partly a social phenomenon
and as such the value systems they hold are likely to be reflective of the larger society (Hanges, Lord, & Dickson,
2000). There is a high level consensus in cross-cultural literature (Hofstede, 1980; Javidan & House, 2001;
Schwartz & Bardi, 2001) that societal culture influences perceptions and values of societal members, and a set of
core cultural values, such as egalitarianism or power distance, collectivism or individual autonomy, and
assertiveness or femininity is deeply internalized in societal members through different means of socialization.

In this backdrop it is expected that when there is congruity between leader and society’s values, it will lead to
perceptions of similarity by followers and they will be attracted towards such leader (Byrne, 1971). Such value
congruence will help followers to predict behaviors of their managers leading to clear role expectations
(Kluckhohn, 1951). Further, alignment between a leader’s values and the culturally determined values of his/her
followers may lead to commonality in the ways they respond to and interpret events (Hofstede, 1980), which is
likely to improve the leader-follower communication interaction. This suggests that value congruence
mechanisms, i.e., interpersonal attraction, predictability and interpersonal communication (Edwards & Cable,
2009; Melingo & Ravlin, 1998; Meglino et al., 1989) provide strong theoretical explanations for how or why
leader-society value fit impacts leadership effectiveness, or in other words follower positive work outcomes. We
next briefly introduce these mediating mechanisms and their potential influence on employee outcomes.

2.1 Communication

Value congruence is asserted to promote interpersonal communication, which refers to the extent members of an
organization openly exchange information with each other using formal and informal means of interaction
(Goldhaber, Porter, Yates, & Lesniak, 1978). The underlying rationale is that people with congruent values tend
to describe, classify, and interpret events by virtue of a shared frame of reference (Erdogan, Kraimer, & Liden,
2004; Meglino & Ravlin, 1998). This common frame helps smooth flow of information among members and
mitigates any chances of misunderstandings by increasing the accuracy and easiness of interpersonal
communication (Meglino et al., 1989). In their study on value diversity, Jehn, Northcraft, and Neale (1999) noted
that employees feel a reduced readiness to exchange information with members with whom they have a
perceived value difference. In a cross cultural environment, it has been found that value diversity decreases
social integration (Kirchmeyer & Cohen, 1992), and employees experience more communication problems with
change managers with different value emphasis than those with whom employees share values (e.g., Zaltman &
Duncan, 1977). Enhanced interpersonal communication has also been found to have strong effects on employee
outcomes. For instance, Edwards and Cable (2009) reported a positive relationship between communication and
employee job satisfaction and organizational identification.

2.2 Predictability

Value congruence is argued to increase predictability, which enables people to predict how others will act or
behave (Meglino & Ravlin 1998; Schein, 1990). Predictability in interpersonal interactions promotes mutual
understanding and decreases role conflict and ambiguity. As a result, people with congruent values tend to more
efficiently coordinate their actions, and in interpersonal relationships they are likely to have higher levels of
satisfaction (Fisher & Gitelson, 1983; Smith, Sims, O’Bannon, & Scully, 1994).

2.3 Attraction

Interpersonal attraction refers to an affective evaluation of another person (Berscheid, 1985; Byrne, 1971;
Montoya & Horton, 2004). Previous studies report that individuals are attracted to and feel comfortable with
people who are similar to themselves (Byrne, 1971; Ruef, Aldrich, & Carter, 2003). It has been observed that
aside from various cognitive and demographic characteristics, shared values also lead members to be more
attractive to each other (Riordan, 2000). Thus, interaction with people having congruent values will be
pleasurable and conducive to mutual liking and will result in more positive outcomes, such as job satisfaction
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and organizational identification (Edwards & Cable, 2009).
3. Cultural Differences and the Strength of Mechanisms

Although the above mechanisms offer an important theoretical logic to the understanding of relationships
between leader-society value congruence and outcomes, how efficacious these processes are in influencing
positive outcomes in different national societies is yet to be delineated. A more sophisticated view of such
influence should focus on how different cultural dimensions moderate the strength of various congruence
mechanisms differently. In going through the above mechanisms, one can say that not all mechanisms are
uniformly salient in all cultures, rather the strength of different mechanisms vary for different cultural settings.
For example, in a culture characterized by individualistic values, leader-society value congruence is less likely to
be a source of ‘interpersonal attraction’ for subordinates, while in a culture where collectivist values are
prevalent, leader-society value similarity will engender more follower liking for a leader, and thus, attraction
mechanism in such cultures will be more salient in mediating the influence of leader-society value congruence
on follower outcomes. To address this gap in the literature, we specify a cultural contingency perspective to
argue that differences in societies’ values provide bases for predicting the strength of mediating mechanisms that
potentially transmit the effects of leader-society value congruence on employee work outcomes.
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Figure 1. Conceptual framework

Figure 1 displays a hypothesized model of the relationships between leader-society value congruence, societal
level culture, and mediating mechanisms. It suggests that societal values moderate the strength of mechanisms
that link leadership-society value alignment with work outcomes. Hofstede’s (1980) four -cultural
dimensions-collectivism-individualism, power distance, uncertainty avoidance, and masculinity-femininity-serve
as the backdrop for understanding the leader-society value congruence effects in the context of societal culture.

3.1 Collectivism-Individualism
3.1.1 Communication

Previous studies suggest that actors experience enhanced willingness to share important information with
individuals perceived as similar, and they are less inclined to engage in open sharing of information with those
perceived as out-group members (Larkey, 1996). It has further been suggested that cultural differences between
group members lead to breakdown in communication (Thomas, 1999), which is expected to be more apparent in
collectivist cultures where group categorization is high, and people displaying cultural similarity and variability
are considered as in-group and out-group members (Triandis, 1995). The above is supported by past studies that
contend that employees with a low degree of group perspective are less wary about sharing information or
material while working in teams, whereas employees with a salient group orientation closely interact and keep
exchanging materials and information when they work as part of a team (Kirkman & Shapiro, 1997; Rafferty &
Tapsell, 2001). This suggests that leader-society value similarity may account for a positive impact on
communicative interaction between leaders and followers.

In contrast, group membership is more volatile in individualist cultures where people tend to be less attentive to
any discrepancy between self and others. In social and organizational interactions, members of individualist
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societies may pay their entire attention to the task at hand and focus narrowly on cultural differences (e.g., Wang,
Fussel, & Setlock, 2009). Thus, a high degree of leader-society value congruence may not have a significant
impact on enhanced communication between leader and subordinates.

3.1.2 Predictability

People in collectivist cultures have a tendency to see their self from a holistic perspective and attach greater
importance to group over individual interests (Hofstede, 1980; 2001). Norms in such cultures reflect social
interdependence and mutual obligation among members, and individuals follow in-group guidelines for socially
acceptable behavior (Triandis, 1998; Ueno & Sekaran, 1992). Cultural characteristics of high interdependence
and mutual obligation warrant members of such societies to understand their roles and to do what is socially
correct and proper. Leaders are more likely to adopt a team oriented style; they tend to build consensus in
decision making, and emphasize interdependence rather than promoting or pursuing independent agendas (Chan
& Drasgow, 2001; Mead, 1993). Leaders may be aware of the social implications associated with deviant
behaviors and tend to follow the established norms while working towards organizational goals.

In individualist societies autonomy of a person is considered as more important than his/her obligations to the
in-group (Schwartz, 1999), which indicates that cultures characterized by individualist values allow ample
latitude in human behavior (Kale & Mclntyre, 1991). Organizations located in individualist societies are tolerant
of variance in behavior, meaning that individual members in such societies are treated as autonomous actors and
the freedom of thought and behavior on their part is encouraged (Sagiv & Lee, 2006). The above suggests that
collectivist values emphasize human behaviors that reflect low degrees of variance and greater stability and
conformity, while individualist values support distinctiveness and idiosyncrasy which promote behavior patterns
that tend to be less predictable (Doney, Cannon, & Mullen, 1998). Thus, high leader-society value congruence in
collectivist societies means that future actions and behaviors of such leaders would be predictable, while in
individualistic societies it will be less easy for followers to predict a leader's future behavior regardless of a high
cultural congruence on the part of such leader.

3.1.3 Attraction

In collectivist societies high group distinctions exist, which can be seen in greater social liking for in-group
members (Hogg, 2001) and mistrust towards out-group members (Fukuyama, 1995). Further, people in such
cultures are likely to make sharp emotional distinctions between in-group and out-group members (Earley, 1989)
and make a positive evaluation of the in-group members (Gomez, Kirkman, & Shapiro, 2000). Chen and Li’s
(2005) study revealed that individuals from collectivist cultures (Hong Kong) are more cooperative with
in-group members, while they have a lesser tendency to trust and cooperate with out-group members. Ellemers,
de Gilder, and Haslam (2004) argue that when employees perceive their managers as in-group members, they
expect the intentions and motives of such managers to be sincere. This suggests that in collectivist cultures, a
high leader-society value similarity would elicit an affective subordinate evaluation of leaders, because high
leader-society value congruence predisposes that the attributes of such leaders typify the characteristics seen as
prototypical of in-group members.

In individualistic cultures, in-group/out-group distinctions are not salient (Oyserman, Coon, & Kemmelmesier,
2002). The reason such categorization is not evident in individualist societies is that people in such cultures
accord high importance to personal interests over group affiliation (Gelfand, Bhawuk, Nishi, & Bechtold, 2004).
In fact, people with individualist tendencies carefully evaluate the pros and cons of every transaction and look
for the best deal they can get (Ting-Toomey, 1994; Triandis, 1995). This suggests that for employees embedded
in individualist cultures, the motivation to work with a leader seems to be governed by a transactional process of
employee effort in exchange for material gains (Walumbwa, Lawler, & Avolio, 2007). Employees in such
cultures tend to be happy so long as a leader offers them benefits proportionate to their individual performance,
no matter to what extent such leader’s values are congruent with the larger society. This leads us to conclude that
a manager who holds values that are compatible with societal values would emerge as a greater source of
attraction for followers in collectivist cultures than in societies characterized by individualist values.
Consequently, we suggest the following:

Pla. On average, the leader-society value congruence will be more positively related to communication between
leader and followers in a collectivist culture than in an individualist culture.

P1b. On average, the leader-society value congruence will be more positively related to the degree of leader
predictability in a collectivist culture than in an individualist culture.

Plc. On average, the leader-society value congruence will be more positively related to the degree of leader
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attraction in a collectivist culture than in an individualist culture.
3.2 Power Distance (PD)
3.2.1 Communication

The strong emphasis of high PD societies on vertical orientation leads to role diversity in organizational
hierarchy making superiors distant from followers, which restricts interpersonal communication between leaders
and employees (Roberts & O’Reilly, 1979). Kirkbridge, Tang, and Westwood (1991) argue that in vertical
societies people are very sensitive to the status of the other party in the exchange relationship, meaning that there
is a lesser degree of communication between incumbents of different hierarchical levels. Evidence from the
Indian cultural context suggests that in Indian organizations, role differentiation is an important determinant of
communication between junior and senior employees. In India, employees in subordinate positions are expected
to be aware of their own place in the hierarchy, and they strictly follow norms related to senior-junior
relationships when they need to approach their bosses (Zaidman & Brock, 2009). Jaeger (1986) contends that
team building is a less effective management initiative in such cultures, because members from different
hierarchical levels feel uncomfortable in interacting face-to-face in a group and engage in little communicative
interaction with each other.

Conversely, in low PD societies hierarchy is not the primary concern, which leads to physical proximity between
superiors and subordinates. Prior studies suggest that decreased hierarchical distance improves the quality of
communication between managers and employees (Chen & Bliese, 2002). Leaders in low PD cultures seek wide
participation in decision-making, and employees are eager to convey their ideas and opinions directly to their
managers (Elenkov, 1998). This supports a consultative leadership style with open and frank communication
between superiors and subordinates (Selmer & De Leon, 1996).

3.2.2 Predictability

In high PD societies, superiors take charge of the affairs, while those who occupy low ranks in the hierarchy are
in the position to obey. Superiors in such cultures wield high authority (Farh & Cheng, 2000), force action as
they deem fit, and at times keep information secret from subordinates (Spreitzer, Perttula, & Xin, 2005). The
leaders’ actions in such societies tend to be directed towards achieving personal interests through gaining control
over people and resources. This suggests high latitude for variability in leader behavior that provides
subordinates with little evidence that their leader’s future actions and behavior will be predictable.

In low PD cultures, employee-management relationships are built on the principles of cooperative negotiation
(Sagiv & Lee, 2006). Leaders enjoy little discretionary powers and take subordinates on board in making
decisions and setting goals. As a result, high leader-society value congruence in a low PD setting will facilitate
the followers’ ability to predict the leader behavior.

3.2.3 Attraction

Power distance norms appear to foster dependency-based relationships between superiors and subordinates,
whereby beliefs of power inequalities render subordinates to continue accepting their leaders’ perspective
(Bochner & Hesketh, 1994; Javidan et al., 2006). Chew and Putti (1995) contend that high PD values promote
duty-bound loyalties in relationships, and individuals who value hierarchy are less likely to develop feelings of
affective attachment to targets, and they stay in existing relationships because of the perceived social
appropriateness. Prior studies (Ryan & Deci, 2003) contend that practices such as submitting to authority tend to
involve poor psychological functions of supporting one’s well-being. However, related to such practices there are
norms which tend to force people to subjugate their own ideas to those of the people in authority. Thus, it is hard
to expect that followers in hierarchical cultures will develop an emotional or affective attachment to a leader who
strongly espouses high PD values.

Contrary to duty-bound loyalties in hierarchical societies, cooperation and mutual support form the basis of
relationships in low PD cultures. Norms in such cultures support participative decision making (Elenkov, 1998),
and leaders adopt goals and behaviors that promote equality, empowerment and employee well-being (e.g., Sagiv
& Lee, 2006). This suggests that managers and employees in egalitarian cultures will engage in a relationship
that is driven by an internal feeling of sincerity, which in turn will lead to a sense of mutual liking. The above
leads us to propose the following:

P2a. On average, the leader-society value congruence will be more positively related to communication between
leader and followers in a low PD culture than in a high PD culture.

P2b. On average, the leader-society value congruence will be more positively related to the degree of leader
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predictability in a low PD culture than in a high PD culture.

P2c. On average, the leader-society value congruence will be more positively related to leader attraction in a low
PD culture than in a high PD culture.

3.3 Uncertainty Avoidance (UA)
3.3.1 Communication

Societies that score high on uncertainty avoidance tend to establish detailed processes, procedures, and strategies,
leaving less room for flexibility (House et al., 2004). Individuals in such societies place greater value on tested
patterns of behavior that makes them more risk averse and less accustomed to innovative behavior (Hofstede,
2001). At the workplace, high proclivity for risk avoidance is reflected in too much reliance on task clarification.
The need for excessive task clarification makes it difficult to take initiatives that run counter to workplace norms
and normal organizational routines (e.g., Hofstede, 1984). Past research (Kets, de Vries, & Miller, 1986;
Hambrick & Brandon, 1988) indicates that managers of high UA cultures are comfortable with a more stable
environment, while managers from low UA cultures are averse to a conservative intra-organizational
environment. This suggests that managers in high UA cultures lack an innovative spirit, and they expect their
followers to focus on what is specified in their respective job descriptions (Mead, 1993). The strict emphasis on
formalized working may create an organizational environment that decreases motivation of both managers and
subordinates to engage in communicative interaction with each other.

In contrast, societal cultures that score low on uncertainty avoidance tend to prefer simple processes and broad
strategies, leaving room for flexibility and risk taking (House et al., 2004). Managers from low UA cultures
emphasize new initiatives (Hambrick & Brandon, 1988) and tend to expect from their subordinates flexibility to
changes and a proactive and entreprencurial behavior. This stimulates innovative thinking and exchange of
information leading to increased interpersonal communication between superiors and subordinates.

3.3.2 Predictability

In high UA societies, clear rules and norms guide behavioral patterns and social interactions (Hofstede, Hofstede,
& Minkov, 2010; Reisinger & Turner, 2003). That is, in such cultures a great importance is attached to
predictable behavior (Kale & Mclntyre, 1991), and variability in relationships is discouraged. Chew and Putti
(1995) support this view by providing evidence that individuals high on UA values prefer to build relationships
that are stable and enduring. Many past studies (Hambrick & Brandon, 1988; Laurent, 1983) investigate the
relationship of UA values and managerial preference for stability/risk avoidance and posit that managers from
high UA cultures have a high propensity for a stable and predictable organizational environment.

On the other hand, low UA societies place greater value on newness and change, and embrace difference of
opinions and a wide behavioral heterogeneity (Kale & Barnes, 1992). Individuals with a low UA orientation are
reported to form short-term and multiple commitments and tend to have less employment stability (Chew & Putti,
1995; Stewart, Barsoux, Kieser, Ganter, & Walgenbach, 1994). This leads us to infer that leader behavior in high
UA cultures will be more predictable, whereas followers in low UA cultures will find it difficult to predict leader
behavior regardless of a high cultural congruence on the part of such leader.

3.3.3 Attraction

In high UA cultures, people feel comfortable in environments that facilitate risk avoidance and limit fear of
ambiguity (Hodson & Sorrentino, 2001; Shuper, Sorrentino, Otsubo, Hodson, & Walker, 2004). In view of the
perceived security associated with preserving the current arrangements, organizational members in such cultures
tend to maintain existing relationships, value compromise and avoid conflict at the workplace. Smith’s (2004)
research shows that people in UA cultures adopt acquiescent response behaviors, which emphasize agreeableness
and modesty in interaction with others (Javeline, 1999). These dynamics may result in an employee’s attachment
to a leader or an organization whose goals and practices promote security expectations and mitigate the chances
of an unseen loss.

In contrast, people in low UA societies are more concerned about the outcome of a behavior than adherence to
the norms of wider societal approbation (Yan & Hunt, 2005). Conflict in such cultures is acceptable, and
individuals show no reluctance to swap relationships for potential beneficial outcomes (Doney et al., 1998). This
is why leader-subordinate relationships in low UA societies tend to be task-oriented and less durable, because
they are not guided by motives that lead to affective evaluation of targets. This suggests that followers will make
a positive evaluation of a leader who espouses high UA values; while there is no indication that a manager in low
UA cultures will elicit an affective feeling from followers merely on the basis of his/her value congruity with the
societal culture. Based on the above, we suggest the following:
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P3a. On average, the leader-society value congruence will be more positively related to communication between
leaders and followers in a low UA culture than in a high UA culture.

P3b. On average, the leader-society value congruence will be more positively related to the degree of leader
predictability in a high UA culture than in a low UA culture.

P3c. On average, the leader-society value congruence will be more positively related to the degree of leader
attraction in a high UA culture than in a low UA culture.

3.4 Masculinity-Femininity
3.4.1 Communication

In general, individuals in masculine societies are achievement-oriented and they pursue success in material gains
(Hofstede, 1980; Kale & Barnes, 1992). A success-oriented drive that typifies masculine cultures may render
individuals to adopt a self-centered approach and take a more proactive role in individual than group level
processes. It, thus, restricts interdependence through contingencies such as limited trust and communication.
Conversely, people embedded in feminine cultures tend to adopt a nurturant, participative and team-oriented
style, and express greater emotional sensitivity for others (Hofstede, 1998; Schuler & Rogovsky, 1998), which
tends to foster a strong feeling of a psychologically secure environment where individuals feel comfortable to
engage in open and frank communication. This implies that high leader-society value congruence will lead to
enhanced communication between leader and subordinates in feminine cultures, while in masculine societies it
will have no significant effect.

3.4.2 Predictability

In masculine societies, high performance and achievement are at the core of one’s preferences (Kale & Barnes,
1992), and people place less emphasis on maintaining social relationships (Hofstede, 1984). This supports
divergence of thought and action to a great extent, and thus, a high degree of behavioral discrepancies are
expected in such societies. Evidence from organizational context suggests that managers in masculine cultures
are likely to have a strong concern for results (Geletkanycz, 1997), and they tend to advocate change in the
status-quo if such an alteration is expected to yield benefits (Aldrich, 2006). In contrast, high importance is
ascribed to maintaining stable and friendly relationships in feminine societies (Hofstede, 1984; Lam, Lee, &
Mizerski, 2009). The focus of feminine cultures on nurturing and preserving the interpersonal ties may
encourage behavioral conformity, and restrict the chances of behavioral anomalies. This suggests that in
masculine societies, high leader-society value congruence may not make it easier for followers to predict the
future behavior of the leader, while in a feminine society it will be consistent with the notion of predictable
behavior.

3.4.3 Attraction

People in masculine societies tend to be less concerned about the needs and interests of others than their own
success and advancement. Earlier studies support this view by arguing that a masculine orientation is manifest in
transaction of efforts for extrinsic rewards (O’Reilly & Chatman, 1986), and people high on masculinity build
relationships based on calculative commitments (Randall, 1993). Thus, high leader-society value congruence
will not be a source of great attraction for followers in masculine societies because 1) subordinates’ interests may
not be at the heart of a prototypical leader, and 2) subordinates are more pragmatic (Rakos, 1991) about the costs
and benefits of social relationships; they tend to perceive a leader-follower relationship as attractive so far as
such a relationship has beneficial impact on their drive for extrinsic rewards.

In feminine societies, nurturance, modesty, and tenderness take precedence over a quest for acquiring material
things (Hofstede, 2001). Affective commitment rather than calculative assessment of benefits determine the basis
of relationships in such societies (Randall, 1993). Organizations in feminine societies place greater value on
employee welfare, and employees positively react to leadership and managerial processes that promote employee
well-being in both work and non-work domains (Jackson & Schuler, 1995). This is in line with earlier findings
that suggest that a high level of warmth linked to leadership is important in feminine societies, such as Norway
(Hetland & Sandal, 2003). Employees in feminine cultures are therefore expected to have a greater attraction to
leaders who display a high cultural congruence, because the intentions of such leaders are likely to be sincere
with regards to promoting the socio-emotional well-being of subordinates. Based on the above, we suggest the
following:

P4a. On average, the leader-society value congruence will be more positively related to communication between
leaders and followers in a feminine culture than in a masculine culture.
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P4b. On average, the leader-society value congruence will be more positively related to the leader predictability
in a feminine culture than in a masculine culture.

P4c. On average, the leader-society value congruence will be more positively related to the degree of leader
attraction in a feminine culture than in a masculine culture.

4. Implications for Research and Practice
4.1 Limitations and Directions for Future Research

In going through the three value congruence mechanisms, our model posits that some cultures promote
‘interpersonal attraction’, ‘predictability’ and ‘interpersonal communication’ more than other cultures. But, in
view of the earlier belief that leader-society congruence may be invariant across culture (House et al., 1997),
future research might propose competing mechanisms for competing cultural dimensions to present a more
sophisticated view of the means and processes by which value congruence leads to employee outcomes across
different societal contexts. For instance, we propose that ‘interpersonal attraction’ will evoke higher levels of
performance in feminine cultures than in masculine societies, we defer the question of whether ‘interpersonal
attraction’ may operate through two different bases, i.e., cognitive and affective, and attraction in feminine
societies is an affect-based process, while a rationality driven attraction elicits more positive outcomes in
masculine cultures.

In our conceptual framework, the focus of discussion has been on the influence of societal culture from a
unidimensional perspective. However, a more pragmatic approach is that all national cultures embody
multidimensional characteristics and each cultural dimension may be high, low, or moderate in terms of its
intensity, and the way the strength of different mechanisms is expressed is the result of the combined influence
of all cultural dimensions that constitute the value constellation of a particular national culture. Thus, the
strength of each mechanism may depend upon how cultural values may interact with each other. Theorizing the
effect of and testing such interactions would likely make a valuable theoretical contribution to a more holistic
understanding of the effect of cultural values on the strength of mediating mechanisms in different cultural
settings. Further, future research might explore interaction effects of the proposed mechanisms on follower
outcomes in addition to testing the model for the main effects of the mechanisms.

Although, the moderating effects of culture in our framework are conceptualized at the national level, such an
influence is also extendable to the individual or group level of analysis. This is in line with earlier assertion that
the construct of culture need not be limited to societal level of analysis. For instance, individual level cultural
values have been reported to play an important role in shaping follower reactions to leadership and other aspects
of their work (Gelfand, Erez, & Aycan, 2007; Kirkman, Chen, Farh, Chen, & Lowe, 2009; Walumbwa et al.,
2007), which suggests that the strength of a given mechanism may depend on follower’s individually held
cultural values. Likewise, it has been asserted that all work teams develop distinctive cultures (Levine &
Moreland, 1991), and many studies have examined cultural constructs at group levels of analysis, such as work
teams (Kirkman & Shapiro, 2001; Schaubroeck, Lam, & Cha, 2007). As a consequence, our propositions for
moderating effects of culture, which we have conceived at the societal level, can also be tested at the individual
and group level of analysis.

4.2 Practical Implications

This framework can be helpful to organizations in carrying out selection of managers for different countries
based on how effective are the mechanisms, i.e., interpersonal communication, predictability, and interpersonal
attraction, in different societal contexts. The salience of these mechanisms in certain cultural settings suggests
that employees are sensitive to the congruence between the values possessed by the leaders and the wider
societal expectations. Thus, followers in such cultures are likely to view leaders’ incongruent values more
negatively than leaders’ external behaviors. For selecting managers for such countries, it is important that
managers be assessed for their individual level cultural values, and those managers be selected whose values are
closely linked with the societal values of the host culture. One important benefit of such selection will be that
such managers will work in the foreign country without suffering an identity conflict as a result of
incompatibility between their individual values and the newly encountered societal norms. In cultures, where
these mechanisms are not effective, managers should be selected based on how adept they are in adapting their
behaviors overseas rather than assessing their value compatibility with the host culture. The logic is that
followers in such cultural contexts may be more tolerant or may react less negatively to discrepancy between
leader-society values. They tend to be more attentive to readily observable attributes, such as external behavior
and motivational practices, than to detecting how the deep seated values of leaders are consistent with societal
norms and values.
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