52

TRANSFORMATIONAL LEADERSHIP AMONG THAI, JAPANESE, AND AMERICAN
MANAGER ACCORDING TO THAI SUBORDINATES VIEW POINTS

Assoc. Prof. Dr. Chanongkorn Kuntonbutr, DBA

College of Business., Rajamangala Institute of Technology

3

~ o

marital status.

ABSTRACT

Because of the global business management. The foreign direct investment from Japan and America

have been increased in Thailand among the past decade. Those heavily |nvestmems have supported Thai
economic and make Thai government increase the supporting of the foreign’ dlrect iny es‘rment into Thailand.
This is an indicator of the multicultural workforce in Thailand. Then the purpose of thrs research is to study
the leadership style that will be appropriate to Thai subordrnates accordrng \f‘:o transformational leadership
framework. This research investigated Thai subordmates value of the
managers were divided into three groups: Thai managers Japanese managers. and American managers, The
“Transformational Leadership by Subordrnates Ratrng was specifically designed for mvestrga‘ung the Thar
subjects. The results from multrple comparrson statrstlcal analysis generate the srmrlanty o\" :

leadership style of those ma"'"agers in general In partrcular dimensions of the transformatronal frameWork
The general Ilnear rnodel ana!ysrs generates result for the compquson between each country The results are

;,Amerb an Managers On the contrary, when compare the oplnron of ‘rhe Thal subjects on Japanese managers
\w h merlcan managers, and Japanese managers wrth Thar managers the result found no significant difference
oncerning inspirational and chansmatrc,"':wor the mtelleotual dimension. the result found no difference for all
comparison. The last drmensron the resu!t found significant difference. In considering the demographic variables
that may have an rmpact on value of transformatlonal style. the result found educational level, work experience,

‘""‘"ge do no’t have any significant difference, but marital status have significant difference on

'anagers leadership style. Those

1 nsformatlonal

‘ r l~rom the implication for practice. Thai managers
should 1mprove their visions., work ability. and ability to
create team work, and be aware of performing better
ability. and advance ideas. They should improve the
ability in making urgent resolution, dare to face with
problem, and the ability to take the organizations into
new innovation. On the contrary. American managers
should be aware of emotional control when working
with the Thai subordinates. Furthermore, American

managers that work in Thailand should increase their

social awareness if they want to manage smoothly with
Thai subordinates. They should offer some more help or
even ask some question about the other problem if they
can help or not. In addition, the result indicates that
American managers have lowest mean scores in
understanding Thai subordinates. Then. they should
improve their ability of understanding Thai employees.
The understanding should include employees’ belief,

value, behavior, and how they think in any matters.
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According to the increasing of the interconnected
of the world market, many multinational companies are
looking forward to the global customers. However, the
competitive environment generates the problem in
marketing their product to various customers from
different culture. The most important strategy for the
resolution is low cost strategy. The cost leadership
will be an advantage to the companies that achieving
low cost operation. Currently. the countries in Asia are
important for both global market and the land of
investment. Because the large number of population is
indicator of the market. and will support foreign inves-

tment. Thailand is well known for the land of investmen

by multinational firms. The investments by foreign"

multinational firms become rapid growth. The Thar govern Ly

ments. then. has policy of supporting the multlnatlondl

fany ways

companies for their investment in, Thalland" |
i -

they can do. Consequently, the: bue t ess ‘flrms from foreign

countries will increaée th forelgn dlrect investment in

mumcultura( ine Tha| s work force.

Ieadershlp style is crucial for many »'r,.sea

leadership style. Because the busmess organazatvons in
the competitive enwronment tod']y are too complicate
to use the tradltlor‘al leadershxp sty!es The complexity

of worldwncie operatlon the advance technology. and

the m,, Itlculturai SOCIetIeS generate the need new
Ieadershnp style to manage the multinational companies.
Transformational leadership is the leadership style that
generate the important behaviors to the subordinates
such as vision, share value, and bring about the inside
potential of the people at work. Then, this study is focused
on study the subordinates’ opinions on difference
leadership style between managers from those three
countries, by using transformational leadership style as

a framework.

However ‘the study of leadership style has been\

Transformational Leadership:

Dawn and Pamela (1995) stated that transfor-
mational leadership was first suggested by Burns in
1978. It means the process of influencing major changes
in the attitudes of employees concerning vision of the
leader and the goal of the organization. To influencing
subordinates, leaders have to engage the whole person

of the follower by looking for lquVIdyel motivations,

appealing to the mdmdua( s val‘

s and ‘;fr\ﬁing to satisfy
higher needs. In addmon Faranda (1 999) identified that

transforma’nonal leader_

s,a pérson who has high skill in
think analytucally and operate emotionally to enthusiasm
;;the bes’( from people at all levels of an organization. In
\conszdenng transactional leadership. Thill and Dovel {1993)

deﬂned transactional leadership as an- aporoach |n WhICh

J managers motivate employees to perform by clanfymg

task requirements and by provxdxng lewards in return of

employee efforts to achleve the goals For more informa-

i

tion on the dlfferences between transformational and

_»transactaonal Baes (1985) explained transformational

: Y Ieaders motrvate the followers to perform over normal
f,expectattons by transforming their thoughts and attitudes.

“.ffy contrast, transactional leadership is viewed as a leader

who clarifies subordinates’ role and task requirements.
initiates structure, provides rewards, and displays
consideration for subordinates (Daft, p.749). In addition.
Gardner and Clevenger {1998) found that the study of
Bass rests on a basis distinction between transactional
and transformational as transformational leaders motivate
follower by offering them rewards that are lower order
material and psychic needs in exchange for their
performance. On the contrary. transformational leaders
communicate an idealized vision, and motivate followers
to expend extraordinary levels of effort to perform beyond
expectations. In considering the component of the
transformational leadership. there are many researchers
identified basic component of transformational leadership

as; charismatic. inspirational or visionary. intellectual, and
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individualized consideration (Bass and Avolio, 1994;
Conger 1999; wofford, Whitttington, and Goodwin, 2001).
Bass and Avolio (1989) explained the charismatic leaders
as a leader that provides vision and a sense of mission,
increase optimism. and gains respect and trust. It is the
influence based upon perception and behavior of the
leader as charismatic. Furthermore. some behaviors
such as persistence determination and risk-taking can
influence the subordinates, and can be included as
charismatic. Shankar and Kenneth (1997) defined the
other dimension “inspiration”. Inspiration is determined

from some leaders that provide challenge and meaning

for the subordinates in performing their jobs. These .

behaviors may be done by using simple language, and‘

other symbols. They create attractive futures for thelr

followers with high expectations. The thl y v.dlmensmn
that the researchers identified IS mdlv:dua onszderatlon

Individual consideration- is coaohlng and mentorlng to

provide contlnuous feedbac;k and llnks individual’s needs

to the orga zatlon ﬂllSSIOﬂ (Bass & Avolio, 1990). The

Iast dlmenS|on that was ldentlfled is intellectual stlmulatlon

- Thls dlmensmn is a leader that provides subordlnates

A ,t 4 flow of challenging new ldeas that are supposed ‘

to ‘stimulate rethinking of old ways. of domg thlngs Thls
will create awareness of problems by the __\own thoughts

and imagination, and a__re“ognltlon of thelr beliefs and

values |n subordsnates (Deanna N~ DenHartog Jaap J

i _Koopman 1997). Yammario and Bass

(1990) mdlcated that subordinates’ conceptualization.
comprehensxon. and analysis of the problems will be
indicator of leaders’ intellectual stimulation.

The reviewing of the research that focuses
on organizational context-related issues found some
results. Shankar and Eastman (1997) found that some
researchers have provided lists of contextual factors
that influence the form of organizational design parameters
that were adopted with some degree of consistency.

Furthermore, he indicated those researchers need a

_merely. eclectlc T

specific set of contextual factors that influences
transformational leadership. In addition, this set may not
match with the one that has been introduced by other
researchers, since the relevant contextual factors are
likely to be determined by the phenomenon under
particularly circumstances. Pettigrew et. al (1992) stated
that context for study transformational leadership can

be divided into the outer and mner context Inner context

includes organizational structur ‘culture strategy and

related aspects. They?‘ also .stated that the possible
list of contextUal fac ors should be coherent and not

y conclusnon will be benefit for other

’i”researohers to ldentlfy framework for their study in
f’transformatlonal leadership. In considering other study

by Hartog Muijen, and Koopman (1 997) they found that

the two types of leadership that is transactlonalxand

transformational are not onl nplrloally but also

theoretically related. BPcause both of them are extremely

passive. ln nature and opposed to other measured

/,..KdlmenSlons that are actlve in nature. They also concluded

that the well known study of transformational leadership

ﬁ:‘that belongs to Bass has produced an impressive array

of finding. Obviously, transformational leadership has
been an important part in many of the results that have
been of interest to organizational researchers as well as
practitioners. Furthermore, the result of their study
concluded that Bass' framework distinguishing a
transformational, a transactional and a laissez-fair factor
is also through exploratory analysis on Dutch data set.
However. for their research, they found that the internal
consistency of two of the three scales of the Multifactor
Leadership Questionnaire (MLQ) that belongs to Bass
was not sufficient. They have to adapt instrument to
covers the same domain with fewer items. Their study
is useful for determining the instrument use for measuring
transformational styles. Carless (1998) used MLQ for
studying transformational leadership, and indicated that

the most recent version of the MLQ does not measure
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separate transformational leader behaviors, but assesses
a justification interpretation of individual subscale SCores.
For the research on transformational leadership at the
international level, Abshire (2001) study the comparative
leaders from the United States and Japan, he stated
that the leadership challenge for both the US and Japan
is to develop a new wave of transformational leadership.
Those two countries should develop transforming ways
in which they can work together for global economic
health and security. Although his study focuses on the
Country administrative person, but the result can also

be an example for corporate’ leaders.

Purpose of the study:

The purposes of this study are t0' O

1. Study the subordmates( vvalue of the trans-

managers from the three cultures American.

Japanese dnd That accordmg to transforma-

3. Investigate the relatrons lp between the four

dimensions of the Transformatlonal leadership

ResearchQuestlon and Hypotheses:
According to the problem background above and
the purposes of the study. the research questions would

be as follow:

1. Whether Thai subordinate rating difference in
the four dimensions of transformational leader-
ship style of their mangers from American, Japan,

and Thailand? If difference, what dimension,

zdy the refationship of some demographlca :

S /;

\ vanables of the subordlnate to the four dnmen- S Hypothes:s 1B:

and what particular important point of views
that they place their opinion on?

2. Is their any relationship between demographic
variables and the opinion on transformational
leadership style?

3. What dimensions of transformational leader-
ship style have relation to each other, and how

To answer the abov\ ques’nons the following

hypotheses were rnstruc.ted

’\.; g

A ’cordrng to the transformational Ieadershrp
\framework subordinates rate d[fference m trans-
formational leadership style of the managers from
Thailand, Japan, and, Amenca '

Hypothesis 1A: o

/

Accordlng to th transformatlonal leadership

‘|nsplratlonal dimension, subordinates

2 "rate dlfference in transformational leadership style

" of the managers from Thailand, Japan. and America.

According to the transformational leadership
framework of Charismatic. subordinates rate
difference in transformational leadership style of
the managers from Thailand. Japan, and America.
Hypothesis 1C:
According to the transformational leadership
framework of Intellectual, subordinates rate
difference in transformational leadership style of
the managers from Thailand, Japan. and America.
Hypocthesis 1D:
According to the transformational leadership
framework of Individual consideration, subordi-
nates rate difference in transformational leadership
style of the managers from Thailand, Japan, and

America,
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Hypothesis 2A:
Across individual, demographic variables as educa-
tion and work experience of subordinates have
an impact on rating of their manager’s transforma-
tional leadership style.

Hypothesis 2B:
Across individual, demographic variables as
marriage, gender and age of subordinates have
an impact on rating of their manager's transforma-
tional leadership style.

Hypothesis 3:

According to Transformational _eadership Dimen-

sions. there is a relationship between each dimen-"" .~

sions, those relationship occur in every group of .’

subjects. TN

For the limitation of the researoh result thrs study
was conducted in Tharland and subjocts ‘are the Thai
employees. Then the result of thrs study may not be

appropnafe for refer to employees from other nations.

Furthermore he study purposes to compare managers\

.._~from\three natlons American, Thai, and Japanese. then A

from other nations. Then. the user of \hIS research should

be aware of making deolsron from 1hrs frndlng when use

the result for consrdenngs _managers from other nations,

The other Irmltatlon that should e addressed is that

wnh opinion of the subordinate on

thrs study |s conc\ .
therr manager behawors under transformational frame-
work Therefore the fact can be changed overtime. Anyone
that uses the result of this study should be aware of the
social change over period of time. This means that in the
future if the other researcher conducted this topic again

the result may difference from this study.

the rosult may not be appropriate for refer to manager\

Research Design:

Selection of the Subjects:

The subjects of this research are employees in
private sectors. However, the subjects were divided
into three groups as the employees in Thai, Japanese.
and American companies. The subjects are the middle
management to middle high management Because the

purpose of this research is to in estlgate the opinion

of the subordmates C anager from different

countnes The sub]ect, ("chat\have experience working

__,v«wrth the. expatrlates or the top management should be
_from the middle” rnanager to top management. The

‘\selectlon method is convenience, since the researcher

P
P

subjects will not be found, Total numbers of the subjeots
are 323 include 106 sub e_cts from the Thai companies.

99 sub]e‘ofs‘_from Ar‘neriéan‘companies. and 114 subjects

- fromy Jépanese companies.

~instrumentation:

Although there is some instrument for surveying
the transformational leadership known as “Multifactor
L eadership Questionnaire” or “MLQ". However, the MLQ
is appropriate for measuring transformational style of
the leaders. On the contrary. this research is aim at
investigate value of the Thai employees that may have
on managers from different countries. The researcher.
then, create a new instrument for surveying the Thai
subordinates in Thai version. This instrument is “Trans-
formational Leadership by Subordinate Rating” or “TLSR".
The instrument was specifically designed for Thai subjects
on transformational survey. This instrument composed
of 40 questions. the questions that investigate charismatic
dimension are 10, inspirational 10, individual consideration

10, and intetlectual 10. All those questions are mix up
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in one section. The demographic items consisted of 6
questions; gender, age, marital status, educational level,
major of graduation, and work experience of the subjects.
Experts in leadership study conducted the validity of
the instrument through panel discussion. The reliability
testing was conducted through Cronbach Alpha. and the
instrument was adjusted and retest until the reliability
test found .9962 from the 40 items with 22 subjects.

The Data Collection

The period of data gathering is during September
15, 2002 - December 25, 2002. The researcher prepared

questionnaires separately for the respondent of Thai .
managers. Japanese managers, and American managers. . ;mostly between 20 -45. The marital status factors That

The purposes are to distinguish the result fron‘f\c‘liﬁeren‘i»i .

PR

culture and can be finally compared. ’e\questlonnarres

were personally distribut
MBA student from Sn
universities, and As:sumptlon unrversrty Those distributors
dlstrlbuted'the 4
work for Th

with‘the cooperatron of the

{ atum unlverSIty Eastern Asia

panre .. and others work for American compamee .

Data Processing and Analysrs* e

In the analysls of the data two sections were
classn‘red for Glafa gprooossmg and analysis. The first
sectlon waS\ t v!e analysrs of the demographic data:
the second sectlon was the test of the hypotheses. In
considering demographic data, Pearson Chi-squares
were applied for analyzing the demographic variables
that are nominal level of analysis. For the hypothesis
testing, the five scales of the TLSR were analyzed in terms
of the tolal scores and total score of each dimension.
In addition, the scores were test of Homogeneity of
variance by using levene’s test. The comparison of the

Thai subordinates and American subordinates were

uestlonnalres to their colleagues. Some .

X @mpames some work for Japanese com-

compared through the use of ANOVA, Dunnett T3,
Multiple Comparison, General Linear Model, and the
Correlation. The test of the hypotheses was conducted

at the two-tailed alpha set level of significance of .05.

Result:

From the gathering data, the researcher examined
the demography if they are srgnlflcant drﬁ‘erence among
the three groups. The purpose IS to ensure that the

demographic factors of: the respondents would not

intervene the result The summarrzatlon is that the Chi-

Square test the respondents demographic factors

found ‘ho s;gnn‘:oan idn‘ference The respondents are

female more ‘than male. age range from 20 - 85,.. but

"may have an impact on the oonsrderaﬂon drmensron are

O% The educa’uon

single more than marriage a‘[most B

levels of the responde‘r\te'“are‘mosty vundergraduate. and

graduate. with exponen ~épéiWeeh 1-20 years. The testing

score of the'respondents were calculated by summation

of \thé;ealeh& group of guestions that indicate inspirational.
“yoﬁari‘er‘ha'iic',' intellectual, and individual. Those groups

: ofﬂ'testing score were tested for the homogeneity of

variances to consider the normal distribution of the data,
and found normal distribution of all dimensions (inspira-
tion 292, charismatic .157. intellectual .222. individual .381,
and total scores 277).

In considering the total scores from every dimen-
sions of the test by hypothesis 1, Thais' subordinates
rate no difference in transformational leadership styles
of the managers from Thailand, Japan. and America.
The researcher used multiple comparison analysis to
determine the difference between each nation and found
no difference. This result may come from the reason
that the managers from each country work in the same
position, they may have learned to adapt their leadership
styles in the same direction, the subordinates’ preferable

practices. In considering inspirational of the managers

Journal of Global Business Review ¢ Volume 4 July, 2003

57



58

Thal and American managers (srg OO1V Jn

from the three nations (hypothesis 1 A}, Thais' subordi-
nates see difference between those managers for total
scores. However, when use Dunnett T 3 multiple
comparison test to finding out each country, the result
found that there is no difference between Thai and
Japanese managers, and Japanese and American
managers, put for comparison between Thai and
American Managers found difference (sig. .001). Since
the inspirational factor indicates the leader capability
to provide challenge to the subordinates in performing
their jobs. the managers from Japan and America may
have experience working abroad. They have been
working with subordinates from other countries. and

have to inspire the employees from difference cultures

They have to work hard, and have much experrence m“:

inspirational behaviors. On the contrary Thars managers

have been workrng in Tharland wrth _Thals subordlnates

ment that they get use to\‘ :

the Thar c\ l»ture that focuses on peacefully. and enjoy. Ihe

comparison between Japanese and Amencan mangers.
even Japanese mangers 1ave srmrlar culture with the

hals however rn parhcuiar behef is difference. Japanese
always r‘ocue oh,the successful of the organizations rather
than workrng day by day without achieving the successfully.
ThlS is the reason that can support the result that there
is no difference in inspirational between Japanese and
American managers (sig .094) even they come from the
different cultures.

For the hypothesis 1B that indicates Thai’ subordi-
nates opinion on charismatic of the managers from those
countries, the result also iflustrated difference (sig. .002).
However, Dunnett T3 muitiple comparison illustrates

difference only when compare between Thai and American

com are ‘to American culture, which focus on achrevrng )

job successfully. This may resultin drfference between o

managers. This may be explained with the same reason
as inspirational factor, which is culture and experience of
working in different countries. However, even Japanese
and American are no significant difference, but the result
is 053 which is nearly difference. In considering com-
parison between Thai and Japanese managers. the
significance is 485, which is far from .05. This may convince

that culture is |mportant for chansma’uo dimension in

flow of chal|engmg new |deas for a new innovation,

and a reso|utron‘.of\problem that may occur, intellectual

nsron (hypot«esls 1C). the result found no difference

may be because anyone who is workrng ln the 1 nage,r S

Rl

posrtlon has to cope with the prohlem and to create

';'"may have A6t much

not perform very much in rnsprratlona\ factors. In addition, .~ cpmpanson every palrs of comparison indicate no
» dn‘ference (srg Thai-Japanese 952, Thai-American 279,
" and Japanese _American 490). However, the result also

indicate most difference when compare between

managers from Thailand and America (sig. 279), and
the most similar is managers from Thailand and Japan
(sig. .952).

Hypothesis 1D illustrates individua! dimension
compare between managers from those three nations
by Thai subordinates view point, the result found
significant difference (.036). The result indicates the same
direction with other hypothesis, which is the significant
difference by Dunnett T3 multiple comparison is between
Thai and American (.039). On the contrary, there ig.no
significant difference between managers from Thailand
and Japan (.824), and between managers from Japan
and America (.154). Although the comparison between
Thai and American, and Japanese and American have

both no significance difference, but the comparison
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between Thai and Japanese indicates the result far from
Japanese and American as the significance of .824, and
154 respectively. The conclusions of this hypothesis
convince our belief in the important of culture that may
have on people behaviors. since Thai and Japanese
come from similar culture as collectivist indicates the
result that very far from significant difference (.824), and
Japanese and American come from different culture as
collectivist and individual indicates almost significant
difference (.154).

Hypothesis 2A purposes to finding out the
relationship of some demographic variables such as

education and experience of the subjects to the

transformational leadership style of the managers. The
researcher use Philai's Trace, Wilks’ Lambda and ’
Hotelling’'s Trace to investigate the relatlonshlp and\-n,_

found no effect by those varlables In addltnon the

researcher investigat the;"mteractlon “between

education and work expenence that may have on the

/

transformatlonal leadership style. However the f esult

that indicates no difference may be because the subjects
have similar level of educatron ln conSidenng the other
demegraphic varlable as mantal sta“tus gender, and age
of the sub ects (hypothesss 28) the result illustrates
that mantal status and age of the subordinates do not
have sngnmcant difference to the opinion on transforma-
tional Ieadersh|p style when considering the total score.
The Marital stratus of the subordinates was found
significant difference by both Pillal’s Trace, Wilk's Lambda,
and Hotelling’s Trace (sig. .023 for all statistics). In analyzing
the relationship of gender to the transformational leader-
ship by particular dimension, the result found that
inspiration and characteristic are no significant difference,

but inteflectual and individual are significant difference

"that is close together. "f h "?,

(both sig.027). In addition, the researcher also investigates
the interaction between gender and age with marital
status as a covariate and found the significant difference
on intellectual and individual. The explanation of this finding
indicates that gender and age of the subordinate may
has an impact on the opinion concerning intellectual
and individual. Because when people get older the life

experience may change their opinion, partlcular the

opinion concerning tntellectual and mdmdual The

hypothesis 3 |nd|ca§els):‘;hv‘\h‘ elatlonshlp between

inapiration and. ché(r'ac"ierisnc by the correlation of
higher than 900 w1th sngnlﬂcance at the .01 level for 2

"results include total. data for Thai

lled testnng Thos
manage ‘Japanese managers and American managers

n. msplratlon and charismatic may be the d|m ’nsnon

Conclusion:

u *i.ﬁthose flndmg to thetr management function appropriately.
u Tlgax managers should improve their visions. work ability.

_and ability to create team work. In considering charismatic,

Thai managers should be aware of performing better
ability, and advance ideas. According to the inteliectual
dimension, the lowest score also belong to Thai managers.
They should improve the ability in making urgent resolution.
dare to face with problem, and the ability to take the
organizations into new innovation. On the contrary, when
consider individual consideration American managers
should be aware of emotional control when working
with the Thai subordinates. Because American and Thai
may difference in their culture, particular the expression
of emotion. Furthermore, American managers that work.
in Thailand should increase their social awareness if they
want to manage smoothly with Thai subordinates. They
should offer some more help or even ask some question

about the other problem if they can help or not. In addition.
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they should improve their ability of understanding Thai
employees. The understanding should include employees’
belief, behavior, and how they think in any matters.
For future research, the other researcher should
contribute in dept to specific dimension, such as inspiration,
charagteristic. intellectual, and individual consideration.
The research should investigate particularly to some
dimension only. Because the result can be applied to
the management of the business organizations. The
researchers should use multi-variate to consider all
concerning factors, and should control intervening
variables appropriately. then, they will have some results

that are benefit to the modern management technique,

and fit the international management.

,'New “York: Harper & Row.
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